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Meetings are the communication center of every organization.

Meetings are decision bodies. The best prepared members will convince the others 
with better arguments than those newly exposed to the problems (some of them, ill-
defined) that need to be resolved.

One of the advantages of meetings is that it can br ing a diversity of people, and their 
ideas, together to solve in-house problems. These problems can be related to design, 
construction or the administration of a project.

In meetings all ideas are permitted to be explored, whereas in negotiations the whole In meetings all ideas are permitted to be explored, whereas in negotiations the whole 
team defends a pre-agreed idea. Each member of the team directs their  attention to a 
pre-agreed formula for success.

In negotiations, any dispute can be resolved successfully if both par ties are willing to 
negotiate in good-faith. Each par ty must be willing to compromise (that is, accept 
less than or iginally desired). Negotiations must be conducted following the rules of 
bargaining. Members must proper ly prepare for an excellent per formance.

A successful negotiation should be satisfactory to both par ties, and should promote 
good relationships: everybody gains something!



Types of Meetings.

There are two basic types of construction meetings: in-house and specific-problem. 

The in-house meetingsare attended by members of the same firm, and involve,
a) an organizational problem,
b) a coordination problem, and/or
c) a decision-making action.

In these meetings, everybody should be encouraged to contr ibute ideas.

The specific-problem meetingsare held between members of different firms that The specific-problem meetingsare held between members of different firms that 
may include the owner ’s, the designers’ and the contractor ’s. This type of meeting 
is called to resolve a specific problem, which becomes the only item on the agenda. 
Most of the time this type of meeting also involves negotiations. Therefore, in this 
type of meeting, it is impor tant that each firm’s group maintain the appearance of 
unity. This can only occur if the group met beforehand and clear ly established 
their position policy, carefully prepared themselves, and rehearsed.

Although there are many reasons to call a meeting, most of the reasons are listed 
on the next two slides.



Examples of in-house type meetings:

1. Prepar ing a presentation to a potential client;
2. Pre-negotiation (in-house preparation);
3. Prepared for the project “ kickoff” ;
4. Establish the conceptual design;
5. Manager ’s organization;
6. Production budget;
7. Technical (design) coordination;
8. Constructability (design-construction inter face);
9. Planning and scheduling the project;



Examples of construction phase meetings:

1. Pre-bid conference;
2. Pre-construction conference (for coordination and communications);
3. Requests for substitutions of mater ials, or products;
4. Change Orders (these are negotiations);
5. Extra Work Orders (these are negotiations);
6. Unforeseen underground work (these are negotiations);
7. Corrective work (these are negotiations);
8. Scheduling changes (these are coordination and negotiations);
9. Mediation of construction difficulties;
10. Protests and disputes (these are negotiations);10. Protests and disputes (these are negotiations);
11. Conflicts between the plans and the specifications;
12. Value engineer ing proposals (by the contractor );
13. Punch lists;
14. Project acceptance;
15. Transfer of responsibility;
16. Post-project review.



Running a Meeting.

(A) Who should attend the Meeting?

The success of a meeting is determined by who is invited. Although key players in 
the project need to be invited, the number of attendees must be kept to a minimum.

When the subject of the meeting is a dispute, it is common for one of the par ties to 
br ing an attorney. When this happens, the meeting is placed on hold until the 
second par ty can br ing their attorney. I t is wise never to star t a meeting when the 
opposing par ty has an attorney and you don’ t!

(B) What will be the Subject of the Meeting?

Find out in advance the subject of the meeting, and find out:

1. Who called the meeting?
2. What is the reason for the meeting?
3. What is the background of the problem?
4. What is your view on the subject?
5. What are your objectives before the meeting? The most important!



I f during the meeting your proposal is received with a mixed support, do not call for a 
vote. Instead, gently withdraw your push for a vote, and defer action until after a 
break or perhaps until the next meeting. Dur ing the break (or lunch), take time to 
lobby for your point of view with one or two of the undecided votes. This is a time 
to compromise, provided that your objectives are still met. Once you have a slight 
major ity of the votes, br ing the issue back to the floor and move towards a vote.

(C) The Importance of your Image.

Your personal appearance is of considerable impor tance at meetings and dur ing 
negotiations.

When you speak, express your thoughts simply, briefly and clearly. Maintain the 
appearance of author ity. Never beg, nor patronize your opponent.

(D) The Seating Advantage.

Your seating position at the conference table is also impor tant:

1. Sit at the opposite side of the meeting table from the meeting’s leader ;



2. I f the meeting leader has the habit of consulting the people sitting beside them, 
then sit next to the meeting leader.

These positions have subtle psychological advantages to you when you express your 
views. Never place yourself in a position that obstructs your view of the main players 
at the meeting. I f you ar r ive late (don’ t!) it may be better to remain standing so that 
all can see you. For example, the RE and the PM should sit at opposite sides of the 
table.

In conclusion, high visibility is impor tant, because it gets attention, and with attention 
comes author ity.

(E) What is the Opponent’s Motivation?

Your group’s success at a negotiation will depend on your cor rect assessment of the 
opponent’s motivation at the meeting. The opponent’s dr ive toward their goal will 
offer clues as to how they will react to any vote brought up dur ing the meeting.

(F) Methods and Techniques.

Success depends on your positive attitude. Present your ideas in a logical and order ly 
manner. Prepare carefully and pre-coordinate with others.



The Pre-Construction Meeting.

The pre-construction meeting is ideally held after all the subcontracts have been 
awarded, but before the construction actually star ts. This timing permits all the 
players to be present and offer suggestions for the operational plan.

All key members of the project must be present at this meeting. That includes the 
Owner and RPR, so that all operational difficulties are made aware to his team. I t 
also includes the A/E and their PM; the general contractor and super intendent; all 
the subcontractors with each of their  super intendents; all key suppliers, and 
finally, some representatives from the public agencies.

This pre-construction conference (or construction coordination conference) will 
provide the following benefits:

1. Recognize ahead of time all possible delays and disagreements;
2. Establish agreements that will curb increases in the construction costs;
3. Identify all “ grey”  areas, where it is not known who is responsible for its 
execution, and assign responsibilities; and
4. Unify all the management requirements of the project.



The Purpose of the Conference.

The purpose of the pre-construction conference is to establish the ground rules 
that are acceptable to all the par ties present. These rules are directed towards 
completing the project on time, within budget and safely.

The Time Required for the Conference.

The conference should be scheduled for a sufficiently long per iod of time to cover 
all the items on the agenda. This may mean several days!

Detractors of spending so many hours together are admonished by the knowledge Detractors of spending so many hours together are admonished by the knowledge 
that preventivemeasures are cheaper than correctivemeasures.

The Conference Agenda.

Projects have common tasks that can be listed in a checklist. Here are some items:

1. Progress payments;
2. Form of payment requests;



3. Payroll repor ts;
4. Shop drawings and sample submittal requirements;
5. Requirements for inter ference and/or composite drawings;
6. Insurance requirements;
7. Permit requirements;
8. Job progress scheduling;
9. Temporary facilities and controls;
10. Storage facilities and staging areas;
11. Job site secur ity dur ing non-working hours;
12. Cleanup and trash removal;
13. Available hoisting facilities;
14. Change Orders;14. Change Orders;
15. Warrantee requirements;
16. Employment practices;
17. L isting and identification of all tiers of subcontractors;
18. Implementing an Accident-Free Safety Program;
19. Punch lists;
20. Record Drawings and final document submittals;
21. Final Payment and Release of the Retainage.



In-House (Decision-making) Meetings.

Meetings are the means of group decision making.

Group decision-making often comes up with a less than ideal solution because group 
psychological pressures tend to cloud basic issues.

Why use a group when an wise individual might make a better decision?

The reason is that groups are less likely to make poor decisions. This is especially 
impor tant when the cost of a poor decision is very high. In general, group decisions 
tend to be cor rect ones. That is why large businesses and government agencies tend 
to make decisions as a group. Also, decisions made by a group are more likely to be 
implemented by the members of the same group.

Groups tend to show more sincer ity than individuals. Spreading the responsibility of 
an unpopular action is best handled by a group because the unpleasantness is spread 
out to many people. Groups are also favored because they become fr iendly “ clubs”  
that share power and status. Finally, groups tend to br ing together more disparate 
talents that are rarely found in any single individual.



Collective Thinking.

Some groups per form very poor ly. Their decisions are so ill-conceived that they are 
worse than those reached by a single mediocre individual.

These hapless groups are commonly those that prevent the free expression of ideas. 
Embarrassment and fear of repr isal also restr ict the free expression of ideas in a 
group.

Some groups seek decisions that are unanimous on all issues. In order to seek the 
unanimity, they force the group to think uniformly and thereby kill creativity.

Individuals may feel insecure by the possibility of being rejected when offer ing an 
unusual idea; this provides a strong incentive to keep quiet and simply agree with 
the other members.

Groups that are “ close fr iends”  and socially connected make poor decisions because 
their independent thinking will be replaced by collective thinking. Once collective 
thinking sets in, there is a marked decrease of exchange of conflicting data and an 
unwillingness to face issues that are unpopular. “ Team player”  really means not 
emitting any cr iticism of the group’s policies. Team players may permit the 
deter ioration of the quality of the project and end up over-pr iced and too late.



Symptoms of Collective Thinking.

Collective thinking is present when some of these eight symptoms are present:

1. An emphasis on team play;
2. Viewing the “ opposition”  as inept or incompetent;
3. Self-censorship of the group to avoid disagreements;
4. Collective rationalization to comfor t one another against warnings of danger ;
5. Prevent anyone to undermine unanimity; unwelcome any negativity;
6. Reinforce consensus and pressure against dissent;
7. The group always feels self-r ighteous, moral and ethical;
8. A shared feeling of invulnerability in their  decisions. 8. A shared feeling of invulnerability in their  decisions. 



Preventing Collective Thinking.

Collective thinking can be eliminated from a decision-making meeting by:

1. Leader encouragement.
2. Diversity of viewpoints;
3. Legitimized disagreement and skepticism.
4. Idea generation versus idea evaluation (brain-storming versus cr iticism).
5. Discuss the advantages and disadvantages of each solution.
6. New approaches and new people.
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