
Rules for Department Heads’ Meetings
Reference document for department heads participating in management meetings.
1. Purpose of the Meeting
A meeting is a structured and intentional interaction among multiple people who reflect, discuss, and make decisions on a topic of shared interest.
For a meeting to be effective, all of the following elements must be present:
Reflecting on relevant problems, data, and situations
Discussing different points of view in a constructive manner
Making decisions that are clear, shared, and actionable
If one of these elements is missing, the meeting loses its value and effectiveness.
2. When and Why We Meet
Department heads’ meetings take place every Friday from 1:00 p.m. to 1:45 p.m.
A meeting is held only if there is a clearly defined topic or issue to be discussed. If no clear topic is identified, the meeting will be postponed.
Meetings are a fundamental tool when:
A direct and necessary discussion among multiple department heads is required
A shared decision must be made
The topic cannot be effectively managed through emails, messages, or other informal communication tools
Meetings are NOT held to:
Address personal issues
Share information that can be communicated effectively through other means (emails, messages, written notes)
3. Objective and Participation
Each meeting has one clear objective, defined and communicated in advance.
Participation is limited to:
Department heads who have a real interest in the topic
Department heads who can actively and concretely contribute to the discussion
At the end of each meeting, the topic of the next meeting will be defined.
4. Structure and Time Management
The meeting follows a fixed structure:
3 minutes – Introduction and clarification of the objective (Chairman)
32 minutes – Discussion
10 minutes – Open points, conclusions, and final decisions
The final 10 minutes are reserved for urgent matters, which should preferably be communicated in advance by the department heads.
Respect for timing is essential to the effectiveness of the meeting.
5. Punctuality and Access Rules
Delays are not permitted
Joining the meeting after it has started is not allowed
In case of delay, it is preferable not to participate in order to avoid disrupting the meeting
Anyone arriving late or absent without valid justification will offer coffee at the next meeting
Punctuality is considered a form of respect for the group and for everyone’s time.
6. Climate and Behavior
The meeting is a “protected bubble”:
Mobile phones must be silenced
No interruptions from outside the meeting are allowed, except in exceptional circumstances (e.g., fire, earthquake)
Only one person speaks at a time
Contributions should be clear, concise, and focused
Interaction must always be respectful and professional
Everyone has the right and the duty to express their point of view.
Not allowed:
Speaking negatively or personally about people who are not present
Turning the meeting into a personal venting session
Expected behaviors:
Address operational difficulties openly
Consider problems as opportunities for improvement
Speak openly about the “elephant in the room” in a direct, respectful, and constructive way
7. Roles
Chairman
The Chairman is responsible for:
Opening and closing the meeting
Moderating the discussion
Ensuring respect for rules and timing
Summarizing key points
Guiding the group toward a final decision and managing personal dynamics
The role of Chairman is held by:
Paolo Peppucci
In his absence: XXX
In the absence of both: XXX
Chancellor (Minute Taker)
The Chancellor:
Takes note of key points discussed
Prepares a brief written summary (minutes)
Shares the summary with clinic staff when appropriate
Supports the Chairman in time management
The role of Chancellor is held, on a rotating or as-needed basis, by:
XXX
XXX
XXX
Participating Department Heads
These are invited participants who:
Have a direct interest in the topic
Possess relevant knowledge and experience
Experts
Experts are professionals invited when it is necessary to:
Explore technical or highly specific topics
Provide input based on their expertise or role
8. Cultural Objective of the Meeting
Meetings are not only an operational tool, but also a moment for:
Alignment
Building a shared map and a common organizational culture
Developing the leadership team
Learning how to effectively manage meetings within one’s own team
Defining a shared way of working and making decisions
The ultimate goal is to create common ground among department heads, fostering collaboration, clarity, and accountability.

First topic of today’s meeting:
Meeting format and timing
Basic rules
Definition of future topics
Thank you for your participation and for the contribution each of you brings to improving how the organization works.

