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Chapter One:

Should This Be A Meeting?

Meetings are an essential part of any business. However, many
companies overlook the costs associated with meetings, including
the valuable time and resources invested. By considering the costs
and conducting a thorough cost analysis, you can make informed
decisions about whether to host a meeting or rely on asynchronous
communication. This approach will help prioritize meetings, optimize
resources, and ensure that every meeting contributes value to the
organization.

In business, there are generally two types of communication methods:
asynchronous and synchronous. Asynchronous communication involves
channels such as email, project management tools, and collaborative
documents, where participants do not need to be present or engaged
in real tfime. This method offers flexibility, allowing individuals to
respond and engage at their convenience. It reduces the pressure of
immediate responses and provides time for thoughtful consideration.
Additionally, asynchronous communication creates a documentation
trail for future reference.

Conversely, synchronous communication encompasses real-time
interactions like face-to-face meetings, video conferences, or instant
messaging. It facilitates immediate feedback, decision-making, and
relationship-building through direct conversations. However, scheduling
across time zones and the potential for interruptions and distractions
can pose challenges. When deciding between these methods,
organizations must weigh the benefits and drawbacks to determine
the most suitable approach based on the nature of the discussion,
urgency, and participant availability. Leveraging a combination

of both asynchronous and synchronous methods can optimize
collaboration and productivity.
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Understanding the costs associated with meetings is crucial in making informed
decisions on whether to host them. By calculating the direct costs, such as participant
tfime and resources, and factoring in opportunity costs, organizations can determine
the true investment required. Analyzing the meeting costs in relation to the expected
outcomes allows for an evaluation of the return on investment (ROI). If the expected
benefits do not justify the resources invested, it’s essential to explore alternatives like
asynchronous communication methods or other formats. Prioritizing meetings based on
their importance and impact, communicating rationales for not hosting meetings when
unnecessary, and continuously monitoring outcomes can lead to optimized resource
allocation and more effective decision-making regarding meetings.

Deciding whether to host a meeting or rely on asynchronous communication is a
critical decision that can have significant implications for productivity, efficiency,

and resource allocation within an organization. By considering the costs associated
with meetings, assessing their potential value, and evaluating the pros and cons of
different communication methods, you can make informed choices that align with your
objectives.

The following flowchart will serve as a valuable tool to guide you in determining the

most appropriate communication method for each situation, ultimately helping you
maximize collaboration, optimize resources, and run meetings like a boss.
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Why do you want to meet?

f
Is this a 1:1 manager Is this a 1:1 manager
type call to coach or type call to coach or Tc?r::grj
build relationships? build relationships?
Is a real-tfime
conversation essential?
DM
or
Email
. . ) To host a collaborative discussion or
To share a vital te or information . .
o shdre d al update o ormatrio brainstorm ideas
+
Al you eXpSCT'Eg clollo]:r th - Send an Do you need outside input to - No need
CREAEES Clr loele el STel email make progress on a project fo meet
discussions?
Are you prepared to answer Send an Do you know what infgrmoﬂon Do more
questions off the cuff? email you need to share with and prep
receive from others?
+
Is a real-time conversation CEoIIect
o - — ideas
essential? async
v
HubSpot 5




Hosting Effective Meetings: A Guide to Running Meetings Like a Boss

Chapter Two:
Mastering the Invite

Sending a well-crafted meeting invitation is crucial for setting the stage and ensuring
participants are prepared and engaged during your time together.

It is essential to identify the purpose and format of the meeting before crafting

the invitation. Consider the various types of meetings, such as syncs for updates,
brainstorms for generating ideas, kickoffs for launching projects, reviews for feedback
and evaluation, and 1:1s for individual discussions. Tailoring the invitation to the specific
meeting type helps set expectations and communicates the purpose of the gathering.

Use clear and descriptive titles that prompt the participants to understand the purpose
and relevance of the meeting at first glance. For example, instead of a generic title

like “Meeting,” differentiate between a quick sync and a sync dedicated to discussing
the upcoming marketing campaign. Specific titles give attendees a clear idea of the
meeting’s scope and help them prioritize their engagements.

Key Elements to Include in the Invite:

&, Descriptive Title: A descriptive fitle on the calendar invite captures attention, sets
expectations, and helps participants prioritize their engagements, ensuring everyone
understands the purpose and relevance of the meeting at a glance.

& Context: Provide a brief intfroduction or background information about the purpose
of the meeting, highlighting why it is important and relevant to the participants. This
sets the context and ensures everyone is on the same page.

& Agenda and Discussion Topics: Outline the specific agenda items or discussion
points that will be covered during the meeting. Break down the topics into clear and
concise sections to help participants understand the flow of the conversation.

& Goals and Objectives: Clearly state the expected outcomes or goals of the

meeting. This helps participants understand the desired end result and align their
contributions accordingly.
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& Relevant Documents or Pre-reads: Share any necessary documents, reports, or
pre-read materials beforehand. This allows participants to review the content and
come prepared with valuable insights or questions. Be explicit about what needs to
be read or reviewed before the meeting.

& Date, Time, and Duration: Specify the meeting date, start and end time, and
duration. Consider participants’ time zones and availability fo ensure a more
efficient scheduling process.

& Location and Conference Details: If the meeting is in-person or includes remote
participants, provide clear instructions on how to join the meeting, including links to
virtual conference platforms or physical location details.

Sending an effective meeting invitation requires careful thought and consideration

of the meeting type, a descriptive title, and the key elements to include. By providing
context, outlining the agenda and goals, and sharing relevant materials in advance, you
set the stage for a productive meeting with engaged participants. In the next chapter,
we will explore various strategies for facilitating and managing meetings to ensure
efficiency and effectiveness.

Who should you invite? D

Effective meetings require the presence
of individuals who can contribute
meaningfully o the discussion and
decision-making process. To ensure
that your meeting achieves its desired
outcomes, it is crucial to identify

and invite the right stakeholders

and decision-makers. These are

the individuals who have a direct
interest or authority related to the
meeting’s purpose. By involving them,
you can ensure that decisions made
during the meeting are aligned with
organizational goals and priorities.
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Key stakeholders often possess valuable insights and expertise that can significantly
impact the meeting’s outcomes.

Effective meetings have a clear agenda, and each agenda item may require specific
roles and expertise. Consider the required skills, knowledge, and perspectives related
to each agenda item. Identify individuals who possess the expertise necessary to
contribute meaningfully. Including the right participants for each agenda item will
enhance the quality of the meeting by ensuring that all relevant perspectives are
represented.

One of the primary reasons meetings lose focus and become less productive is because
of an overly long participant list. To maintain a productive and efficient meeting, keep
the participant list concise. Include only those who are essential to achieving the
meeting’s objectives. Beware of inviting individuals out of habit or to avoid excluding
anyone unnecessarily. By keeping the participant list focused, you’re more likely to have
engaged and active contributors, leading to more productive discussions and quicker
decision-making.
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Chapter Three: **

Hosting the Meeting

Successfully hosting a meeting involves more than just gathering participants. By
establishing ground rules and encouraging collaboration, you can facilitate productive
conversations that include all participants. By following these guidelines and mastering
video conferencing etiquette, you can creafte an environment where meetings are
efficient, engaging, and result-oriented.

Maximize Your Time Together

Maximizing your time together during a meeting is crucial for its overall success. To
achieve this, it’s essential to prepare an agenda and share it with all participants before
the meeting. By creating a detailed agenda, you can set clear expectations and ensure
that everyone is aware of the topics to be discussed. This helps keep the discussion
focused and avoids any unnecessary digressions, leading to a more efficient use of
time.

In addition to preparing an agenda, effective time management is key. Assigning
specific time frames to each agenda item promotes adherence to the schedule

and prevents the meeting from running over its allotted time. By setting these time
constraints, you can ensure that all relevant topics are covered without sacrificing the
overall flow of the meeting. To further support time management, consider appointing
a timekeeper who can monitor the progress of the meeting and signal when it’s time
to move on to the next agenda item. This helps keep the meeting on track and ensures
that discussions stay within the designated time limits.

By proactively preparing an agenda and implementing effective time management

strategies, you can maximize the time available during the meeting, increase
productivity, and ensure that all necessary topics are addressed.
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Facilitate Productive Conversations

To facilitate productive conversations during a meeting,
it’s essential o establish ground rules that promote

a respectful and inclusive environment. Setting clear
expectations for meeting etiquette, active listening, and
respectful communication helps create a space where
everyone feels comfortable and valued. This includes
encouraging equal participation, ensuring that all voices
are heard, and fostering a collaborative atmosphere.

Encouraging collaboration is another important

aspect of productive conversations. By implementing
interactive techniques such as brainstorming sessions,
breakout discussions, or utilizing collaboration tools, you
can create opportunities for engagement and collective
problem-solving. These techniques allow participants to
share their ideas, perspectives, and expertise, leading to
more innovative and comprehensive discussions.

However, it’s also important to manage dominant
personalities during meetings. Some individuals

tend to dominate discussions, which can impede the
participation of quieter members and hinder balanced
inferactions. To address this, redirect the conversation
when necessary, ensuring that everyone has the chance
to contribute.Encourage quieter members to participa te
by actively seeking their input and creating a safe space
for them to share their thoughts. As the facilitator, it’s
your role to ensure that all participants feel comfortable
and that the meeting dynamics are balanced and
inclusive.

By establishing ground rules, encouraging collaboration,
and managing dominant personalities, you can foster
productive conversations during meetings. This allows
for diverse perspectives, effective problem-solving, and
a more inclusive and engaging meeting experience for
all participants.
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Make Meetings Actionable

Making meetings actionable is an important aspect of ensuring that the outcomes
and discussions lead to tangible results. To achieve this, it’s essential to restate the
goals and next steps at the end of the meeting. Summarizing the meeting’s objectives
and outcomes helps solidify understanding and ensures that everyone is aligned on
the decisions made, action items, and the expected next steps. This recap serves as a
clear reference point for all participants, helping to drive accountability and keep the
momentum going after the meeting.

In addition to restating goals and next steps, establishing timelines is crucial for
making meetings actionable. Clear deadlines or timelines should be defined for each
action item or task that arises from the meeting. By setting these parameters, you
create a sense of urgency and promote accountability among the feam members. Clear
tfimelines also ensure that progress is made and allow for monitoring and tracking of
action item completion.

Assigning action items to specific individuals is another crucial step in making meetings
actionable. By assigning tasks and clarifying responsibilities, you ensure that the
necessary work gets done. Clearly communicate the expectations and requirements for
each assigned task, including any dependencies or resources needed. After the meeting,
it’s essential to follow up with individuals to confirm their understanding of the assigned
action items and address any questions or concerns they may have. This follow-up
communication helps to reinforce accountability and ensures that all team members
are on track to complete their assigned tasks.

By restating goals and next steps, establishing clear timelines, and assigning action
items, you can transform meetings into catalysts for action and progress. This approach
fosters a sense of ownership among team members, promotes accountability, and
ensures that the outcomes of the meeting translate into tangible results.

Hosting a successful meeting goes beyond gathering participants. It involves
effective time management, productive conversations, and actionable outcomes. By
implementing these strategies, you can create an environment where meetings are
efficient, productive, and contribute to the overall success of your team.
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Chapter Four:

The Follow-Up

Follow-up emails play a crucial role in reinforcing important information, clarifying
decisions, and fostering accountability. Let’s delve further into the situations when a
follow-up email is warranted:

After a formal meeting:

Formal meetings involve multiple participants and discussions on various topics.
Sending a follow-up email is vital in summarizing the key points discussed,
decisions made, and action items identified during the meeting. It provides a
documented reference for all participants, ensuring that everyone is on the same
page and aware of their responsibilities moving forward.

After an informal discussion:

Informal discussions, such as impromptu conversations or quick catch-ups,
may lead to important insights or decisions. In such cases, sending a follow-

up email is advisable to document and clarify the points discussed. It helps
solidify agreements and avoids any misunderstandings that may arise from the
informality of the conversation.

After a meeting with clients or external stakeholders:

Building and maintaining strong relationships with clients and external
stakeholders is paramount. Sending a follow-up email after a meeting conveys
professionalism, confirms commitment, and serves as a record of the discussion.
It ensures that both parties are aligned on the decisions made, action items
assigned, and any next steps for further collaboration or follow-up.

By recognizing these scenarios and proactively sending follow-up emails, you can
enhance communication, reinforce important information, demonstrate accountability,
and help maintain positive relationships with all meeting participants. A well-crafted
follow-up email sets the stage for effective collaboration and progress toward

shared goals.
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What Should You Include?

A well-crafted follow-up email should
include the following elements:

Meeting summary:

Provide a brief summary of
the meeting, highlighting the
main topics discussed and
any decisions reached. This
helps reinforce understanding
and ensures everyone’s
recollection aligns.

Action items:

Clearly list all the action items
that were assigned during
the meeting, including who

is responsible for each task
and any associated deadlines
or timelines. Be specific and
concise to avoid confusion.

Next steps and expectations:

Outline the expected next steps and the timeline for completing the action items.
This reiterates the goals and helps set a clear path forward.

Clarification or confirmation requests:

If there were any points of discussion that require further clarification or
confirmation, explicitly mention them in the email. This ensures that any
confusion is addressed promptly.
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Assigning Action Steps

To ensure successful completion of action items and maintain accountability, consider
the following best practices:

a Assign clear responsibilities:

Assign tasks to specific individuals, clearly communicating their responsibilities
and expectations. Be specific about what needs to be done, the desired outcome,
and any resources or support available.

e Set deadlines and timelines:

Establish clear deadlines or timelines for completing action items. This helps
create a sense of urgency and keeps everyone focused on achieving the desired
outcomes.

e Regularly follow up:

Don’t wait until the last minute to follow up on action items. Schedule regular
check-ins to monitor progress and address any challenges or roadblocks early on.

o Provide necessary support:

Ensure that individuals have the necessary resources, information, and support
to complete their assigned tasks. Be available for questions and offer guidance
when needed.

e Document progress and outcomes:

Keep track of progress on action items and document any updates or changes.
This helps in future reference and ensures that nothing falls through the cracks.

By following these best practices for assigning action steps and following up on them,
you can stay on track, maintain accountability, and ensure progress towards the goals
set during the meeting.
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Chapter Five:
Templates

Template 1: Formal Meeting Invite

Subject: Invitation to [Meeting Subject] on [Date & Time]
Hello,

You are invited to attend a formal meeting to discuss [Meeting Subject]. Please find the
details below:

Date: [Meeting Date]

Time: [Start Time] - [End Time]

Location: [Meeting Location/Virtual Meeting Room]
Agenda:

1. [Agenda Item 1]

2. [Agenda Item 2]

3. [Agenda Item 3]

[Optional: link to agenda doc]

Optional Attendees: [Optional Attendees]

Kindly RSVP by [RSVP Deadline] to confirm your attendance. If you have any scheduling
conflicts or if you require any additional information, please let me know as soon as possible.

Attached, you will find [attach relevant documents] for your reference. It would be greatly
appreciated if you could review these materials before the meeting.

Thank you in advance for your cooperation, and I look forward to seeing you at the meeting.

Best regards,
[Your Name/Your Team]
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Template 2: Informal Meeting Invite

Subject: Meeting Alert - [Meeting Subject] on [Date & Time]

Hi there!

I'm excited to invite you to a meeting to discuss [Meeting Subject]. Here are the
details:

Date: [Meeting Date]

Time: [Start Time] - [End Time]

Location: [Meeting Location/Virtual Meeting Room]
Agenda:

1. [Agenda Item 1]

2. [Agenda Item 2]

3. [Agenda Item 3]

[Optional: link to agenda doc]

Optional Attendees: [Optional Attendees]

Please RSVP by [RSVP Deadline] to let us know if you can make it. If you have any
questions or if there's anything specific you would like to address during the meeting,
feel free to reach out.

Looking forward to catching up with you on [Meeting Date]!

Best regards,
[Your Name/Your Team]
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Template 3: Weekly Team Meeting Agenda

Date: Monday, May 1, 2023

Updates

Bring your team up-to-date on their
understanding of overall project
progress, KPIs, and company news.

Individual Updates

Ask each team member to share what
they’ve been working on, progress
they’ve made, and where they might be
blocked or need help.

Celebrations
Acknowledge any positive highlights
from the week prior.

Task

HubSEt

Directly Responsible Individual (DRI)

Upcoming Milestones and Priorities
Remind the team of what the main
initiatives or priorities are for the
coming week. Mention any pressing
project milestones or new information
that is relevant to feam progress.

Discussion Items

Ask whoever added discussion items to
introduce the topic and lead that part
of the conversation.

Action Items/Next Steps

Clarify what actions need to be taken
and who is responsible for each task

Notes
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Template 4: Project Check-In Meeting Agenda

Date: Monday, May 1, 2023

Meeting Goal Roadblocks

Start the meeting by restating the Identify where team members may be

purpose of gathering any relevant blocked from moving forward and/or

project objectives. areas in which the project progress is at
risk. Take time to address blockers and

Deadlines/Milestones determine who will be responsible for

Review project timeline and note addressing issues.

upcoming important dates or markers.
Action Items/Next Steps

Update Roundtable Clarify what actions need to be taken
Provide time for select project and who is responsible for each task.
stakeholders to share updates on the

aspects of the project that they are

responsible for.

Task Directly Responsible Individual (DRI) Notes
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Template 5: Formal Meeting Follow-Up

Subject: Follow-up on [Meeting Subject] - [Meeting Date]
Dear [Attendee],

I hope this email finds you well. I am following up on our recent formal meeting
regarding [Meeting Subject]. It was a pleasure to have you in attendance, and I
appreciate your valuable input and contributions to the discussion. Here's a summary
of what was discussed and the action items identified:

Meeting Summary:

- [Key Discussion Point 1]
- [Key Discussion Point 2]
- [Key Discussion Point 3]

Action Items:

- [Action Item 1]: [Assigned to], due [Deadline]
- [Action Item 2]: [Assigned to], due [Deadline]
- [Action Item 3]: [Assigned to], due [Deadline]

Next Steps:

- [Next Step 1]
- [Next Step 2]
- [Next Step 3]

If you have any questions about the action items or need any clarification, please
don't hesitate to reach out to me or the assigned owners. Let's work together to
ensure the successful completion of our tasks.

Thank you for your dedication and cooperation. I'm confident that with our collective
efforts, we will achieve the desired outcomes.

Best regards,
[Your Name/Your Team]

HubSEt
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Template 6: Informal Discussion Follow-Up

Subject: Follow-up on our Discussion - [Meeting Date]
Hey [Attendee],

I hope you're doing well since our informal discussion on [Meeting Date]. I wanted to
follow up and summarize the key points we discussed:

Discussion Summary:

- [Key Discussion Point 1]
- [Key Discussion Point 2]
- [Key Discussion Point 3]

Action Items:

- [Action Item 1]: [Assigned to], due [Deadline]
- [Action Item 2]: [Assigned to], due [Deadline]
- [Action Item 3]: [Assigned to], due [Deadline]

Next Steps:

- [Next Step 1]
- [Next Step 2]
- [Next Step 3]

Please review the action items assigned to you, and if you need any guidance or
support, let me know. Our discussion was valuable, and I appreciate your insights and
contributions.

Let's keep the momentum going and work towards achieving our goals. Feel free to
reach out if you have any questions or need further assistance.

Thanks again, and have a wonderful day!

Best regards,
[Your Name/Your Team]

HubSEt
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Template 7: Meeting Follow-Up with Client

Subject: Follow-up: [Meeting Subject] with [Client Name] - [Meeting Date]
Dear [Client Name],

I hope this email finds you well. I would like to follow up on our recent meeting
regarding [Meeting Subject]. It was a pleasure meeting with you, and I want to ensure
that we are aligned on the outcomes and next steps discussed during our meeting.
Here's a summary:

Meeting Summary:

- [Key Discussion Point 1]
- [Key Discussion Point 2]
- [Key Discussion Point 3]

Action Items:

- [Action Item 1]: [Assigned to], due [Deadline]
- [Action Item 2]: [Assigned to], due [Deadline]
- [Action Item 3]: [Assigned to], due [Deadline]

Next Steps:

- [Next Step 1]
- [Next Step 2]
- [Next Step 3]

Please take a moment to review the action items assigned and the expected timeline.
If you have any questions or need any further clarification, please don't hesitate to
reach out to me.

We greatly value our partnership with you and are committed to meeting and
exceeding your expectations. Thank you for your time and input during the discussion.

Best regards,
[Your Name/Your Team]




