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Introduction
Meetings can make or break your business. Unfortunately, 47% of workers think
"meetings are where productivity goes to die." And 67% of executives consider them to
be "unproductive failures." Take a quick Internet browse and you'll find no shortage of
content (and complaints) about companies holding too many meetings. Many
businesses aren't making the most of their meeting minutes. And that's a shame.
We're absolutely fascinated with meetings and still think
there is a lot of room for innovation here — specifically,
how they make teamwork tick and foster a culture of
customer-centricity. We've also been laser-focused on
how much meetings cost our customers, and how they
can get more out of their investment. This lens has given
us a unique view of both the main problems and potential
of meetings.
Before you scroll down, let's get a couple of things straight:
1.

Expensive meetings are normal. Don't feel guilty about this. Because you're
certainly not alone.

2.

The "too many meetings" complaint is a symptom, not the actual problem.
Focusing on meeting volume distracts you from fixing the cause.

In the next section, we’ll break down the causes of low Return on Meetings (ROM).
Solving each of these leads to fewer meetings and a steep reduction in overall meeting
costs. It also greatly improves team collaboration and ultimately the final product you
deliver to your customers.
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Why Meetings Are So Expensive
Actually, thinking in terms of ‘expensive’ and ‘cheap’ isn’t always the best framework.
It’s helpful to think about your meetings in relative terms - how much do they cost, and
how much do I get out of them?
This brings us to the Hugo way of
thinking - the concept of low and high
Return on Meetings. Here are the top 5
causes of low Return on Meetings.
Solving each of these will not only lead to
fewer meetings but higher-quality ones
as well.

No agenda
According to a recent survey, employees attend 62 meetings per month on average.
This amounts to a monthly investment of 31 hours — half of which employees consider
to be a complete waste. In fact, 91% admitted to daydreaming during meetings. 73%
did other work. 39% even took a nap. And 45% left the meeting feeling completely
overwhelmed.
These figures don't exactly do any favors to validate the value of meetings, do they? But
they do all come back to one cause: 63% of meetings don't have a pre-planned agenda.
This is akin to the old adage, "If you don't know where you're going, how will you know
when you get there?" Meeting agendas are critical to putting those meeting minutes to
good use and maximizing your ROM.
Here are the 3 main reasons why:
1.

The discipline of requiring agendas causes the organizer to decide if the meeting
is really necessary.

2.

Putting together an agenda naturally instills the importance of meeting
preparation.
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3.

Distributing the agenda ahead of time ensures attendees understand the
meeting objectives and stay aligned.

Your meeting agenda should keep your teamwork on track and capture what's
necessary to move initiatives forward. It's the framework for maximizing your meeting
inputs and outputs. Always come prepared to meetings with an agenda. Otherwise,
you're coming prepared to waste resources.

No scribe
How many times have you been in a meeting and wondered, "Who's capturing all of
this?" A team meeting without a scribe is one of the biggest upstream causes of low
Return on Meetings. Don't underestimate the importance of this role. Put it this way:
would you organize an expensive wedding without having a great photographer?
Meetings are costing U.S. companies $37 billion per year. Make sure you're getting your
money's worth. Forgoing the task of getting a pre-designated note-taker basically
bottlenecks the quality of your meeting output. Without a record of even the meeting
minutes, you have little chance of actually solving the problems you came to discuss.
Having a note-taker is essential to maximizing the value of your meetings. They are the
glue between your meeting insights and the resulting actions you take. Choose a scribe
that can capture and distribute the meeting objectives, insights, actions, and other key
takeaways.

No assigned actions
Many team meetings come to a close without deliberating what next steps need to be
taken to make actual progress. So it should come as no surprise that they also end
without deciding who's going to make that progress happen. This ambiguity results in
wasted time and effort playing catch-up later.
Are you recording who's responsible for what? A meeting is only worth as much as its
output. If you don't have a solid process for action-tracking during a meeting, you're
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handicapping your teamwork and collaboration from the start. This all comes back to
one simple principle: accountability drives action.
Don't leave any loose ends behind before you finish a meeting. Always close out the
discussion by assigning who's responsible for what. It ensures everyone is on the same
page, including your remote team members and anyone who couldn't attend the
meeting. Understanding these initiatives and who's responsible for each one catalyzes
your team collaboration.

Trapped meeting knowledge
The first few points focused on capturing and leveraging your meeting insights. This
point deals with the distribution of that knowledge. A lack of note sharing is the biggest
contributor to a low ROM because the cost cannot be spread across more teammates.
As a result, teamwork suffers in the form of more meetings and focus on the wrong
initiatives.
View your meeting notes as the code behind your company. 'Open-sourcing' this offers
immense benefits. This is why software development has flourished in recent years and
cross-disciplinary teams have innovation on tap. Make your meeting notes accessible to
as much of your company as possible. Even include departments who aren't directly
related to the meeting in question.
Regardless of your industry, your team is always your biggest investment. Spreading
your meeting insights around allows for greater returns.

Too many people
The question of 'Who?' is just as important as 'What?' when it comes to meetings.
Including too many people makes it hard to make decisions. On the other hand, inviting
too few participants can ruffle some feathers or waste time by updating everyone else
later, effectively increasing your meeting costs.
Remember, each person attending your team meeting is another person not working on
his or her assigned initiatives. And having the wrong people in the room can actually be
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damaging to your meeting agenda. To help you cut through the noise, remember,
relevance is key to deciding who should be at a team meeting and who could be
working on something else.

Key takeaways
These 5 points shine a light on the different levers that control the Return on Meetings
for your team. Each company has a different 'sweet spot' for these levers. The sooner
you start looking for yours, the better.
Setting an agenda and capturing the information efficiently ensures good meeting
discipline and, more importantly, that there is a purpose to the group getting together
and setting objectives. Assigning actions and accountability assures that your insights
will translate into initiatives that lead to output for your business. Last but not least,
sharing your meeting insights with more of your team and making the attendee
numbers lean, keep people on the same page and drive your meeting costs down while
increasing their output.
Are you eager to optimize your Return on Meetings but don't know where to begin?
Check out Meetrics by Hugo — we give you a detailed breakdown of your meeting
trends and other helpful statistics, so you can figure out what your calendar says about
how you spend your time.
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How to Maximize your Return on Meetings

Meetings can actually catalyze team collaboration and allow companies to speed up the
tempo at which they deliver to customers.
In the previous section, we introduced the concept of thinking about your meetings as
an investment. Therefore, there are two ways to maximize your Return on Meetings
(ROM):
1.

Reduce the cost

2.

Increasing output

It's a subtle but powerful shift in perspective that will frame your decision-making.
Meetings are our business: we've spent a huge amount of time analyzing them, helping
customers optimize them, and refining our product to turn meetings and meeting notes
into a superpower for serving companies better. This unique vantage point has allowed
us to see the pitfalls most businesses experience with their meetings — and how to
solve them.
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Here are the best practices to maximize your ROM:

Create and Share Agendas
The average employee spends four hours preparing for weekly status team meetings.
This is directly related to the fact that 63% of meetings don't utilize an agenda. Without
a pre-planned meeting agenda, employees feel unprepared and overwhelmed.
Unstructured meetings mean meeting minutes fly by with nothing to show for it.
Agendas align all participants so they fully comprehend the relevant concepts and
objectives at hand.
You don't have to write a novel for each meeting. But you should set a meeting agenda
and stick to it. They keep your team focused and drive impactful results. Every
company's meeting agenda will differ according to their needs. At the very least, if you
include room for the following, your meetings will be humming in no time:
1.

The objective of the meeting

2.

Context/communication from prior meetings

3.

Attendees

4.

Notes detailing the discussion

5.

Key takeaways and decisions made on initiatives (and rationale for those
choices)

6.

Next steps

7.

Open questions and their resolutions

In partnership with Atlassian, we’ve put together a template to help you get a head-start
on implementing agendas. You can check it out here.

Capture Meeting Insights With a Scribe
Do you have a pre-designated note-taker? Without one, you're drastically diminishing
the value of your meetings and open yourself up to an array of problems: insights can
be lost forever, employees may inadvertently double up on work, your product team
could prioritize the wrong work... the list is endless.
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Having a note-taker preserves insights and promotes positive results. A record can
expedite your next gathering and align your team on what matters, regardless of if
they're remote or absent from the meeting. Google knows this. That's why they have
one for every meeting. Try these tips out for your next meeting:
1.

Assign a scribe before the meeting.

2.

The scribe should not be the person running the meeting.

3.

The scribe should capture the meeting objectives, decisions, insights, and
actions. Nothing else.

4.

After the meeting, the scribe should distribute the key takeaways.

Action Your Meeting Notes
Do you map out what next steps should be taken on initiatives before ending your team
meetings? How about who will take those next steps? Meetings without assigned
actions and accountability severely stunt teamwork and can waste tons of time.
Your team meeting notes should serve as the blueprints for action. And assigning
accountability closes the gap between those meeting insights and your team workstreams.
Complete these 3 steps before ending your meeting:
1.

Recap the work that needs to be done. Ensure the actions are accurately
captured and clearly defined.

2.

Assign each item to a team member.

3.

Give everybody a chance to remember and catch any important points lost in the
discussion.

Centralize and Share Your Meeting Notes
The 'need-to-know' basis is an outdated concept that kills motivation and creates
distrust. You should centralize and share your meeting insights with as much of your
team as possible. Transparency cultivates trust and better teamwork. It's also what your
team wants. According to a McKinsey study, almost 80% of executives said open
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communication is crucial for growth. Over 80% of employees wanted leadership to be
more open about business information.
Out-of-the-box insights and solutions aren't from strokes of luck. You can generate
them by giving your team open access to your meeting notes. Providing a more holistic
perspective of your business and its current challenges encourage team collaboration
and cross-pollination - key ingredients in building disruptive solutions.
Here are 3 reasons why sharing your meeting notes with teammates will maximize
meeting output:
1.

You allow all of your team to be aligned without attending every meeting by
sharing context.

2.

Teammates can make more informed decisions.

3.

You reduce your meeting costs each time someone on your team uses your
meeting notes.

Ensure your notes are uploaded to a platform that can be accessed by your entire team
after the meeting. There are a lot of platforms available on the Internet to help with this
- look around and experiment. You can streamline your meeting insights to improve
teamwork and action in no time!

Lean Attendee Count
As discussed in part 1 of this series, it's integral to keep the number of meeting
attendees lean. Here are some factors to keep in mind:
•

Every employee that attends a meeting costs the company according to this
equation: Meeting Time x Salary.

•

Consider the opportunity cost: meeting attendees aren't producing work during
this time.

•

As you add multiple attendees, the meeting costs compound — so it's easy to
overspend.
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Keep attendees to the people that are absolutely required to achieve the goals of the
agenda. Here are some quick heuristics for selecting your meeting attendees:
•

Are they key decision-makers for the items on the agenda?

•

Do they have information required to make informed decisions or move forward
on them?

•

Are their goals/KPIs related to the issues that need to be solved?

•

Are they able to implement the decisions that will be made?

Key Takeaways
We've given you the tools to tackle the costliest elements a meeting. Now, it's up to you
to take ownership of Return on Meetings for you and your team.
Each of the 5 factors discussed above has cascading effects through your company
culture and team collaboration. As mentioned in our previous article, together they form
a framework that allows you to keep meeting costs down while optimizing your output
for a high Return on Meetings.
Your 'sweet spot' configuration is unique to your business and scenario. You'll need to
employ different strategies for an internal team meeting compared to an external one.
So experimentation is key to finding out what works best for you. That's enough notes
for now. It's time for you to take action and make the most out of your meeting minutes!
Are you looking for an easy way to implement these solutions for your team? Check out
The Hugo Way!
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Solution Overview - The Hugo Way
We’ve put together an easy-to-remember graphic to help you put this theory to
practice.
Print it, post it, share it - whatever you need to do to remind your team that there is a
new way, the Hugo way!
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