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Getting the most out of meetings is 

easy if you know how to effectively 

design them. 
 

One of the biggest black holes in 

workplace productivity is the poorly 

designed, poorly run meeting. No 

wonder 71 percent of senior 

managers view their companies’ 

meetings as unproductive and 

inefficient. 

 

When meetings aren’t effective, the 

natural instinct is to schedule yet 

another meeting to make up for it. 

The result is meeting proliferation 

that zaps workplace energy and 

precious time and can negatively 

impact your corporate culture. How 

many times have you heard 

someone say they like to work 

nights and weekends because they 

can actually get “real” work done? 

 

So how do you cut through the 

morass and design the most 

effective meeting possible? 

 

In my consulting and leadership 

development practice, I design and 

run lots of meetings. I’ve learned 

simple secrets over the years for 

saving loads of time crafting the 

agenda and making sure everyone’s 

clear on the purpose, objectives, and 

process of the meeting. 

 

Here are my top tips for 

supercharging your meetings so you 

save time, optimize effectiveness, 

and reduce the likelihood you’ll 

need another follow-on meeting to 

get real results: 

 

Start with the End in Mind 

The most successful meetings start 

with the end in mind. If you’re clear 

on the outcome of the meeting 

before you have it, it’s way easier to 

ensure you get it. Define your 

meeting objectives before doing 

anything else. Clear objectives help 

guide who should even be invited to 

attend, how much time will likely be 

needed, and what you need to do 

during the meeting to achieve your 

desired results. 

 

Pick Participants Wisely 

It’s one thing to be “CC’ed” on an 

email. You take a quick glance and 

move on since you’re really not 

needed for the reply. Inviting people 

to a meeting who don’t really need 

to be there wastes everyone’s time–

and encourages multitasking when 

their minds start wandering, which 

disrupts the flow. The criteria for 

who should be in the room is 

simple: Is the person needed for 

essential information, their creative 

ideas, or to make a specific decision? 

If not, they probably should just get 

CC’ed on any notes after the 

meeting is over. 

 

Use a Flexible Template 

When it comes to designing 

effective meetings, iteration is 

usually needed, which means you’ll 

need to draft and re-draft your 

agenda. On top of that, most 

meetings don’t go as planned, 

especially if they involve any aspect 

of creativity. Adjusting your agenda 

on the fly may be the difference 

between achieving your goals and 

falling short. 

 

Whether prior to the meeting or 

while you’re in the middle of it, 

changing the duration of a single 

agenda item has a cascading effect 

on the timing of the other agenda 

items that follow it–which means 

you need to recalculate and enter 

new start and end times, over and 

over and over again. 

 

I’ve saved untold hours by 

developing an agenda template using 

a spreadsheet rather than using a 

static document. Why? It’s possible 

to create formulas that allow for any 

modifications to automatically 

update the rest of the agenda. It’s 

essential to use tools that can be 

quickly changed based on shifting 

meeting priorities. 

 

Capture Actions, Owners, and 

Due Dates 

Management guru Peter Drucker 

got it right when he said: “Unless 

commitment is made, there are only 

promises and hopes.” Without clear 

actions, owners, and due dates for 

completing actions, it’s unlikely 

you’ll see real results. Always end 

your meeting with a way to capture 

exactly who will do what by when. 

Schedule another meeting if needed, 

but before doing so, ask the 

group, “Do we need to meet again, or 

can we run with this now?” 

 

It may seem obvious, but most 

managers and teams don’t realize a 

simple fact: the most effective and 

successful companies know how to 

run the most effective and successful 

meetings. It’s not rocket science, but 

it does take thought and intention–

something hard to come by in 

today’s frenetic work environment. 
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Important Notice 
© Copyright 2019, Martin Pollins, All Rights 

Reserved 
 

This article appeared in Better Business Focus, 
published by Bizezia Limited (“the publisher”). 
It is protected by copyright law and 

reproduction in whole or in part without the 
publisher’s written permission is strictly 
prohibited. The publisher may be contacted at 

info@bizezia.com  
 
Some images in this publication are taken 
from Creative Commons – such images may 

be subject to copyright. Creative Commons is 
a non-profit organisation that enables the 
sharing and use of creativity and knowledge 

through free legal tools. 
 
The article is published without responsibility 
by the publisher or any contributing author 

for any loss howsoever occurring as a 
consequence of any action which you take, or 
action which you choose not to take, as a 

result of this article or any view expressed 
herein.  
 
Whilst it is believed that the information 

contained in this publication is correct at the 
time of publication, it is not a substitute for 
obtaining specific professional advice and no 

representation or warranty, expressed or 
implied, is made as to its accuracy or 
completeness.  
 

Any hyperlinks in the article were correct at 
the time this article was published but may 
have changed since then. Likewise, later 

technology may supersede any which are 
specified in the article. 
  
The information is relevant within the United 

Kingdom. These disclaimers and exclusions 
are governed by and construed in accordance 
with English Law. 
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