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We help companies with
strategy formulation and execution,
business development and sales excellence.

INTRODUCTION
INTRODUCTION

EFFECTIVE MEETINGS

B

oring and ineffective meetings. We’ve all experienced those. We’re in a meeting
and we can’t wait to get out, to get back to work and get on with our day. Too
often we experience ineffective meetings; meetings were we wonder why we are
there; meetings where we are unsure of who does what; meetings that are a waste of
time. Valuable time.
But what do we do about it? Nothing really. Do you?
That’s how it is, at least at our organization. However, we still complain that these
meetings are a waste of time. Why don’t you do something about it?
Let’s have effective meetings. Meetings that deliver value. In this e-book we’ve
gathered some insights on how to create a culture that delivers effective meetings.
Meetings where decisions are made; meetings that are shorter and free up time. Time
that you can dedicate to your team; time that will allow you to step back and look at
the big picture or time you can simply dedicate to getting things done.
We believe that you arrive at the best decisions when everyone comes prepared. The
participants in the meeting will be more motivated because the meetings are effective.
This is a benefit for you, for your colleagues and for the company.
We’ve been in those boring meetings. We’ve been in those ineffective meetings. It
happens in large and renowned companies. It happens in small companies. It is our own
experiences that are the basis for this e-book. We’ve applied the techniques outlined in
this book ourselves in our roles as CEO. They work!
Here it is, your free e-book on effective meetings.
And remember, if you want results you have to implement the techniques, not just read
them and think: “It makes sense, but it probably won’t work in my business”.
It will! Try it.
Jesper Hammer

Partner
Rezolto
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CHAPTER 1
CHAPTER 1

HOW TO GET STARTED
– START WITH AN AGENDA

I

don’t know of a single company or organization that
doesn’t want more effective meetings.

information prior to the meeting. More on this
topic later.

Fortunately, there is ample opportunity to have more
effective meetings. Here is our take on how to get
there.

If someone is expected to present at the
meeting make sure this is clearly communicated
prior to
to the
the meeting.
meeting.ItItsounds
soundsobvious,
obvious,but
butit is
be a cause
of frustration
often forgotten
forgotten and
andwill
a cause
of frustration
for
for you
colleagues.
you
andand
youryour
colleagues.

Start with a clear agenda
But how do
clearagenda
agendayou
you may
may ask? First
do IIprepare
make aaclear
you have to clarify what your objective of the meeting
is. And here is the first piece of advice: your primary
reason for having a meeting is to make decisions.
Decisions on how to move the project or task forward.
Which decisions are needed for you to move forward?
Well, we cannot give you all the answers here, but it might
be: Approval of the proposal, allocation of resources,
prioritization of tasks across all departments, or
obtaining common understanding of the customer’s
desired delivery deadline. It’s up to you to identify
the key decisions
decisions that
that are
are needed
needed to
to move
movethe
to task
forward.
Consider who has to participate in the meeting. Some
people may be needed for some decisions to be made,
but they may not be needed for others. Construct the
agenda, so that people can flow in and out of the
meeting as needed. Yes, it’ll be more time consuming
for you, but your colleagues will thank you and the
organization will be better off.
Your agenda should not include too many of the
following words: Inform, Review, Present. Why not?
Because it is more productive to distribute this

Start with
with a
a clear
clear agenda
agenda
Start
Clarify the
the objective of
Clarify
of the
the meeting
meeting
Construct the agenda, so that people can
flow
in andthe
outagenda,
of the meeting
needed
Construct
so that as
people
can
flow in and out of the meeting as needed

When should you distribute the agenda?
Preferably along with the meeting invite. That
way your colleagues will know what they
accept to spend their time on. If sending the
agenda with the invite is not possible then
distribute the agenda two days prior to the
meeting. This will allow your colleagues to
prepare. Preparedness makes the meeting
effective. We’re sure you get the point.
Distribute the material prior to the meeting
Information that is needed for fact based
decisions needs to be distributed prior to the
meeting. That goes for proposals as well as
time schedules. Sending this information early
enables your colleagues to come prepared and
even to “sleep on” the information they’re
expected to make decisions on. This leads to
better decisions.
Of course you can provide additional information
during the meeting. However, sharing of
information should not take up much time during
the meeting. Often this leads to people talking.
Talking is nice and good, but doesn’t lead to
decisions being made.
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CHAPTER 2

WHO, WHERE AND HOW

When you’ve prepared a good agenda, you must plan “Who, Where and How”.
Should we have a standing meeting and who should participate?

WHO CAN CONTRIBUTE WITH NEEDED INPUT?

C

onsider who should participate in the meeting. It is only relevant participants that should be invited.
If you’re uncertain whether some of your colleagues should be invited or not, then leave them out.
Often there are too many participants rather than too few. Ask yourself: what do I want from that
colleague and does that require that he/she participates?
If one of your colleagues possess information that is needed at the meeting then spend 10 minutes
with that colleague prior to the meeting to obtain the relevant information. You’ll seem prepared
and professional. Your colleagues and your boss will love this as will your colleague who had the
information, because he/she will avoid having to spend time in the meeting only to make a brief
statement.

LIMIT THE DURATION OF THE MEETING

A

s a standard, Outlook often sets the length of a meeting to 1 hour and therefore many meetings
are called for the duration of the hour. But this is rarely needed. Why call for a one hour meeting
if only 45 minutes are needed?
It is better to allocate 30 minutes for a meeting that could last 35-40 minutes. By allocating less time
you signal that there won’t be time for general talk and that the participants are expected to keep the
meeting focused. It makes sense to us. What do you think?

CONSIDER THE SETTINGS OF THE MEETING

W

here do you prefer to have the meeting? In an office, in a meeting room as usual. Or would
it make more sense to meet somewhere else entirely, like the production site, the distribution
centre or in the location where the subject matter is present?
Should it be a regular seated meeting or should everyone be standing? Standing meetings are often
shorter and more effective. Meetings can also be done through Skype or similar platforms.
How about trying something new? Would you dare introducing a “walk and talk” meeting, where you
go for a walk while you have the meeting. It’s a great way to get some exercise and fresh air, or you
get to see the distribution centre or the production unit. When was the last time you where in the
production unit? To say hello to your colleagues? Well, back to the topic at hand.
Only your imagination sets the limits for where you can have meetings – and yes a recap of the
meeting can be typed up on your smartphone.
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CHAPTER 3

BEST PRACTICE

– THAT WILL HELP YOU GET THERE
C

an’t we just move the meeting? It is best practice not to move
a meeting. Why? Because moving a meeting or cancelling a
meeting in the last minute indicates to the participants that the
meeting is not important. And this is poison for the culture you’re
trying to establish around meetings.
If your meetings are not important, why should your colleagues
come prepared? If the meeting is likely to be moved then why not
just show up last minute, or even late?

Best practices
– the way to a
sound meeting
culture.

But we know that sometimes there is no avoiding it you have to
cancel the meeting. When that happens best practice is to cancel an
hour in advance, not five minutes. It’s not fun showing up at an empty
meeting room only to check your smartphone and learn that the
meeting is cancelled.

1.

HOUR
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CHAPTER 4

CHAIR OF THE MEETING
– NOW WHAT?

After mastering doing preparations, you’re now ready to
chair the meeting. Now what?

A

great way to instill a good meeting culture
is to start on time. Every time. Even if not
everyone has shown up. This is effective because
it doesn’t waste time of the ones that showed
up on time, AND it sends a signal to the
person who’s late that this is not acceptable
behavior.
It is just as important to finish on time. Or at least
not later than planned. If more time is needed then
every participant should be asked if they’re able to
continue the meeting. Of course it’s OK to finish
sooner than planned.
When you take the stage of the meeting, you should
start by stating the objective of the meeting. Yes,
everyone should know already, after all it was part
of the agenda you sent out, but now you have stated
it again. It helps you and the other participants keep
focus.
Cut to the chase
Another important ingredient in effective
meetings is the willingness to cut to the chase.
Cut to the chase, if the discussion does not serve
the objective of the meeting. Especially, if the
discussion is just talk. But do you have the
courage to do so? We believe you do. You know
what you want from the meeting. It is your
objective. It is important that the discussions
create value, for you, for the other participants
including those who talk.

Make sure that everyone gets a chance to voice their
opinion, also the quiet ones. You’ve invited everyone
to participate, so we assume you want to hear their
opinion? Or have they just been invited to listen?
Make decisions
The purpose of the meeting is to make decisions.
Decisions that help move your task along. A decision
often leads to a new task. For that task to be carried
out it needs to be decided who does what and by
when. Who is responsible, what needs to be done
and when is the deadline. The deadline needs to be
realistic, yet ambitious.
Minutes of meeting or task list
Use the format that works for you. What is
important is that decisions and tasks are
documented. Preferably in a short summary rather
than a long recap. Keeping it short means that less
time is spent preparing it. Ideally, you can prepare
the task list immediately, during the meeting. And
even better, do it on the screen so that everyone
can see and agree to the list.
The task list should be distributed within 24 hours
of the meeting. It drives momentum. If you’re not
the one compiling the task list then agree who is.
Agree on this before the meeting.
See the appendix “Task List” for inspiration.
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CHAPTER 5

HELP! YOUR CHAIRPERSON DELIVER AN
EFFECTIVE MEETING
A

s Chair of a meeting it is your
responsibility to create the settings
that are conducive to an effective
meeting. But as a colleague and
meeting participant you also have a
responsibility. How?
Besides being prepared, i.e. having
read the agenda and all other
circulated meeting material, it is
important to keep your statements
short and precise. Only speak up
if it is necessary. Necessary means
that it adds value to the meeting.
Necessary if it provides new insights
or comes at the problem from a new
angle.
There is no need to say what has
already been said. Obvious, right?
Why do we mention it then? Because
it happens. It happens a lot. And often
it is because people are not prepared.
Why? Because it provides the
person saying it with the sensation
that “at least I said something”. Yes,
you said something, but did you
deliver value to the conversation? If
not it is just a waste of everyone’s
time.
To sum it up: help the Chair of the
meeting in delivering an effective
meeting by keeping focus and ensure
progress. Help by completing the task
list and if in doubt, ask.

TAKE YOUR OWN NOTES
Take your own notes. Even if you expect to receive
minutes or a task list, it is a good idea to take your own
notes. There might be details that will not be part of the
minutes. Details that is important to you or to your
colleagues in your department.

MOBILE PHONES
And a classic – the use of mobile phones. Mobile phones
should not be used at meetings, whether is for texting or
emails. If you’re expecting a call, a call that is so important
that it can’t wait for 30 minutes till the meeting is done
then say so at the start of the meeting. Say that you have
to take the call but that you’ll leave the meeting so that
everyone else can continue.
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CHAPTER 6

BONUS

– HOW TO EVALUATE YOUR PROGRESS
I

f you’re really determined to change your meeting culture then here is a good exercise to
help get you there. Ask yourself and your fellow meeting participants the following questions. Use the last 10 minutes of one of your meetings.

What did we achieve during the meeting?
Have we moved forward with our task?
Did we arrive at solid solutions/decisions?
What happens next? Specifically, what will we do? How will we do it?
Has it been made clear to everyone who does what and by when?
What did we do that made the meeting effective?
Did we stick with the agenda?
What can we improve next time?
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CHAPTER 7

CONCLUSION: BUT IS IT
THAT EASY?
It is simple advise with a touch of discipline. But it can be
done. If you’re committed.

B

ut is it that easy? Is it that easy to have
productive and effective meetings? And to
create a sound meeting culture?

So, if you want results then you have to implement
the suggestions. Don’t just read them and think:
“It sounds pretty good, but it won’t work in my
business”. It will work.

Well, yes and no.
Try for yourself.
Let’s start with no. If it were that easy, you would
have done it a long time ago. Old habits mean that
we don’t prepare the agenda. We often don’t bother
with the task list. We’re too busy to get them done.
We’re too busy before the meeting and after the
meeting, perhaps because we waste time in an
ineffective meeting.
And when we don’t make the desired progress in
completing the task, we call for another meeting.
Scary, right? But I’m sure you’ve seen it happen.
And now to the bright side of things.
Yes, it is easy to have effective meetings. All the
answers are included in this e-book. Free of
charge. It’s not rocket science. It’s simple advice
with a touch of discipline. But it can be done. If
you’re committed.
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CHAPTER 8
CHAPTER 8

EFFECTIVE MEETINGS – THE ONE PAGER
ALL THE ADVICE – READY FOR PRINT
THIS IS HOW YOU GET STARTED!
START WITH THE AGENDA
The agenda, stating the objective of the
meeting, along with expectations for
preparations is distributed before the
meeting.
Background material/information is
distributed to all participants prior to the
meeting (and should not be presented
during the meeting).
Only invite relevant participants.
Limit the duration of the meeting. If the
meeting is expected to last 45 minutes,
then invite for 45 minutes only.

CHAIR OF THE MEETING
– AND NOW WHAT?
Meetings start and end on time. The
meeting can end earlier, but never later,
unless everyone is OK with it.
The Chair starts by “setting the scene” –
stating the objective and what needs to
be achieved.
Cut to the chase if people start talking
off topic.
Make decisions.

Well prepared
agenda

All participants are prepared in
accordance with the agenda.
Take notes – so that you can remember
details that need to be shared or
followed up upon.
Make your statements short and precise.
Help the Chair stay focused, secure
progress and identify tasks.
Avoid the use of mobile phones. If you’re
expecting an important call, say so at
the beginning of the meeting. Leave the
meeting room to answer the call.

MINUTES OF MEETING
Minutes are prepared on all meetings.
Remember to keep them short. They
should only capture decisions, clear
deadlines and the persons who are
responsible for the tasks.
The task list must be distributed within
24 hours of the meeting.

VALUES
Meetings must deliver value (decisions
should be made).

The meeting concludes by listing
decisions and actions.
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HELP! YOUR CHAIRPERSON
DELIVER AN EFFECTIVE MEETING

We do not waste each other’s time with
random talk.
Cancellations and changes no later than
an hour before scheduled start time.

Constructive dialogue
where decisions are made

Task list distributed to all
shortly after the meeting

TASK LIST FOR YOUR INSPIRATION

CHAPTER 9
9
CHAPTER

12

THANK YOU!
FOR READING
OUR E-BOOK
HOPEFULLY WE HAVE INSPIRED
YOU TOWARDS DELIVERING
EFFECTIVE MEETINGS.
All the best.

JESPER HAMMER
Partner
Web: www.rezolto.com
Mobile: +45 29 98 33 41
E-mail: jesper@rezolto.com

We help companies with strategy formulation and execution,
business development and sales excellence. We are specialists
in the lifestyle segment.
We’re motivated by creating effect. To create effect, we use
proven tools from the corporate world, combined with fast impact
tools from the start-up world.
Our EffectStrategy® approach delivers sustainable results - quickly.
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