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      Communicating with team members through technology is no longer the domain of employees working in global teams in multinationals. As people choose to work from home (or as companies decide that their employees should work from home) or from locations that don’t involve a commute, we are spending less and less time in the same physical space as our team members. Gathering talent from across the country or the world is possible, even for those businesses with limited budgets.

      As we get used to interacting with our colleagues through technology, it is only natural that we should have more conversations online, and begin to hold meetings in the online space. In one way, online meetings are no different to ‘in the flesh’ meetings – those we are used to holding in the office with our colocated colleagues, and which have gained a bad reputation in the workplace. But in another way, online meetings are events of a different kind.

      A step in the right direction

      I hadn’t realised the importance of online meetings in creating a more flexible work set-up until I talked to my friend, Sue. Sue is in charge of operations and facilities at a traditional organisation that recently moved into a new building. Given that they needed to move to new premises, they had to change how they were working as an organisation. The new building was designed as an activity-based workplace, giving people the option to work from wherever in the building suited their task or activity best: quiet areas for high-focus tasks, collaborative areas for interactive tasks, and so on. In addition, the company started to enable people to work from home.

      When I mentioned to Sue that I was writing a book about online meetings, she said: “We most definitely need that! The other day I was talking to one of our directors, whose biggest worry was that if people started to work from home, they could never find the time to meet as a team.”

      By moving team meetings online, we can get rid of many concerns and objections to ‘going remote’, such as ‘We’ll never be able to arrange a meeting.’ This concern, together with loss of team spirit, makes many managers and business leaders nervous about freeing people up to work from wherever they work best.1 It’s a concern which can be easily addressed.

      They are the same, but different

      While online meetings can work, it is hard to pretend that attending them is the same as meeting with people in a room. Even when we are on video and can see all of our team members, we interact in two dimensions, not three.2 Our world suddenly becomes flat. We see our colleagues in front of us on a flat screen, sitting symmetrically next to each other in little boxes. Our necks become stiff, as there is no need to move our heads from side-to-side to look at the different people around us. We become talking heads rather than people.

      Some ways in which we build rapport with each other, such as sharing a quick glance, are lost. Sometimes they are replaced by typing in the chat box, or commenting on what someone is saying by making some larger-than-life gesture. And if we are unlucky, one of us will have a bad internet connection that creates unnatural gaps in our conversation.

      Yes, online meetings take some getting used to, but their essence is no different to that of those we hold when we are in the same space.

      We meet to:

      
        	discuss our work

        	share information

        	support one another

        	challenge one another

        	generate ideas

        	troubleshoot

        	speed up a decision-making process

        	review our progress

        	learn.

      

      On top of all that, in the online world meetings take on another, important function: socialising.

      Social animals

      In the colocated workplace (that is, where we share the same location), socialising takes place spontaneously in corridors, during coffee breaks, at lunchtime, when you walk past someone’s desk on the way to the toilet, or outside on the way home from the office. This means that when we take time out from our day-to-day tasks to attend a meeting, we want to get down to business straightaway.

      In the online world, although there are ways of nurturing these social interactions, meetings can be key to increasing connection and decreasing isolation, especially when team members are working from home. In virtual teams where employees are located in different company offices, it is easy for people to feel less connected to their virtual colleagues than to those they see in the office every day.

      Even though meetings often have a terrible reputation in the workplace, this is why they are worth transferring to the online space – as long as we run them mindfully, with a purpose in mind, and periodically review the value they bring to our team.

      There is also a highly practical aspect to getting used to meeting online: we become comfortable using technology and having conversations with others in this way. We might take this for granted when everything is going well in our team, when we are completely in sync with each other and when no external forces disrupt our work. But when things go wrong, there are signs of miscommunication or we fall behind with our work, it is valuable to know that we can easily hop on a video call to:

      
        	Talk to each other

        	Make sure we aren’t misinterpreting those messages posted in the middle of the night

        	Make sure that miscommunication around tasks doesn’t result in breakdown of relationships.

      

      Nowadays, it isn’t uncommon for the first interview with a new candidate, potential client or current customer to take place over video. What better way to be always prepared for high-stakes meetings than to be at ease with talking online with your team members?

      Moving on

      Of course, many global corporations have been running virtual meetings since the 1990s. These meetings mostly took the form of audio conferences, and many still do. The transition within those companies to video has been slow, and frequently included the use of high-end technology such as Cisco Telepresence or other screens to give a feeling of being surrounded by others, instead of the more affordable and accessible combination of headset–webcam, and free or low-cost meeting platforms, that small businesses and start-ups have embraced.

      The arguments for meeting in-person – such as the fact that body language is important3 in communication, or that it’s easier to create a healthy meeting rhythm if we see each other – does not always hold when we consider that some of our non-verbal communication comes from tone of voice, and that video can help us pick up a great deal of visual information.

      Even though I was tempted to focus the book on video meetings and address audio meetings only in a dedicated chapter, the above facts (together with feedback from readers) pushed me to cover both audio-only and video calls. Personal preferences and poor access to stable technology also mean that the audio-only experience still has a place in a book talking about team online meetings.

      Having said that, I still believe that as an increasing number of organisations talk about having a ‘mobile workforce’, and as more telecommunication companies make widely available fibre broadband a priority, video meetings will become more common. The main barrier to great video meetings is not a ‘bad hair day’, or people wanting to hide that they are carrying out email correspondence as you talk; it’s an unstable internet connection – a hurdle we might overcome soon.

      Don’t overdo it

      While I have written this book to encourage you to have regular meetings with your remote team, I am not suggesting that online meetings take up all of your time. One advantage of working remotely is that we can design our schedule to work without interruptions for decent chunks of time. Meetings shouldn’t impede this: they should support all our other collaboration efforts.

      While people have not been running online meetings for as long as colocated ones, they already have a bad name. For a start, they are called ‘teleconferences’ or ‘something-conference’, which makes them sound too formal and impersonal. Conferences tend to involve events where the flow of communication is one-to-many. It’s time we stopped calling our team meetings ‘teleconferences’ or ‘video conferences’, when all we are doing is having a conversation.

      Online meetings also have a bad name, because tech-enabled meetings were around for decades when the technology wasn’t that great. If you experienced teleconferences in the late 1990s, you will visualise people gathered around a spider phone, talking to others who sound far away, rather than picturing people in different locations chatting to one another with a wireless headset, or even from their mobile phone, as they catch up with each other in a 21st-century manner.

      Finally, meetings have a bad reputation because people are forced (or feel forced) to attend them. And when we feel like people would rather be somewhere else, those of us running the meetings feel responsible for entertaining everyone present. We begin to worry more about whether people are engaged in the meeting, rather than whether we are achieving what we set out to do.4

      Who this book is for

      This book is for you if you are the manager or leader of a non-colocated team, where working schedules overlap for several hours, ideally by no less than four.5 By ‘non-colocated’, I mean teams whose members rarely gather together in the office: virtual teams, remote teams, flexible set-ups (including working from home), distributed teams or dispersed workers.

      Purists might say that there is a distinction between all those terms: I think they have gradually become interchangeable, and soon they will become dispensable. We’ll only speak of ‘teams’.

      You might be making the transition to flexible working or ‘agile working’, and finding that your usual meeting schedule and formats are no longer possible, because you cannot gather everyone together in the same room.

      You might be worried also about people’s work becoming misaligned, losing team spirit, and people feeling disconnected from the work, the organisation and from one another – so you’ve moved some of your team meetings online.

      You might be a new manager, getting ready for your first online team meeting; you might be an aspiring manager, discovering what your job might entail. Or maybe you are a team member who understands the potential of online meetings, and wants to make sure your team makes the most out of them.

      You might even be a meeting facilitator or a coach, looking for ways to help teams and managers take ownership of their online meetings.

      And if you are someone who organises meetings for online communities, you will find aspects of this book relevant too.

      Finally, this book is for you if your team both needs and wants to gather together online. Some teams are happy to communicate on a one-to-one basis or through text, but if you think gathering together online as a team will help you to advance the work and create collaborative relationships, I invite you to continue reading.

      That perfect meeting

      Guess what? We’re all different, and so a perfect meeting will look and feel different to different people.

      Some of you will leave a meeting satisfied when you have put together an action plan or resolved a miscommunication. Some will enjoy those meetings where you can reconnect with team members through sharing your latest blunder, and laughing about it together. My aim is that throughout this book you will identify those practices that help you make meetings both a useful component of your ongoing team communication, and a productive component of your overall communication ecosystem.

      To help with this, I have included ‘Inspiration’ examples, where I describe practices in distributed organisations. When reading these, always ask yourself:

      
        	What would need to change for this to work in my team?

        	Why specifically do I think this might never work for us?

      

      “But some of this is applicable to real life…”

      As you read through this book, you might say to yourself: “But this is applicable not only to online meetings, it’s relevant to those in ‘real life’.” Well, online meetings are real life. I could even describe meeting over video to be meeting ‘in-person’, because we are virtually there: present.

      I have gathered stories and practices about meetings from a range of different companies, and drawn advice from a wide range of books, not all focusing on the online space. In addition, I have shared some of my own experiences as virtual team member, manager of a distributed team, and team coach and trainer. Putting this book together has helped me dissect my own practice and reconsider some advice I have been giving up until now. Writing this book has been quite a challenge, as I have always resisted giving people tips and advice: I much prefer to ask teams and individuals questions that will help them come up with answers they can explore in their own context.
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        This is ‘real life’…

      

      We can transfer much of what we have learned about great colocated meetings to the online space, but we need to unpack what works and implement it deliberately. If not, we can miss out on some practices that do transfer online, and end up with online meetings that don’t seem to go anywhere.

      When we meet online we are still meeting people, but we need to behave in slightly different ways – and it takes time to get used to that. Some of you, my dear readers, will love it. You’ll love:

      
        	Not having to include ‘buffer time’ to get to and from a meeting

        	Knowing that you will be on time, because you don’t have to travel across town

        	Hearing the birds singing in somebody else’s garden

        	Seeing your colleagues in the middle of a lonely day from the comfort of your own home

      

      Conversely, some of you will never warm to online meetings. You will crave to get away from the screen; you will long for the days when you met in-person around a table. And there is a group of you who don’t like meetings, period: neither online nor off. If either of these apply to you, I hope that at least this book will help you to discover a few things to make your experience just that bit more comfortable.

      Throughout this book I will talk about ‘going to’ your online meetings. Even though you might not be leaving your physical location to meet up, you will need to travel through cyberspace. Plus you will need to shift your mindset from working on your own to being with others; and if you are hopping from one meeting to the other, you will move from working with one set of people to working with another. Saying that you are ‘going to a meeting’ might help with that mindset shift.

      Are you ready?

      Running meetings that matter requires understanding not only how to work with the technology involved, but also knowing how meetings fit into your wider team practice, as well as how they affect the relationships in your team.

      Part 1: Your Ecosystem looks at the processes to include in your team communication ecosystem, and how they can work alongside your meetings.

      Part 2: Relationships focuses on running meetings to strengthen relationships in your team. (This section also advocates for a non-hierarchical approach and reminds us that as people, we have all sorts of different needs.)

      Part 3: The Meeting concentrates on the more practical aspects of planning and running the meeting.

      At the end of Parts 2 and 3 you will find chapters covering specific meeting formats, including one on hybrid meetings for those teams which are located together in the office, but have some remote colleagues.

      Part 4: The Kit is dedicated to the set-up and technology needed to run your meetings, as well as how to navigate broadband problems and choose an appropriate meeting platform.

      To help you reflect on how the content of the book can be used in your team, each chapter ends with some questions under the heading ‘Make your meetings matter’.

      I thought I was ready, but…

      Writing Online Meetings that Matter has been an interesting experience. I meet regularly with people over video, and meeting others online is part of my everyday life. When I work with managers and teams still unfamiliar with the online space, I realise that sometimes I forget what it was like to sit in front of a camera and feel exposed, uncomfortable or unnatural.

      In writing this book, I have had to dissect many of the behaviours that are now second nature to myself and others who have most of their work interactions online. I have unpacked some advice I give during training and consulting when helping organisations transition to an ‘office-optional’ approach. And I have to admit, that during the two-year writing process, I have changed my mind as to how online meetings should be run.

      I have no doubt that I will continue to learn how to make meetings matter in the online space. Lots more helpful content is available online – if you wish to continue improving your meetings and leadership practice, join me over at: onlinemeetingsthatmatter.com.

      In discussing the book with people who also specialise in online team communication, I have also come to realise how culture-specific this book is. It will suit those organisations where employees are comfortable sharing their values and personal opinions, and where traditional hierarchies are breaking down or non-existent.

      I hope this is you, and that this book will make the case for online meetings to become an essential part of your team’s work.

      
        
        Pilar Orti

        London, February 2020
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      Your best online meetings

      Let’s face it, you probably have a good idea of what makes meetings matter. There is no single way of running meetings, whether they are being held online or ‘in the flesh’.

      I hope that you agree that a technologically glitch-free meeting that generates outcomes or strengthens our team relationships is something worth striving for; but within that, what a great meeting looks and feels like will differ between people. It might be one full of laughter, or it might be slow-paced because of an honest discussion that turns your whole project around. Maybe all you need to leave a meeting with a wide smile on your face is reassurance that you are on the right track, and have the support of your team.

      I am sure that at some point you have had a great online meeting. (And if you haven’t experienced online meetings yet, think of a colocated one. You’ll find that some behaviours and processes can be transferred online.)

      
        	What contributed to its success?

        	What set-up did you have?

        	What structure?

        	What behaviours did you observe?

        	What kind of preparation did you do, if any?

      

      Different people want different things from their meetings, so before I guide you through what makes a meeting matter, here is a series of questions to help you identify what bits of guidance to follow from this book.

      More importantly, answering these questions will help you pull out the knowledge you already hold within you, and help you seek out what you don’t already know.

      Fill in the blanks: During our best meeting…

      I know that’s a huge task. Let’s break it down.

      When you lead a meeting

      Think of those meetings that leave you feeling like your team is on top of the world.

      1. Did you and your team members do any preparation? If so, what did it consist of?

      (This is not a leading question. Some meetings can go really well, even if we haven’t prepared for them. In fact, sometimes they go better, because instead of strictly following our plan, we listen more closely to what is going on, and adapt the meeting accordingly.)

      2. What structure did the meeting follow?

      3. What helped the conversation flow?

      4. How did people communicate agreement or disagreement, when they weren’t the ones speaking?

      5. How did people signal that they wanted to speak, or that they were done speaking?

      6. How did you use technology to minimise disruptions to the meeting?

      7. How did you end the meeting?

      8. What were the outcomes of the meeting?

      9. What role did you take in the meeting – were you heavily involved in the discussion? Did you play a facilitative role, or orchestrate the conversation? Did you only provide information when you were specifically asked?

      10. What else did you do in the meeting – for example, did you take notes? Were you standing at your desk? Where were you located? What else was happening around you?

      When you attend a meeting

      How we experience a meeting can depend on what role we take in it. You will have a different experience if you are leading a meeting, than if you are not. Besides continuously reviewing your meeting process with your team, it is worth reflecting on what you need when you attend a meeting that someone else is leading.

      Think about a meeting you attended, or ran with people other than your team members, that went well for you.

      
        	Did you have time to prepare and, if so, what kind of information did you have in advance? (And how far in advance?)

        	What did the person or people running the meeting do to made you feel like you were spending your time wisely or productively?

        	With this other type of meeting in mind, think through questions 2–10 above.

      

      Your answers to these questions will be different, when you are assuming that you are leading the meetings, to when you are not. They can help you understand your own preferences, and remind you of the experience that you want to create for team members.

      
        
          
            [image: ]
          

        

      

      Make your meetings matter

      
        	Keep your answers to the above questions handy.

        	Throughout the book, some of your hunches will be challenged and others affirmed – and you will be inspired to try out a few new things.

      

    

  


  
    
      
        
          
            Part One

          

          
            Your Ecosystem

          

        

      

    

    
    

  


  
    
      
        
          
          

          
            Introduction

          

        

      

    

    
      Meetings are not the only place where your team members come together. They are one important part of your communication ecosystem, but they don’t exist in isolation to the rest of your interactions online.

      This section of the book will suggest what your communication ecosystem should include to make the most of your meetings. We’ll look at how what happens in your meetings affects what happens outside of them.

      It also will cover who should attend meetings, how frequently you should meet, and how to use a ‘meeting charter’ to agree on your meeting behaviours.
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            Collaboration doesn’t just happen in meetings

          

        

      

    

    
      We can think of online collaboration as having three components:

      
        	Asynchronous gatherings – this happens in collaboration platforms such as Slack, where we post text or audio messages, knowing we will receive replies later.

        	Meeting in the work – certain tasks require us to co-create a document in the cloud; we can find ourselves logged in at the same time as our collaborators.

        	Real-time conversations – which happen in meetings or over chat (NB: it is best to stay away from chat for long conversations) (Figure 1).

      

      I have heard people talk about ‘collaboration’ as something that only happens when we are talking in real time. But collaboration also includes working on your own towards a bigger piece – and it can suffer because individuals don’t fulfil their responsibilities, not because meetings don’t go well.

      
        
          [image: Gather async, talk real time, meet in the work]
        

        Figure 1. The three dimensions of online collaboration

      

      As you can see, meetings are one of the many online spaces where collaboration takes place. You should never feel like your work can’t advance until your next meeting – unless you need to have a difficult conversation or discuss a complex problem. If meetings are the only time when you feel like your work as a team progresses, you are in trouble (or at least you are not taking full advantage of working online).

      Asynchronous communication

      There was a time (not that long ago) when virtual team members communicated by phone, email and those ugly-looking spider phones which sat in the middle of the conference table and took all our focus. Meetings were the only places where we exchanged information, reported progress and made decisions.

      Nowadays, there are many online tools to help us get the work done together, regardless of where we are located. All of these have a role to play in team communication:

      
        	Collaboration platforms – where we can communicate both synchronously and asynchronously

        	Project management tools – which make it easy to visualise workflow and progress (and email)1

        	Chat tools such as Slack or Microsoft Teams – these can be used as asynchronous spaces, even if they were designed for near-real-time text conversations.

      

      Online meetings on their own won’t help you to get the work done. They are one more tool in your team’s kit.

      Your online ecosystem

      When considering how to run your meetings, how often you should meet and what kinds of meetings benefit you the most, also consider the other components of your team’s ecosystem. Attending meetings should feel like an integral part of your workflow and team process, rather than a disruption.

      Before you think about how to run your meetings, let’s quickly review your team’s communication methods.

      
        	How do you communicate progress on individual tasks?

        	How do you share your thinking process while preparing a complex piece of work?

        	How do you make decisions in the team?

        	Where do you hold ‘corridor conversations’ or ‘water cooler chats’ – those spontaneous conversations that are more helpful than formal meetings? (Figure 2)
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        Figure 2. Your ecosystem

      

      If the answer to these four questions is ‘in a meeting’, most likely you are suffering from meeting overload. Distributed teams tend to do the above through a mixture of both synchronous and asynchronous communication, and written, audio, video and even colocated interactions. How you design your ecosystem will depend on your team’s rhythm (that is, how fast you need to complete your work), your workflow and the team’s make-up.

      If you feel like you are meeting too frequently or that meetings are too long, consider having some of the conversations that take place in meetings in other parts of your ecosystem. Here are some examples of visible teamwork online, and some online tools that enable you to communicate asynchronously.

      

      Communicating progress on individual tasks

      Progress can be reported as it happens: for example, by using Kanban-style2 tools, or simple spreadsheets to share which tasks you are ‘Doing’, and which are ‘Done’.

      My favourite tool for doing this is Trello. If you are using Office365, have a look at Planner. The ‘To-Do’ area in Basecamp works well for this, too. You can also report regularly on your tasks via iDoneThis.

      

      Sharing your thinking process

      Some teams use collaboration platforms or internal blogs to share the information and reflection that goes into substantial pieces of work that take a long time to be completed. This makes your thinking visible.

      Platforms such as Slack have an option to create longer posts without taking up the whole of the discussion space. You could consider creating a group blog on a blogging platform such as Wordpress; or for sensitive information, create a folder in your online team space for text documents.

      

      Making decisions in the team

      Instead of circulating documents with the aim of discussing them in the meeting, you can use editable documents to gather input into complex decisions. Google Docs and Office365 enable you to comment on documents. Microsoft Teams also enables you to have a conversation around a document.

      

      Holding ‘corridor conversations’ or ‘water cooler chats’

      Some teams and organisations have dedicated areas in their collaboration platforms dedicated to random and non-work-related, text-based conversations. Slack, Microsoft Teams and Basecamp all allow you to create areas dedicated to ‘random chat’ (or however you want to name them).

      
        
        Inspiration

        Automattic is the company behind the blogging platform Wordpress. At the time of writing, it has more than 1,200 employees distributed around the world, with no company offices.3 As asynchronous communication is the most efficient way of communicating across time zones, employees communicate complex thoughts in writing. They also use chat, video meetings, audio and in-person retreats, but their main collaboration channel is the written form.

        On the other hand, at Meet Edgar (the company behind the social media scheduling tool of the same name), employees need to be available for synchronous conversation on instant messaging, or audio or video calls, throughout their working day. For that reason, the company only recruits those working in American time zones.4
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      Make your meetings matter

      
        	Think about what happens in your meetings. Can any of these conversations be moved to an asynchronous space to make room for better conversations during meetings?

        	At your next meeting, think through the conversations. Was it necessary to have this particular conversation in real time? Was then the best time to have it?

        	How do your other communication channels integrate or complement your meetings?
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      Just as meetings can be affected by other team processes, meeting behaviours will influence how the team operates beyond them. Meetings can give rise to norms (unwritten rules) that spread into other areas of our work.

      It’s worth paying attention not only to how productive your meetings are, but also to the behaviours that emerge during them, and those that you role-model as a manager.

      As meetings are the only time in which team members have high-bandwidth, real-time conversations, team norms are more likely to emerge in the online space than they would if team members were to regularly converse outside them, as happens in the colocated office.

      

      Let’s illustrate this with a couple of scenarios.

      

      Team norm: Meetings belong to the manager

      In-meeting behaviour: The manager always does most of the talking, reporting on progress, delegating tasks and telling everyone what to do.

      Beyond the meeting: Team members show little initiative to problem-solve or innovate in their day-to-day work. They only do the work they have been assigned, as opposed to actively helping others or looking for ways to improve how the team operates.

      They expect the manager to take the lead in improving team processes.

      

      Team norm: Everyone has something to say about everything

      In-meeting behaviour: As the meeting gets going, everyone comments and has a say on everyone else’s work, regardless of whether they are directly involved in the task or project.

      Beyond the meeting: People start to feel reluctant to share their work and progress in public, for fear that they will be criticised or have to defend their course of action.

      Or team members become so heavily dependent on each other that they reach out to other team members every time they have to make a decision, however small.

      

      Team norm: Conflicts are left unresolved

      In-meeting behaviour: Conflicts and important disagreements arise at meetings, but they are left unresolved until they can be tackled at the next meeting (and the next, and so on). Team members leave the meetings frustrated and unable to get on with their work.

      Beyond the meeting: The absence of conflict resolution at meetings means that team members aren’t clear about the direction in which to take their work.

      They feel unable to continue disagreeing outside of the meeting, as it was decided to resolve differences at the next meeting. Eventually, no one bothers to disagree with anyone else, and problems are not flagged up.

      

      Let’s now balance these less-than-ideal scenarios with more positive ones.

      Team norm: Meetings belong to the team

      In-meeting behaviour: The manager adopts the role of ‘facilitator’,* asking team members to report on their own work. The manager only takes part in the conversation when there is something specific to contribute.

      Beyond the meeting:  Team members feel ownership of the team process and their work.

      When they come across a problem, they try to address it on their own, or by reaching out to the person best suited to help them, instead of always asking the manager for help.

      *A professional facilitator helps team members achieve a common objective in a meeting. They need not be subject experts, and they take a neutral stance. As a manager you won’t be neutral, and you might be a subject expert – but by adopting a facilitator’s mindset, you can assist team members to make and own their decisions, rather than buying into, or building on, those you make yourself.

      

      Team norm: Conversations are not restricted to meetings

      In-meeting behaviour: When issues aren’t resolved at a meeting (for example, conflict is unresolved or a decision isn't made), those involved agree on how they will continue the discussion after the meeting is over.

      Beyond the meeting: Team members get used to conversing asynchronously or in small groups.

      They tackle disagreements as they come up, instead of waiting to resolve them at the next team meeting.

      

      These examples illustrate how meeting behaviours can spread to other areas of teamwork (Figure 3). In a similar way, some problems we see in meetings reflect that something is wrong in other areas of our work or communication.

      
        
          [image: Decisions, ownership, accountability]
        

        Figure 3. Behaviours in your meetings can spread to other areas of teamwork

      

      In Chapter 3 we’ll look at some common ‘meeting symptoms’ and how you can cure them. But before we do that, let’s continue looking at how meetings can be integrated into your wider communication ecosystem.

      Your meetings microsystem

      In addition to your broader communications ecosystem, you will need to build a ‘microsystem
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      Make your meetings matter

      
        	If meetings are essential to your work and need to be regular, review your communication ecosystem. Is it easy to find information on them? To find the action points?

        	What norms have developed during your team meetings? Is there anything you would like to change or reinforce?

        	Go through the list of team norms and consider how they are reflected in in-meeting and beyond-the-meeting behaviour. Are any of these norms present in your team? Are there other behaviours you see reflected somewhere else that you would like to change?
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