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A good meeting begins with a clear purpose. You must ask, “Why are we 
having this meeting to begin with?” “Because we always have”, is not an ad-
equate answer. Meetings should be for interaction between people, (whereas 
information is best given on paper). When information is on paper there is less 
misunderstanding because you don’t depend on it going through people’s 
filters. It also can be referred to again. Using a meeting simply to disseminate 
information is not a good use of time.

Consider what everyone is worth per minute; is the amount of money/time 
for the meeting worth the result the meeting can bring? One company that I 
worked with installed computers in each of the meeting rooms. When some-
one entered the meeting, he keyed in his code. The computer knew what each 
person was worth per minute, and as the meeting ran, a taxi meter appeared 
on the screen.

Naturally people may need to ask questions or interact about information 
presented to them. In that case it is best to give the information to all of the 
participants ahead of time on paper so they can digest it; then hold the meet-
ing to interact about it. You will get much more intelligent interaction this 
way. When I suggest that informational meetings be cut, people sometimes 
respond, “but it is the only time we all get together.” Ahh, the plot thickens. 
If the ulterior purpose of a meeting is to create a feeling of teamwork then 
you have a secondary/false purpose on the surface. Teamwork is an important 
purpose unto itself; if that is what is needed, then structure the meeting to 
support teamwork instead of pretending to meet about something else.

Provide Information Ahead of the Meeting

Assuming we have a meeting with a valid purpose, all preparatory information 
should be given to the participants ahead of time. The timing of distributing 
information is very important. You don’t want to hand out the information too 
early or it will be put on a desk pile (since it is not a current urgency) and then 
lost. Or an efficient person might read it immediately but then there is such a 
long break until the meeting that she forgets what she’s read. You also don’t 
want to hand out information too close to a meeting date because it is less 
likely that people will read it. You have to make a judgment call about timing 
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Always question why 
you are meeting? 

Is it the proper use of 
a meeting time?

Is it worth everyone’s 
time?
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based on the complexity and volume of the information you want people to 
digest. (Never underestimate the value of just asking people when they would 
like to receive the information.) However, to generalize about optimum times 
without knowing your specific information, I would say about a week ahead of 
the meeting is a good amount of time.

The agenda should be distributed with the preparatory information partici-
pants receive ahead of time. Let’s talk about agenda format. Each agenda item 
should have a number in front of it which represents its order in the agenda. 
Though the font size for your document maybe 10-12 point, make the number 
of the agenda item 24 to 36 point so it stands out. Then duplicate the same 
number and size in front of the collateral information that supports that item. 
This makes it very easy for people to find and brief themselves on the collateral 
information.

What the Agenda Should Tell Participants

Time	frame. When will we focus on this item and how much time is there for 
this item? Don’t round off. It is a good idea to have odd times on the agenda. 
For example: Agenda item: What are the pros and cons of the new move? 
Time: 8:36 - 9:06. By having odd times it gives the impression that time actually 
matters and of course sticking to those times is something we will always try to 
achieve.

What	is	the	purpose	of	having	this	item	on	the	agenda? This should tell every-
one why they are bothering to focus on this item, and why it’s worth precious 
meeting time.

What process will we use? For example, brainstorm, match, mismatch, pre-
sentation, question/answer, discussion. For more on these processes see my 
meetings process article.

What do you want from them? E.g., their opinions, an analysis of the positives 
and negatives, for them to understand what is going on and ask questions, etc. 
This lets people know from what perspective they should approach a topic.

The magic word going into a meeting is “Preparation.” The more prepared 
people are before going into the meeting, the more effective it will be.

The Agenda should 
tell participants:

the time frame, 
the purpose, 
the process, 
what is required of 
them
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There is a great mystery that cries out to be solved: why are most meetings so 
awful, and what can we do to change them? According to a Wall St. Journal 
survey, 98% of people agreed that 50% of their time in business meetings is 
wasted. Over the last twenty years, Dr. Brinkman has developed and taught 
organizations how to have great meetings that are shorter, more effective and 
more enjoyable!

Dr. Brinkman’s compelling meeting tactics include learning how to:

•	Communicate in a way that bypasses conflict and creates an environment 
where everyone can really hear each other.

•	Make sure that the more aggressive types can’t dominate and the more 
passive types feel compelled to participate.

•	Appropriately involve people in decisions that affect their work.

•	Allow new ideas to evolve in a group process, instead of being shot down.

•	 Integrate people’s opinions and make it easier to make decisions.

•	Shorten meetings while getting more accomplished.

This seminar is ideal as a half-day session/breakout or a full-day that 
includes other useful material from the Conscious Communication program. 
Participants receive free course materials and can purchase the Meeting 
Magic book and other tools to help them apply what they’ve learned in their 
meetings.

This program can also be done by running an actual meeting, so participants 
learn the process by applying to their meetings. Multiple groups can be done 
in a day depending on the length of the meetings.

Dr. Brinkman will faciliatate and train people in the process.

Using Conscious Communication at Meetings to Bring Out the Best
in People, Maintain Focus, Meet Less and Do More!

We have had a 3 hour 
weekly meeting for years. 
The first time we did your 
process we got it done in 
one hour and got more 
accomplished at a higher 
quality. 

Wow.

– Don Anselm 
 Integrated Scheduling, 
 Boeing Aircraft & Missiles
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What is it? 
Conscious Communication is a behavior modification program that positively 
changes the way people relate to each other, thus improving outcomes in 
leadership, team building, internal and external relations, and organizational 
and personal performance.

 
Who will benefit? 
Conscious Communication can be applied to any level of an organization.

•	Executives use it to support leadership initiatives, especially in the areas 
of negotiation/conflict management and implementing organizational 
change.

•	Managers and supervisors use it to improve individual performance 
outcomes and to build stronger teams.

•	Personnel improve their understanding and ability to deal with people in a 
positive way in any situation.

 
Business Outcomes

1 Increased motivation and morale.

2 Increased trust and respect.

3 Increased retention.

4 Increased productivity.

 
Employee Outcomes

The focus is on gaining knowledge about why people act like they do and 
learning how to proactively influence relationships to meet organizational or 
individual objectives. Employees will learn how to:

•	Communicate in a manner that prevents problem behaviors from 
occurring.

•	Move people out of problem behaviors if they exhibit them.

•	Positively influence the behavior of their sphere of contacts on a daily 
basis.

•	Set a positive example for good communication.

DR. RICK BRINKMAN
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You were… terrific, sensa-
tional, dramatic, funny, 
entertaining, thought 
provoking, educational, 
spectacular, and the hit of 
the program. Our people 
loved you and as a meet-
ing planner, I love that!

– Michelle Morgan 
 Executive Director 
 Leisure Tours
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Conscious Communication is based on the belief that good 
communication skills are the foundation of relationships 
and the lifeblood of effective leadership, teamwork, and 
organizational performance.
 
In general, people’s leadership and organizational effectiveness are a result 
of their ability to communicate. Employees need to be able to clarify expec-
tations, provide feedback, and hold difficult conversations, all in a way that 
motivates a positive change in behavior.

Conscious Communication separates “personality” from “behavior”. Behavior 
is whatever people are presenting in the moment. Personality is a generaliza-
tion people make based on the behavior they observe. Someone may act very 
pushy at work, but their colleagues don’t realize what a pushover they become 
in a different context or a different relationship. When people rely on “person-
ality” then they assume that is the way people are and there is no changing 
them. Once we realize that people engage in different behaviors based on 
their needs in the moment, stress level, and reactions to the people around 
them, it becomes possible to understand that we can influence their behavior 
and bring out the best in them.

Conscious Communication teaches people how to consistently use commu-
nication on purpose to get the results that they want. It is very easy to take 
communication for granted. We have something to say, we say it, and we 
assume the other person understands. Unfortunately, unconsciously commu-
nicating can trigger behaviors such as whining, negativity, attacks, tantrums, 
and withdrawal. By paying attention and applying Conscious Communication 
techniques, we can avoid making the behavior worse and move the person out 
of the difficult behavior.

The Lens of Understanding* 

separates personality from 

behavior. 

Behavior is whatever people 

are presenting in the moment. 

Personality is a generalization we 

make based on the behavior we 

observe.

*The Lens of Understanding is from the book Dealing With People You Can’t Stand, How 

to Bring Out the Best in People at Their Worst (Brinkman & Kirschner, McGraw-Hill 1994, 

2nd edition 2002)

®
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Effective use of Conscious Communication can raise productivity and save 
money. The cost of unconscious communication often goes uncalculated. 
Consider email misunderstandings, how much time is lost being concerned 
about it, trying to work it out, and clarifying what everyone really meant? When 
people work together, each interaction sets up the next. If a person perceives 
negativity from someone, that person may already be on the defensive in 
the next interaction and that defensiveness in and of itself can cause further 
misunderstanding. People with Conscious Communication training consider 
the big picture relationship with others and realize that the effort they put into 
effective communication is an investment in future relations and will result in 
saved time. 

Communication is like a phone number, you need all the digits and you 
need them in the right order to get through. The Conscious Communication 
behavioral model teaches strategies (phone numbers) that work in 
communication and result in people proactively influencing relationships to 
being out the best in people. 

Why Dr. Rick Brinkman?

Dr. Rick Brinkman literally wrote the book on communication. His book, 
Dealing With People You Can’t Stand, How to Bring Out the Best in People at 
Their Worst (Brinkman & Kirschner, McGraw-Hill 1994, 2nd edition 2002) has 
been an international bestseller for over a decade. It has been translated into 
seventeen languages, and is available in English in 20 other countries. It is 
used as a text for communication courses at many colleges. He is the author of 
numerous other books and video and audio training programs.

As a keynoter and trainer for over 20 years, he is known for his unique style 
of educating through entertainment to make the program engaging and the 
material memorable. He has worked extensively with companies in the United 
States, Europe and Asia. 

More information can be found at www.drbrinkman.com.

continued...

Communication is like a 
phone number.

You need all the digits and you 

need them in the right order to 

get through.

The Conscious Communication 

behavioral model teaches 

strategies (phone numbers) 

that work in communication 

and result in people proactively 

influencing relationships to 

being out the best in people.
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