
Chris LoCurto



Introduction

It’s funny how many people have told me they are excited about the release of this book. 

Why would anyone look forward to a book about meetings? Simple. People spend a lot of 

time in meetings, and they want them to be…better. Or, maybe they just want to rid their 

lives of them altogether. 

We all know our work lives will never be meeting-free, but we can eliminate the bad ones 

while making the ones we do have more effective. All it takes is a little thought and plan-

ning, and it’s my goal to show you exactly how to make it happen! 

Sucky Meetings

For years I've taught leaders how to lead their teams, entrepreneurs how to run their busi-

nesses, and team members how to be excellent in the ordinary. They all have one com-

mon gripe - meetings that suck. They find themselves stuck in these rambling, unorgan-

ized time-wasters that take them away from work they actually need to do. 

Sucky meetings give all meetings a bad reputation. Most people would rather take care of 

the mountain of work they already have - you know, actually get something done. 

That's why I wanted to write this book: to show you that you’re not doomed to a career of 

sucky meetings. You truly can have productive meetings. Meetings that change the way 

you do business, and ultimately allow you to accomplish more every day.
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The Cost of Wasted Time

The ideas in this book aren’t just for you. As you read, think about how you can share 

them with your team. If you’re in leadership, share them with other leaders in your com-

pany. If you’re a team member, share them with your company’s leadership to try and get 

them on board as well. 

If your company eliminates its sucky meetings, you’ll save time and money, not just 

through increased productivity, but through improved morale as well. 

Think about it: When you walk out of a bad meeting, you’re frustrated. You’re asking your-

self (and maybe others), “Why in the world did we just have that meeting? That was an ab-

solute waste of time.” 

Your team is no different. Sucky meetings are a morale-buster for everyone. And I truly be-

lieve when morale is low, your team is only half as productive. 

For those of you focused on the bottom line, take a minute to calculate the time your team 

spends each week on meetings, and then calculate the payroll you spend during those 

meetings. The amount in an average business is stunning! 

For all these reasons, you have to ask yourself, “Why do I put up with sucky meetings?”

7 Things to Avoid and How to Make Your Team Come Alive

I’ve included several stories from my leadership career as well as specific chapters on how 

to transform your meetings: 

• Evaluate and Schedule - Is this meeting necessary? If so, make sure the right people 

are there.

• Keeping People on Track and Topic - Create an agenda and stick to it. No more 

wasted hours of wandering conversation. 

• Know Your Team - Understand the personality styles of the people in each meeting. 

iichrislocurto.com

figure:%23
figure:%23
figure:%23
figure:%23
figure:%23
figure:%23


• Speak Up but Simmer Down - Don’t just sit there but don’t lob a grenade either.

• Team Meetings - Large team meetings can be the worst or best meetings you have.

• One-on-One Meetings - The importance of meeting with team members one-on-one.

• Actions Steps - Everything you do right in a meeting is wasted if there’s not a plan of 

action. 

A Message to the Tribe

We had hundreds of submissions from the #CLoTribe about the worst, best or craziest 

meeting you’ve ever had.  Several of those stories are featured at the end of each chapter. 

Thank you to everyone who wrote in! Your ideas and insight truly shaped this book, and I 

am grateful for your feedback!

From the #CLoTribe

“Many years ago, I was at a nonprofit board meeting. The committee chair and co-chair ARGUED about 

the color of copy paper for over 45 minutes! No one else had an input opportunity.  Much time was wasted. 

Morale plummeted. Maybe most importantly, the color didn't matter at all. 

 

Too bad there's not a Ph.D. for meetings!”  

- Rebecca Henderson
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Evaluate and Schedule

1

Think about the majority of meetings you’ve been a part of. They’re usually called because 

someone wants to brainstorm, or they had a great idea at home, or there is a project or ini-

tiative someone has decided is crucial to the business. So a meeting is scheduled, and the 

next thing you know, there’s a group of people sitting in a conference room wondering 

what in the world is going on. 

Before you decide to interrupt everyone’s day, ask yourself, “Is what we are about to dis-

cuss worthy of an actual meeting? Is it necessary to bring a group of people together, or 

can we simply send out a quality communication?” 

Effective communication with your team is a great first step in eliminating unnecessary 

meetings. So take time to make sure you communicate PROPERLY with your team at all 

times! And don’t tell me you don’t have time. You were about to have a meeting that would 

have taken up plenty of time. 

For the best start possible to communicating properly with your team, get my lesson on 

Understanding Personality Styles – 

The 45 minute video lesson on Understanding Per-

sonality Styles is an in-depth coaching session on 

how to not just understand your personality style but 

others as well. The goal is to “lean in” to the personal-

ity style of the team or family member you’re commu-

nicating with. So many times, we learn our style and 

expect everyone to communicate to us in our style. 

Great communication doesn’t work that way.

4chrislocurto.com

http://chrislocurto.com/shop/
http://chrislocurto.com/shop/


If the information you have (A) can be communicated properly only in a meeting setting, 

and/or (B) you need input or ideas from your team, then go ahead and call your meeting, 

but make sure you’re bringing the right people to the table. 

You don’t have to call the entire company into every meeting just so they're informed. You 

should be able to trust the leaders on your team to share the information with their team 

members who will be affected by it. If they don’t, morale will drop with the other team 

members who are left to wonder what's going on.

Let me repeat that: It’s your responsibility to make certain the people in the meeting under-

stand their role in communicating the results of the meeting with team members who were 

not present. They must follow through promptly and thoroughly to eliminate fear and uncer-

tainty. No team member should wonder whether or not they were supposed to be in a 

meeting they weren't invited to.

Sum It Up!

First rule of thumb: Evaluate whether or not the meeting is necessary. If it is, decide who 

needs to be there and how they will share information with team members who aren’t at 

the meeting. Do that, and you can at least start a successful meeting.

So Now You’re A Leader. Let’s Meet More!

At the beginning of my working career, I quickly realized that my leader having all the an-

swers turned his team into robots. There was no input desired, so in turn there was no 

ownership either.

I made a decision that when I became a leader, I would tax the collective intelligence of my 

team! And so I did. To the point that I had so many meetings, that nothing was getting 

done. Aaaaaand they might have been a little frustrated with me. 

Early on, when we have only one widget to focus on, we are free to focus on that widget. 

But as we make our organization more complicated, er…uh, I mean, complex, we start 
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having meetings - a lot of them! Next thing you 

know, we have a schedule full of meetings, and 

we’ve forgotten why we got into business in the 

first place - to sell our widget! 

I’ve seen leaders who have so many meetings 

with their team leaders, the team leaders aren’t 

able to do what they were hired for - lead their 

teams! When teams have no leaders, the prob-

lems (lack of productivity, drop in morale, etc.) 

snowball from there. 

As a new leader you should think of meetings like…doctor visits; painful at times, but nec-

essary for continued health. The best visits are short and get you on your way. 

Scheduling

The next up in the process is actually scheduling the meeting. For most people, this is su-

per easy. They send out a meeting invitation to a bunch of folks and they simply expect 

everyone to show up. 

I can’t tell you how much this frustrates me. That is a terrible way to set up a meeting! 

Scheduling a meeting is not just sending out an email and putting a date on the calendar. 

Think about your own experiences. What usually happens at a brainstorming meeting, for 

example? People show up and have absolutely NO idea what's going on, right? 

The meeting leader says, “Hey let's brainstorm this. Let's discover how to do that. Let's 

learn how to make whatever widget. What are your ideas?” 

Everyone else is going, “I don't know. I haven't had any time to think about it.” 

So the folks who love to hear themselves talk start throwing out ideas. They're not the 

best ideas. They’re not the greatest ideas. They're just…ideas. Because you asked a ques-

tion and people needed to respond. This is a terrible way to run a meeting. 
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Quick Tip:                                             

It’s vitally important for you to 

understand that having too many 

meetings, and not allowing your 

team to get things done, causes 

them to loose respect for you as a 

leader. They don’t see it as you trying 

to grow your team, they see you as 

being incompetent.



Never, ever call a meeting without telling people what you plan to discuss in the meeting! 

This isn’t difficult. You can include the meeting’s purpose and topic in the body of the invi-

tation. If you want to talk about a brand-new widget, tell them. Then ask every team mem-

ber to come to the meeting with at least three ideas about how to make that widget. Now 

they can think about it…wait for it…on their own time. And that’s beneficial for all parties 

involved. 

The team will be considerably more prepared with thought-out ideas. On top of that, they 

can have back-and-forth discussions about each other’s ideas. You end up with the best, 

richest content and answers to your questions. 

Most people refuse to do this. I hear them say all the time, “I'll just tell them once we get in 

the room.” Well, good for you. Don't be surprised when you get terrible ideas or no ideas 

at all! 

What you will get is ten emails after the meeting of ideas that people had once they had 

time to process your request. Certain personality types like high amiable personalities 

(high S), or high compliant detail people (high C), won’t to be able to give you any ideas in 

the meeting. They will have to study your topic from all sides for at least 20 minutes before 

they come up with something solid. 

But, now the meeting is over, and they’re less likely to share their thoughts because they 

don't want to look stupid. They think they should've answered you in the meeting.  But 

without knowing what you wanted to discuss before they “got in the room,” they couldn’t. 

If you want to have productive meetings, you must set them up to be successful from the 

beginning. 

You’re Killin’ Me Smalls!

This concept also applies to the one-on-one meeting. If you haven’t figured it out by now, 

calling a team member to a one-on-one meeting without telling them what it’s about does 

nothing but cause fear. If I tell a team member to come to my office, but I refuse to tell 

7



them why, they immediately start wondering what they did wrong. What mistake did they 

make? What problem is so bad that I couldn’t talk to them up front? 

If I'm not meeting with them for hours, or even days, guess where their morale is until that 

meeting. They’re unfocused and unproductive because all they can think about is that 

meeting. Why? Again, that's what people are conditioned to do. 

If you're doing this to your team members, you are literally cutting their productivity in half.  

They're going to spend more time trying to figure out what went wrong, or what the prob-

lem is and how can they possibly fix it before your meeting. You may have no intention of 

discussing a problem or a mistake at all. What a waste of time and energy! 

But, for those times when you do meet with a team member to address a problem, remem-

ber to treat them with dignity and respect. You do that by meeting with them as soon as 

possible so they don’t sit around waiting to be “punished,” or worrying that they may lose 

their job. 

Of course, if you’re angry, wait until you’re in the right frame of mind. By giving yourself 

time to cool down, you can tackle the problem (not the team member) and be a good 

leader by immediately putting the problem behind you both. 

From the #CLoTribe

“I was the administrative assistant to the director of a group of hospital-based medical clinics. The director 

did everything by consensus. A physician called me and said that she and her nurse were the last people 

out of the clinic on the one night a week they were open until 8 p.m., and it was very dark and scary. She 

wanted a rent-a-cop for 2.5 hours a week, from 6 p.m., when the office park emptied out, until a half-hour 

after the clinic closed. 

At that time, my husband used rent-a-cops for his business, so I knew the fee would be around $35 per 

week. This seemed like a no-brainer to me, but it had to be decided by consensus. I had to schedule the 

meeting at which this would be discussed, which meant coordinating 12 different people in 12 different lo-

cations. It took about 40 hours of my phone time, countless re-scheduling, and 10 weeks to get all 12 to-

gether, during which time the doctor and her nurse were unprotected. 
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I figure more money was spent on administrative salaries (to schedule the meeting) than would have been 

spent on the rent-a-cop's fee. If there had been an incident at the clinic, I was prepared to be a witness in 

favor of the doctor against the hospital management, even though that would have cost me my job. In fact, 

this was one of the primary reasons I looked for another position. I couldn't continue working for a place 

with such poor management.”

- Hanna Geshelin
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Keeping People on Track and Topic

2

The next step in having a successful meeting is to create an agenda. This should be self-

explanatory, but I find that many times it’s not. The agenda tells everyone in the meeting 

what will be discussed and when. Without agendas, meetings wander. People like to hear 

themselves talk, so they will. But you have to make sure everyone is focused on the 

agenda you’ve set. 

Make the agenda as specific as you can. Having a wide-open topic is not much better 

than leaving out the agenda altogether. List the topics you want to discuss and put them in 

order so you can hit them one at a time and move on. If you spend too much time on one 

item, shut down the discussion and go to the next topic on your list. It’s really as simple as 

that.

 

Put A Sock In It!

Do not allow people to run amok in your meetings. If somebody gets caught up in hearing 

themselves speak, put it to a stop. How? Ask them a question: “That’s a great point. How 

would you apply that to (current topic)?” Or “Do you feel that is something we should dive 

deeper into?” These questions show your team members that you are serious about stick-

ing to the topic, and you will not allow them to ramble. 

If someone is controlling the room without giving others a chance to speak, start asking 

other team members for their opinions, thoughts and questions. “What do you think about 

this? What do you think about what so-and-so said?” If your team isn’t willing to speak, 
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you’ve got a much bigger issue at hand. You're either not leading them well, or you may 

have the wrong people at the table.

You Got Somethin’ To Say?

If the situation fits, it’s a good idea to ask the people you’ve invited to the meeting if they 

want to add a topic to the agenda before the meeting. You can do this in the invitation: “If 

you would like to add something to the agenda, make sure you email me no later than one 

day beforehand so I can add your information.” 

Encourage your team to get their ideas on the agenda while they’re at the top of their 

mind. With so many other tasks vying for their attention, humans have a way of forgetting 

things. Once the thought is gone, it may never surface again. Or, it shows up in an email 

after the meeting and there’s no chance to discuss it with the group.

Sum It Up!

So again, agendas are extremely important in the battle against sucky meetings. They al-

low you to cover everything you planned to discuss while keeping your meeting on topic.

From the #CLoTribe

“I have dealt with this fairly often as a trustee and board member at multiple churches. I find that a knee-jerk, 

parliamentary-style reining in, at the moment of "offense," to be stifling. However, a gentle and consistent re-

minder (e.g. "We still need to address the motion on the table," or "Let's let Board Member 'X' finish their 

point") tends to allow organic creativity, while still bringing focus and alignment. 

If this is practiced kindly and consistently, it will help your group form a habit of staying focused and on-topic. 

A huge benefit of this style is that it lends itself to servant-leadership, even if you are not the official chairman. 

Leadership from the "ranks" is essential if it is not being provided from the top, but must be done with humility 

and tact, or power struggles will ensue. The "gentle reminder" style will give direction and leadership, without 

being challenging or stifling.”

- Jason Fancy
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Know Your Team

3

Part of having successful meetings is knowing your team. Okay, let’s be 

honest. If you don’t know your team, you’re not doing your job as a 

leader. You MUST understand how people on your team will respond in 

meetings. If you’ve learned anything from me on personality styles, you 

know there are multiple different personality styles, and they each be-

have in different ways. If you or your team have not taken personality 

profiles then go to ChrisLoCurto.com/shop.

Dominant

A high D personality style wants everything in sound bites. I know, because I are one. 

(Grammatical incorrectness intended.) They want it short and sweet. In fact, when they're 

done with their part of the meeting, they’re done with the meeting. A long meeting will frus-

trate a high D, even if the discussion is important. As you might expect, the D will leave 

the meeting with the least amount of information and will eventually have to ask someone 

else for details they tuned out. 

Influencing

The high I personality loves people and will want to talk…a lot. They will have a ton of 

ideas, and some will be good. Again, I know because I are one of these too. When they go 

to a meeting they're going ask how everyone’s weekend went, where they vacationed, and 

how much fun they had. 
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This may seem like a waste of time, but I can tell you, sometimes it's good to spend the 

first five minutes of a long meeting talking about personal stuff. Not a half hour - just a few 

minutes. It takes the edge off and lets people identify with the personal lives of their team 

members. 

Stabilizing

High S personalities are the opposite. They won’t want to talk much at all. Crazy as it 

seems, I have a decent amount of S as well. They’re reserved because they don't want to 

cause conflict. They stay quiet to avoid saying anything that might offend someone. They 

are terribly concerned about everyone’s feelings and the impact of the decisions that 

come out of your meeting.

For example, in a meeting where you’re talking about moving the break room to a different 

floor, the S is focused on how it will affect the team and impact their day - something you 

may not have thought about.

They care about people as a whole, and they're the most diplomatic folks in the room. 

When you call on them in a meeting, they can perceive that action as conflict, and they 

may clam up. So give them some warning: “Hey, I’m going to come to you in about five 

minutes, and I'd love to hear what you have to say.” 

Compliant

A high C personality style is all about the details. I’m not much of a C, but I’m smart 

enough to surround myself with them. They need as much information as possible, and if 

you don’t provide those details, they will be incapable of moving forward. 

They need to ask questions and to know it's okay to ask questions. If they don't feel they 

have that permission, again they will shut down. They will have a tendency to take tons of 

notes. If they don’t have a chance to process and ask questions about the notes they’ve 

taken, then they will simply feel overwhelmed by all of the information. 
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Also, the high C will be more likely to shoot holes in your ideas, and this can come across 

as negative. To other personality styles, the C just wants to tell you it's not going to work. 

But to them, it only makes sense that you would want to know about the flaws in your 

plan. 

Unfortunately, it doesn't work out very well socially. People get offended and wonder why 

the Cs are so negative all the time. 

So do what I do. Before you ever get into a meeting, run your ideas by your high Cs so 

they can shoot their holes before you ever present it! 

But, if you're already in the meeting and you see the Cs have their cannons aimed, don't 

be offended and don't allow the team to be offended. Instead say, “You know, that is great 

input. Can you tell us how to plug those holes?” Believe it or not, they have an opinion, or 

they can figure it out. They’ll come up with something to fill those holes. 

Play Nice Children!

In addition to understanding your team's personality styles, you must also be familiar with 

the ways those personalities interact with each other. A high D or high I has the potential 

to take over the discussion. They will speak from authority and make decisive statements 

like, “That's absolutely the answer.” What is there to say after someone declares the prob-

lem is solved? There’s no room for any further input. 

But it’s your job to make sure every person in the room gets their say. Why else would you 

invite them to this meeting? I learned early in my leadership career that I don't have all the 

genius answers. That's why I hired genius people. I want to tap their intelligence, but I 

can’t if I allow someone to dominate the meeting.

When the meeting is over, the high Cs and Ss will leave having heard the entire discussion, 

but not necessarily understanding it. As I mentioned before, the Ds and Is may not have a 

clue what was discussed beyond their own input. Sooner or later though, they’re going to 

need that information, so it’s a good idea to have someone take notes to share with the 

team after the meeting (more on this later). 
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Did You Hear Anything I Said?

Now think about how your team receives and processes information best. Are they audi-

tory? Are they visual? Do you need to have slide shows on computer monitors so they can 

visualize your ideas? Do you need a white board to write notes on? 

These are the kinds of things you need to con-

sider as you determine what type of environment 

to have your meeting in. Of course, you won’t 

need to go the whole audio-visual route with 

white boards and doodle pads for a quick meet-

ing where you’re just going to ask a few ques-

tions. But for those times where the extra equip-

ment is necessary, plan for it ahead of time. 

And, hey, you don’t have to come up with this all 

on your own. Ask your team what they need or 

would like to see in the room.

From the #CLoTribe

“I was working for a large non-denominational church in 1988. I was called into the senior pastor's office to 

"chat." The pastor could not do the dirty work himself, but had another person in leadership acting as his 

mouthpiece. The pastor sat behind his cherry wood desk nervously fiddling with his hands, and to me, had the 

look of a Doberman waiting to pounce.  

 

The elder asked me the question, "Do you like this job?" Which was followed by a statement, "Perhaps this 

work is not for you." Naturally, I felt a pit in my stomach. I was working as a business manager for a church 

drastically off budget and had to present some tough information, which conflicted with the Senior Pastor's 

agenda. I will leave it to you to guess how the scenario played out. This was an obvious lesson in how NOT to 

address a so-called personnel issue. It affected me greatly for years to come, and finally healed in 2009.”

- Bruce Cross
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Quick Tip:                                             

I’ve been surprised by how many 

times I’ve had team members who 

needed to doodle during meetings to 

help them process their thoughts. It 

looks ridiculous to me, but it makes a 

big difference for them. Their 

thoughts are clearer and they 

express themselves more concisely. 

Their ideas were even more 

powerful.
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Simmer Down but Speak Up

4

I can’t write this book without touching on a subject that frustrates the daylights out of me. 

One of the worst things you can do in a meeting as a leader, or even a team member, is rip 

somebody’s head off while they are giving their opinion. I can’t tell you how many times 

I’ve watched a “leader” destroy someone because they didn’t like their idea, didn’t like the 

person, or because they simply felt threatened. 

Okay, if I’m being honest with myself, I may have done this a time (or forty) as a young 

leader. And maybe, once, even when I knew better, I allowed someone to intentionally 

push my buttons over and over and over…and over.  I eventually apologized for losing my 

temper - a month later. 

Hey folks, my failures have made me who I am. 

Since that experience, I’ve had quite a few moments where I managed to stay in control of 

my emotions. In fact, team members have come to me after a meeting and asked why I 

didn’t get mad at so-and-so or why I didn’t “get all over” a certain person for their con-

stant stream of bad ideas. 

I always explain that leading team members by anger isn’t leading at all - no matter HOW 

crazy the situation. If I invite my team to share their ideas or allow them to push back on 

my ideas and then get mad when they do it, all I’m doing is teaching my team to stay si-

lent and agree with me on all of my bad ideas.

I mean seriously, how do YOU respond when someone yells at you? Do you want to give 

more input? Take risks? Spend your time and intelligence developing an idea that your 
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leader won’t just shoot down, but will destroy with a cannon, like from a battleship, with a 

nuclear missile! 

Meetings, and leadership for that matter, are not about YOU. They are both about treating 

your team with dignity and respect so you, your meetings and your business are produc-

tive. 

If you struggle with anger in meetings, it’s because you believe you’re controlling the situa-

tion. Do whatever it takes to control YOU, not the situation, starting by understanding that 

everyone in that room is a real, live breathing person. (If they’re not, there’s another reason 

your meetings suck.) Treat them accordingly!

Here are my tips for controlling your anger in meetings:

• Never enter a meeting angry - If you’re already upset, mad or frustrated before a meet-

ing, STOP! Take five minutes to close your door and simmer down in whatever way 

works for you best. For me, prayer is my first choice. Why? Because the moment I focus 

on God, I stop focusing on whatever frustrated me. Then I begin to think about how He 

would want me to handle my emotions, and that leads me to think about the next per-

son(s) who sees me. How do I want them to experience me? That’s what works for me, 

but for some people it’s meditation. For others it might be breathing exercises. Figure out 

yours fast.

• Never call a meeting when you’re mad - Unless it’s an absolute emergency, wait until 

you’ve calmed down to gather your team. I once had a team member who had fulfilled a 

particular responsibility for three years without ever making a mistake. But because of 

some personal problems, he dropped the ball - three times. Each time cost me $20,000. 

I was pretty frustrated, as you can imagine. Honestly, I wanted to be mad. But I chose 

not to be. In fact, I found out about it on Friday, but I didn’t talk to my team member 

about it until Monday. You waited the whole weekend and kept the stress yourself? Yep. I 

sure did. The reason: I would rather deal with a weekend of frustration than a heck of a 

lot longer with the regret of handling it badly. 
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• Watch your words - Telling a team member that their idea is stupid is just as bad as say-

ing they are stupid. They don’t feel it any differently, I promise. Be careful how you 

phrase things to your team. If you don’t like an idea, so what? You’re not required to use 

it. But, you might be the one who’s wrong. So ask some questions:

• How will their idea work?

• How will they implement it?

• What is required to pull it off?

• What other information would help you understand it better?

• What do the other team members in the room think?

• It doesn’t take much to flesh out the idea and see if it’s a possibility. Too many times 

I’ve seen a leader’s frustration kill a fantastic idea that cost them millions in the long 

run. Don’t let that happen to you. 

• Breathe - When you feel your buttons being pushed, just breathe. And not one of those 

loud, obnoxious, I-want-everyone-in-the-room-to-know-I’m-frustrated breaths. Give your-

self some time to think before you speak. Ask yourself how you want to be perceived 

with your response. If you want your team to pity you and think of you as a bad leader, 

then go ahead and have a temper tantrum. But if you want them to respect you and be 

loyal to you, be the same to them.

• Take a punch - I have no problem with a team being passionate enough about their 

work that their meetings heat up a little bit. If the topic is that important, then a little pas-

sion can be a good thing. You have to be okay with your team pushing back on you with 

the same passion. I’m not talking about being disrespectful. I’m talking about allowing 

them the opportunity to argue their point or opinion. If someone does become disrespect-

ful, then it is your responsibility, along with the team, to shut it down. I have no problem 

with calling out a team member who is being disrespectful, even if it’s the leader. There’s 

no room for that—period!
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Ask A Question Already!

Another major frustration of mine is leaders’ inability to ask questions! In 20 years, I’ve 

learned that leaders like to accuse first and ask questions later - if at all. I’ve been the re-

cipient of so many of these tirades that I finally started responding with, “Would you like to 

ask me a question? Or are you just going to yell at me about what you think I did wrong?” 

Sorry if you think that’s rude, but I have no tolerance for that type of disrespect. Not only is 

it absolutely unnecessary, it doesn’t fix anything. The leader who rips someone’s head off 

only causes them to freeze. On top of that, many times the leader is WRONG!

If this is how you handle situations, STOP! 

Stop accusing team members and do them, 

you, and anyone else in the room a favor. ASK 

QUESTIONS! Start simple: “Can you help me 

understand what happened in this situation?” 

That one question may not only keep your 

team member from wanting to slash your 

tires, it could also keep you from looking like a 

total goober with your incorrect information. 

THINK! THINK! THINK! The only type of person who follows a “leader” who treats people 

this way is someone who can’t wait to do the same thing. That shouldn’t be a compliment. 

Instead, it should be a huge indicator that you both need a serious Life Plan!

Resources

Jim Collins and Pat Lencioni are just two of the great thought leaders I’ve had the pleasure 

of interviewing. Both of these gentlemen talked about the meetings that Intel and compa-

nies like them have. Their meetings can become so passionate that team members have 

been known to send binders flying across the room. Now, I'm not suggesting that's how 

you should run your meetings. But I do want you to focus on why these meetings are so 

passionate. 
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Quick Tip:                                

Remember, these ideas aren’t just for 

leaders. This is for any team member 

who treats others with disrespect. 

Meetings are not sparring matches. 

Meetings are about being productive 

and moving the team forward.
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They’ve established a rule for every person in every single meeting: If you disagree with 

anything, you are required to speak up. Yep, that's right. You cannot leave that meeting 

without your objection being heard. It is a requirement that you voice your opinion, and 

leader(s) in the room must listen. 

This is essential. When people don't feel like their leaders are listening, they gossip. They 

must tell someone their opinion, and if it’s not you, you’re missing out. 

Pat Lencioni calls this passive sabotage. A team member or leader who leaves a meeting 

and tells someone who wasn’t in that meeting there is no way the new idea’s going to 

work is sabotaging it before it even has a chance. Their negativity and lack of faith in the 

idea spreads like wildfire. That is absolutely unacceptable! 

That is why all doubts must be expressed in the meeting, and the leader must take them 

into consideration. Then, once the leader makes the final decision, and each team mem-

ber knows their objections were completely heard, they must get on board and champion 

the idea as a united team! That's the only way your company can accomplish its goals. 

Let me say yet again, this will only happen when there is a leader who treats people with 

dignity, who will listen to everybody in the room, hear their points, their disagreements, 

agreements, or ideas. If the leader is unwilling to do so, people simply will not share. In-

stead of having a productive and unified team, you end up with people who can't wait to 

tell somebody else (not you) about how your plan is not going to work. 

Unfortunately this is what happens in businesses all over this planet. You have to be a 

leader who treats people with dignity and respect. You have to be a leader who doesn't 

take things personally. If somebody's willing to push back, celebrate it. Now, obviously 

you don't want them going crazy with it, but if Intel can allow binders to be chucked 

across the room, maybe you can stretch a little bit with your leadership.

From the #CLoTribe

“Our weekly meetings consisted of my supervisor and seven employees. She brought in a notepad with 

notes she had scribbled from the department meeting to pass down. She started the meeting by going 
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over what was said at the department meeting, usually leaving out many points that we would find out later. 

Sometimes she would get upset and rant about the other departments. 

Then some of the other employees would chime in. Eventually, we would get around to each person taking 

a turn to tell the group what we had worked on that week (which was already provided to our supervisor in 

emailed status reports the day before). Some of the workers just read the report they gave her. 

When something upset her in the reports, she would go back and rant about it, throwing the entire meeting 

off rhythm. There was only a time limit on these meetings if she had something else to do, but usually these 

meetings could go on forever. There was never an agenda or objective for these time-wasting meetings. 

There was never anything accomplished (other than a department meeting debrief, which could have been 

done in five minutes or less). 

We never strategized about projects or came up with solutions.”

- Carla Musarra-Leonard

“I kid you not, someone said, "I'm sorry your daughter was suicidal (while they clearly were not), but I ex-

pect you to get your job done." Guess how many people have left THAT place!”

- Dale Powers
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Team Meetings

5

Don’t think of team meetings as a necessary evil. In fact, don’t think of them as evil at all. 

Actually, team meetings are an awesome way to build your company’s culture.

The team meeting is your opportunity to share your ideas, talk about the company’s direc-

tion and cast your vision for your team. It’s also a great way to put an end to the misinfor-

mation and gossip that spreads throughout your team.  (Find out more about building your 

company’s culture by downloading Five Free Lessons on Culture.) 

The best time to schedule a team meeting is when the team is least productive as a 

whole—Monday morning, for example.  Afterwards, your team is energized and moving to-

gether in the right direction. (Be careful that Monday doesn’t become back-to-back meet-

ings, however. Too many meetings will demotivate your team and keep them from impor-

tant work.)

I find that team meetings work best when the leaders share what’s happening on their 

teams, but defer to their team members to deliver the info when possible.

If your team is too small to have leaders, then have 

each team member report on what's happening in 

their area. The point isn’t to talk for the sake of talk-

ing. We’re going for a true team culture where 

other team members are aware of projects or deci-

sions that might affect them. 

This is their opportunity to offer to their thoughts - 

or even their time - to make sure the team and the 
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Quick Tip:                               

Remember that a high S or a high 

C personality will not voluntarily 

speak in front of a crowd.  Give 

these folks plenty of time to prepare 

if you need them to participate at a 

team meeting.
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company are successful. 

Why Should I Help You?

Unless you foster that team culture, your company will end up with silos. In a silo opera-

tion, I focus only on my thing, and I don't care what's going on with you.  Instead of team 

members who look for ways to help each other, we’re only concerned with ourselves - and 

the company pays in productivity. 

When I’ve helped teams give up their silos, they’re always more successful. And they’re al-

ways shocked. That’s because we’re trained from an early age to show that we as an indi-

vidual are successful - that we don’t need anyone’s help. This type of thinking leads to si-

los every time.

God Knows Meetings

As I was reading the Bible one morning, I stumbled across a passage that led me to an-

other extremely effective meeting style. I was reading Acts, and I felt God wanted me to 

pay particular attention to this passage. I read it a couple of times, but no light bulb came 

on. Finally, the third time, I got it. The passage was Acts 2:46-47 and the part that got my 

attention was, “they broke bread in their homes and ate together with glad and sincere 

hearts, praising God and enjoying the favor of all people, and the Lord added to their num-

ber daily those who are being saved.” 

This scripture made it clear to me that building a team is about community. It’s about com-

ing together as a family and spending time over a meal. I’m Sicilian, so this isn’t difficult 

for me to understand. The kitchen is everyone’s favorite place in the house because it's a 

place of happiness. It's a place of joy. It's a place of family. It’s where conversation hap-

pens. 

That was the message God wanted me to hear. If I would bring my team together as a fam-

ily then we would be considerably more productive as a team, and we would add more 

daily. So I immediately set up one of my team meetings each month as a potluck. I asked 
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everyone to bring food and explained that we would have a two-hour meeting that day: 

one hour for eating and one for meeting. 

This became one of the most exciting meetings for my team by far! It was always sched-

uled on Friday afternoons, and by 10 a.m. you could feel the energy in the building 

change. They couldn't wait to sit down as a team and a family and just grow from each 

other. 

Most of the time we would stick to our 

schedule and eat for an hour and then 

have our meeting. But sometimes we 

never made it to the meeting. The family 

atmosphere was so strong that I would 

just let it keep going. 

After the meeting, the team would go back 

to their desks and work like crazy. They 

felt good. They felt energized. And they 

felt like they had family time with people 

who weren’t even their real family. For 

some of my team, it was the only family 

they had. For me, that made the style of 

that meeting even more important. 

This is one way you can build your team 

outside of their specific tasks. Give it a try and see if it doesn’t become one of the most 

powerful, productive, and fun things you ever do to grow your team.

From the #CLoTribe

“I just started a new job and on the first Friday there was a team meeting. I was introduced as a new team 

member and met everyone else at the company. Then the meeting really started. It went right by the 
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Side Note:                                               

As you might guess, the guys in my group 

thought it was a goofy idea. In fact, at our 

first potluck/meeting, the gals on my team 

brought great homemade food. The guys… 

brought chips and soda. So I pulled the 

guys together and said, “Guys, just go 

home and make something. I don't care 

what it is, but don't bring chips or soda.” 

The next time most of them had their 

spouses make something instead of doing it 

themselves. And that was fine with me, 

because the spouses were much better 

cooks!
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agenda, and one of the topics was where the company was headed. This was great! There was a vision, 

and they actually wanted input as to what we thought. WOW! 

Companies really do have “team members” and care what they think? I was not used to such a meeting. 

This was by far the best meeting I had ever been a part of. I thanked my boss for the great experience, and 

I know I am a part of the company’s vision. What a breath of fresh air for me.

 

My previous employer had the worst culture I have ever seen, and I had been there for eight years. After fi-

nally realizing they were never going to change or listen, I moved on, and I'm very glad that I did. 

Life is too short to be unhappy with your job.”

- Luke Capria
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One-on-One Meetings

6

I started my leadership career when I was 21 years old. Early on my focus was on growing 

me and making me successful. But I soon realized something that I tell other leaders all 

the time: “As a leader it's your job to make your team successful, not the other way 

around.” When I realized that it wasn’t all about me, I decided to implement a 

very….painful meeting. 

I wanted to be the best leader I could possibly be, and I was pretty darn sure my team 

could tell me exactly how to make it happen. So I set up meetings with each of them and 

invited them to tell me what's wrong with me. Yeah, go ahead and give that meeting a try 

and see how you like it. 

Teresa Duke had been with me for a couple of years when I started these meetings. I sat 

her down, looked at her and said, “Teresa, this meeting is not about you. I'm not going to 

tell you what's wrong that you need to fix. I'm not going to ask you about things you're 

working on. None of this has to do with you. Instead, this meeting is about me. I want you 

to tell me what's wrong with my leadership.” 

Without skipping a beat she looked at me and said, “Chris, your communication sucks.”

I have to admit it shocked me a little. For some reason I didn't think she'd have much to 

say. BAH!!! I clearly wasn’t prepared for what I would hear. I asked her what she was talk-

ing about and the conversation went like this:

TD - “You know this thing over here with the stuff that's going on?” 

CLo - “Yeah.” 
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TD - “We don’t.”

CLo - “Well…I just assume that you did.” 

TD - “Chris, that's your problem. You always assume we know what's going on inside 

your head—that if you thought it, we know it. How could we? You haven't told us yet.” 

That’s when I curled up in the corner and started sucking my thumb. Actually, Teresa 

taught me one of most profound lessons I have ever learned about my leadership that day. 

I realized I’d been setting up my team to not be successful. Instead of helping them suc-

ceed; I was causing them to fail. 

From that point on, I focused on making changes that would ensure my team’s success. In 

our meetings, I started asking, “Are there any questions?” or “Is there anything you don't 

understand?” As they asked their questions and gave their feedback, I took notes on 

where my communication was falling short. In the next meeting, I used my notes to give 

them more complete information. 

Over time I improved my communication skills until I could anticipate their needs and an-

swer their questions before they asked them. Of course I never stopped asking if they had 

questions or needed clarification. 

In addition to building my communication skills, this exercise made me considerably more 

aware of how much guidance my team needed in order to do their jobs well. 

Know Your Team!

I continued these monthly meetings with my team members, asking how I could be a bet-

ter leader. Eventually, they started running out of suggestions, so I started asking them 

about their family, their kids, their dogs, etc. If they didn't have anything to tell me about 

my leadership, I would use the time to ask them about them. Crazy concept, I know.

27chrislocurto.com



Learning about my team also helped me grow even more as a leader. I discovered their 

likes, their dislikes, the risks they would take, the vacations they had or wanted to take. I 

filled myself with information about my team. This in turn showed them how much I cared. 

When my team saw they had a leader who cared about them, who was concerned about 

their life, who wanted them to grow and prosper, they felt they could tell me anything. And, 

believe it or not, they did. That is what made us so productive. My team knew at any time 

they could come to me about anything. 

Out of these meetings came some of 

the greatest friendships of my life. 

That scares a lot of immature leaders 

because they believe you can't be 

friends with your team. And the truth 

is, if you're not good at leading you 

shouldn’t be friends with your team.  

But for a great leader, it’s not an is-

sue. Neither of you will forget who 

the leader is.

Conference Call Meetings

Technology has made lots of things faster and easier. That includes meetings, especially 

with team members who work off-site.  But sometimes, even though we have the best of 

intentions, conference calls can end up taking three to four times longer than they need to!  

You can always bet on someone joining the call late, which means you have to go back 

and repeat some bit of information they missed.

Then, if you don’t have an agenda, you’ll spend most of your time bouncing from person 

to person asking or answering questions that would be best handled after the meeting. 

And guess what everyone else is doing while that’s going on.  They know you can’t see 

them, so they do other work—or play Angry Birds. In either case, they aren’t focused on 

the meeting, and there’s a good chance they’ll miss something important. 
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Quick Tip:                                                    

Here’s a tip if you want to try this type of meeting 

with your team: Never sit behind your desk. I had 

two leather chairs in front of my desk. I would sit in 

one and they would take the other. This small 

change indicated that I was not speaking to them 

from a position of authority, but from a position of 

caring. (Did I just say position of caring?)
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A video call can solve this problem, but adds new ones. If your videoconference software 

isn’t functioning, for example, your meeting can quickly go off the rails. I had a call the 

other day that we had to restart three times because one person couldn’t see or hear one 

of the team members, and one person could hear but not see the other. 

A lot of us are used to video chats, especially with family members. That flavor seeps into 

video business meetings, and we might spend a little too much time on personal conversa-

tion. Some personal interaction at the beginning of a meeting is good, as I mentioned be-

fore. But you don’t want to go overboard and end up with a meeting that lasts twice as 

long as it should. 

Am I saying you shouldn’t have conference calls or video meetings? Not at all. Just be 

clear about your expectations:

• Be on time.

• Stick to the agenda.

• Stick to topics that apply to the whole 

group. Leave individual questions or discus-

sions for after the meeting. 

• Personal interaction is great in reasonable 

quantities, but we still have jobs to do.

• Stick to the agenda. (Did I say that al-

ready?)

Video Tools

I really like video conference calls. They allow me to connect with my team, who work from 

home. Joel in D.C. and Brian in Sicily would have crummy commutes without that ability. 
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Quick Tip:                                            

As I hired leaders, I told them I would 

discuss their leadership with their team 

members as well. This was not a threat to 

my leaders, but a tool to help them 

become better than they ever had been. 

When a team member told me about 

something the leader needed to work on, 

I made sure they knew I would use that 

information only as an opportunity to 

mentor them and help them grow them in 

their leadership.
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I like to use OneNote to take notes and help the other participants follow the discussion. 

Another advantage to using this software is that you can assign tasks directly into Outlook 

and email the notes immediately after the meeting.

We had a lot of comments from the #CLoTribe on conference calls, so we included a few:

From the #CLoTribe

“I was the Accounts Receivable/Cash Management module leader for member institutions of the SD Board 

of Regents. I disliked conference calls because of the antiquated technology, and most participants took 

the conference call from the desk. Not everyone was focused on the call. Participants would be distracted 

by their personal deadlines or people popping into their office to ask questions or whatnot. 

One person forgot to mute their phone, in which other conference call participants heard their entire conver-

sation. In some respects, it was amusing, but we lost about 15 minutes because we got off topic. I favored 

video conferencing instead because we could see if everyone was focusing or not. Personally, I would 

leave my office to participate in conference calls because I knew my temptations and weaknesses.”

- Larry Youngre

“We have a global team, and once a month we get together with everyone. We know exactly what day and 

time it is all year long so the reps can plan travel schedules around it, and we can utilize tele-presence to 

actually see each other. (Which helps A LOT!) 

We have four different roles on our team. So each group gets 45 minutes to talk about their hot sheet for 

the month, and then the boss opens and closes the meetings with financial results, employee survey action 

items or team recognition. It's one of the most productive and engaged groups of 14 people I've ever 

worked with and it keeps our team together even though we live in six different cities in four countries. 

I see people complain about their lame corporate teams or crappy bosses; I feel very fortunate to really love 

mine!”

- Jillian Rothe
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“I want to talk a little bit about online meetings using Google Hangouts, ooVoo, GoToMeeting, 

Anymeeting.com, or just Skype:  

 

1. First, the presenter needs to have all his or her slides in order and their presentation at least slightly re-

hearsed so they know what's coming up. 

2. The presenter needs to be considerate of the time constraints of people living in different time zones 

when they call these meetings "mandatory."  

3. Also, beware of time. I've been in all kinds of meetings like these from five minutes to four hours! For me, 

five minutes is too short and four hours is way too long.”

- Ricardo Butler
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Action Steps

7

One of the biggest failures of the meetings most companies have is that  people leave with-

out knowing what in the world they’re supposed to do. They don't have enough informa-

tion or direction to take action. Then, three months later their leader asks, “Where are you 

on that project?” They say, “That wasn’t my responsibility. Wasn’t so-and-so taking care of 

that?” And the leader says, “No, that was your job.” “Well, I didn't understand that, so I 

haven’t done any work on it.” Now you’re three months behind. 

If we’re going to have good action steps when we leave the meetings, we need someone 

to take notes during the meeting.  Everyone should receive a recap with the following infor-

mation:

1. What did we discuss? 

2. What do we need to cover during the next meeting? 

3. What needs action right now? 

4. Who is responsible for getting those things done?

5. When do they need to be completed?

I prefer to have an outside person, someone who isn’t directly involved in the discussion, 

to take notes. That way no one has to juggle note-taking, thinking and discussing all at the 

same time. 

The number-one goal in all of this is to leave the meeting with every person crystal clear 

on what needs to be done and who is going to do it. As a last step in each meeting, go 
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around the group and have them tell you what they understand to be their responsibilities. 

Then clear up any misunderstandings. If any tasks are left over, assign them before you 

leave. 

When Ownership Falls Short

If your team has had trouble following through on their tasks, I have a suggestion, but use 

it only as a last resort. I repeat: Don't do this early on! 

After the meeting, email the team and ask them to respond with a list of the tasks they 

were assigned in the meeting. This method doesn’t treat people with dignity - that’s why 

it’s a last-resort measure. You want your team to take ownership of the project. But this ac-

tion says you don’t really believe in your team, so you’re forced to hold them accountable 

for fulfilling their responsibilities. 

If you do take this step, you have a much bigger problem - you have a leadership problem. 

You have some changes to make so you are leading people who want to take ownership 

of their roles in the company. 

From the #CLoTribe

“In 1978 as a 24-year-old new manager I had a punctuality and attendance problem in my crew. I had only 

been a manager for a few months when I called a female technician into my office with the full intention of 

placing her on a performance improvement plan for punctuality and absence. 

When I began talking about these issues, the tears began flowing. I did the worst thing possible: I shifted 

from an untrained manager to an untrained counselor. Fifteen minutes later she left my office and was not 

on a performance improvement plan or any level of discipline. I sat down and asked myself what just hap-

pened? If she had set out to play me, she was very successful. 

I consulted my manager, and he wanted to handle it for me. I refused, and requested advice and guidance. 

The next day I asked her into my office and began discussing absence and punctuality. The tears began to 

flow. I informed her I would step out for a few minutes to allow her to compose herself and then return to 
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continue the meeting. I had to step out three times before I was able to continue the meeting and place her 

on a performance improvement plan. 

I wish I had a video of that first meeting to show supervisors and managers how NOT to conduct a discipli-

nary meeting.”  

- Greg L. Gilbert
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My Most Powerful Meeting Ever

8

Early in my career as a vice president for Dave Ramsey, I hired a team of coordinators to 

handle all of our events. These were important and difficult roles to fill because each mem-

ber of this team had the potential to embarrass the living daylights out of Dave, me, or 

whoever happened to be on stage speaking in front of 11,000 people. When something 

goes wrong at an event, the audience doesn’t look to the team member sitting on the side 

of the stage. All eyes are on the person on the stage to see how they will handle it. 

That’s why I never hired people who are great at saving the day. And believe me, I inter-

viewed plenty of people who were proud of their ability to solve problems in the heat of the 

moment. But I didn’t hire any of them. Why? Because anyone who’s great at always solv-

ing issues obviously didn’t do the right amount of work on the front end to assure that 

there weren’t issues at the actual event!

My goal was to take care of all the details before we got to an event, so everything ran like 

a well-oiled machine. To accomplish my goal, I would meet with my team every week that 

we weren’t on the road to review their extensive checklists.

Extensive may be an understatement. I expanded these checklists from one page when I 

first started to 34 pages. My coordinators expanded them further to more than 60 pages. 

At our first international event in Cancun, it was 100 pages. Combing through the lists with 

my team allowed me to check what I expect, and it gave my team the chance to ask ques-

tions and clear up any misunderstandings before the event. 

With this process, we pulled off events in huge arenas with tons of elements, and they 

were virtually flawless. I say virtually because with events of that magnitude, you always 
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encounter the unexpected. As I looked for ways to avoid run-ins with unforeseen issues, I 

created the MOST powerful meeting style I had ever been a part of. It’s how I structure 

many of my meetings today.

First, when we returned to the office after an event, the team would receive tons of praise 

and accolades.

Next, when the team was still in its training phase, we would have a meeting where I 

would go over the problems I saw at the event and guide them through the steps to fix 

them. I still suggest this process with team members in the early days of their employ-

ment. 

But I needed to take things further. I 

wanted to teach my team to identify the 

problems themselves. I wanted to give 

them the dignity of coming up with their 

own answers to the problems they found. 

But, that’s extremely difficult to do in a 

group setting. Nobody wants to be embar-

rassed in front of their peers, and they 

don’t feel comfortable calling out the very 

people they have to work side-by-side with 

either. That’s what led me to this process: 

I started by letting the team know that at the next event, I wanted them to keep track of 

anything that went wrong. I didn’t care whose fault it was, I just wanted them to be pre-

pared to report on the issues and offer solutions on how to fix them. 

After the event, I called the team in and told them the meeting would be different. Instead 

of me bringing up the problems I saw, they would share everything on their lists. I also 

made it clear that we would not point fingers or blame one another for the problems we 

identified. I simply wanted to know what went wrong and how we were going to fix it.
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Quick Tip:                                                                          

I firmly believe that people will repeat what 

they’re praised for. After all, if all you do is 

point out what your team does wrong, 

instead of praising them for what they’ve 

done right, they’ll have a hard time doing 

anything but live in fear of making a 

mistake. By making regular deposits of 

praise into their emotional banks, I could 

make the occasional withdrawal if I 

NEEDED to.
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I knew it would be tough to get my team to do what I wanted. We’d never done it before. 

So it was no surprise when not one team member opened their mouth.

So I tried again. “Folks, what went wrong?” We sat there, and still, nobody answered. Eve-

rybody was waiting for someone else to speak up. Why? Because they knew it would im-

mediately turn into a blame game. But I was prepared for that too. We sat in the silence.

When it became clear that no one was going to speak up, I went ahead and handled the 

meeting as usual. 

After the next event, we patted everybody on the back, told everybody they did a great 

job, and then went into the post-meeting. Again, I opened it up to the floor: “I want to hear 

it. What went wrong and how do we fix it?” They sat there again, silently staring at each 

other. 

Finally, one person spoke up and addressed another team member. “Well, I’ll tell you what 

went wrong, you did this and it messed me up.” 

I jumped in immediately. “Stop! We will not play a blame game here. This is about working 

together as a team to make our events better. I will not allow anyone to call someone else 

out. If something happened, talk about the issue and how we fix it. If it has to do with an-

other team member, talk to them, no finger-pointing! Now, what else do we have?” They 

just sat there for a while. 

Once again it was difficult for them to respond. So, once more I shared the items on my 

list. Then I assured them that in the next meeting I wanted everyone talking. 

At the next post-meeting, I turned the floor over to my team again. Finally someone spoke 

up, “Well I'll tell you what I did. I messed this thing up over here, and I know it affected you 

guys. So here's what I've done to make sure it’s changed on my checklist and it won’t hap-

pen again.”

It was finally working! I was ecstatic! 
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Every team member spoke up in that meeting. More importantly, they didn't blame each 

other. If an issue originated with another team member, others respectfully offered to help 

fix it. 

That process of avoiding blame, treating the team with dignity and allowing them to take 

ownership became the most effective meeting style I’ve seen in my career, and it's the 

kind of meeting I strive for all the time now. 

If you find that your team members are always gun shy, waiting for you to take their heads 

off because they did something wrong, or waiting for you to tell them how much of a fail-

ure they are (just like everybody else in their past has told them) give this meeting style a 

try.

Make it clear that you as the leader will not assign blame for the problems that come up. 

You are about solving problems. You’re about taking care of issues. And you’re also very 

much about pointing out how well people are doing. 

Do all that, and you end will up with a team that is willing to go the extra mile. A team 

that’s willing to do whatever it takes to protect the process, to serve the customers, to han-

dle the events, and take care of the team. 

They will even look out for each other when you’ve shown them you’re focused on the 

team winning, doing the best they possibly can and doing it with excellence. 

When you lead people this way, when you show them you care more about them than 

blaming them, when you show them you want to find them doing things right, then you will 

have a team that produces above and beyond any team you've ever seen. As a leader, it's 

your responsibility to make your team successful, not the other way around.

From the #CLoTribe

“I transitioned from a contract position to a direct hire with my current employer about 14 months ago. The 

client is a high-profile company and a very important account for us. We are designing great strategies to 

support the client's new hire training. Before we started the project, I called a meeting with all team mem-

bers: instructional designers, interactive design, editor, and project manager. As the course lead, I wanted 
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their input on how to approach design with an innovative perspective.  

For 90 minutes, we brainstormed. I laid out the rules:  

• Do not wear your "usual hat.”

• Do not judge or criticize.

• Be positive.

• All ideas are welcome.

• Use visuals when necessary.

 

The result was a compilation of creative strategies that we have successfully implemented in our learning 

solution design. The client loves what we have delivered. The meeting brought us together as a team, in-

stead of perpetuating division of labor and "throwing things over the wall." We have a way to go, but we 

started on the right foot with an opportunity to collaborate.”

- Lily Kreitinger
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Wrap Up

9

Here's what you need to do today! 

A complete reevaluation, or an initial evaluation of your meetings. Start by asking yourself:

• Are they planned correctly?

• Do they have time limits? 

• Are there agendas?

• Are the right people being invited?

• Are you sharing and over sharing information?

• Are you giving the team information up front?

Make it your goal to have every meeting be a fabulous experience for your team. Don't be 

legalistic about it, but do the best you possibly can to mentor them — teaching them by 

example so they can lead fantastic meetings as well.

• Find out what your team thinks is wrong with your meetings. Are you in a rut or overdo-

ing some things? Look for patterns in their answers and fix them—simple as that. 

• Don’t ignore the problem. Your team does not want to waste time and energy in meet-

ings that suck. Make the changes and fix this issue for your business.
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Additional Resources

If you’re ready to take your business to the next level, we offer life and business coaching 

as well as strategic planning events to grow your leadership and increase revenue.

Business Coaching

LifePlan

Strategic Planning

In addition to 1-on-1 coaching, we’ve just released several products that will improve com-

munication for your team and at home.

DISC Personality Test

VALUES Motivators Test

Understanding Personality Styles Video
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