
The Meeting Optimizer
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Make every meeting count. Next review date:

Optimal Kick-​Offs
How effectively do  we start 
our meetings?

Engaging Discussions
How inclusive and open are 
our discussions?

Actionable Conclusions
How consistently do we conclude 
our meetings?

Post-​Meeting Drive
How well do we maintain a 
positive momentum?

Team Growth Commitments

⭐️
1 - Very Rarely

⭐️⭐️
2 - Rarely

⭐️⭐️⭐️
3 - Sometimes

⭐️⭐️⭐️⭐️
4 - Often

⭐️⭐️⭐️⭐️⭐️
5 - Very Often

Determine the team's average for each practice using 
the individual scores and place them accordingly.

Frequency of Meeting Practices

Rewards are earned when 80% of practices 
achieve this level or higher.

Team Achievements
Team Progress Reward: Team Excellence Reward: Team Summit Reward:

🥉 🥈 🥇

List individual commitments that will drive the 
team towards the next achievement.
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What Does IT Look Like?

How it works
1. Start with individual preparation: Rank and reflect on your personal meeting 
habits and contributions using the Individual Preparation Sheet. Choose between a 
gradual approach over 1 or 2 weeks of quick personal reflection after your meetings, 
or a focused 10-15 minute individual preparation time just before the poster session.

2. Visualize your team's meeting practices: Get together with your completed 
preparation sheets. Calculate the average team score for each best practice and 
place a post-​it note on the poster under the corresponding score and category. 
Observe and comment the visual pattern emerging from the added notes.

3. Brainstorm and set improvement goals: when all best practices are on the poster 
discuss the strengths and areas for improvement. Ask each participant to share at 
least one personal commitment to help the team grow and enhance a specific 
aspect of the team's meetings.

4. Review and adapt regularly: Think of the tool as an ongoing process, not a one-​off 
event. Schedule the next review date to monitor progress, reassess objectives and 
adjust strategies. The process can be gamified by agreeing on team rewards as the 
average scores increase (best practices moving to the right on the poster). Apply the 
80/20 principle to determine whether a reward has been achieved (when 80% of 
practices are at a given level or higher).

The Meeting Optimizer consists of two essential elements:

Individual Preparation Sheet: the template for personal reflection. It helps 
team members reflect on their meeting habits and contributions.
Meeting Optimizer Poster: Used during a poster sessions to facilitate 
collective progress. It enables members to regroup individual perspectives into 
a consolidated view, visualizing and identifying areas for improvement.

Limits and Applicability

INTEGRATIONS

KEY BENEFITS

Enhanced meeting productivity and engagement
Continuous improvement of meeting culture
Empowerment through collective insight and personal 
commitments

HIGH-​IMPACT TOOLS FOR TEAMS
Stefano Mastrogiacomo and Alex Osterwalder
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Illustrations by Severine Assous

DISCOVER MORE

The Meeting Optimizer: Your Team's Coach for 
More Engaging and Productive Meetings

DOWNLOAD THE PDF TEMPLATES HERE

https://www.teamalignment.co/downloads

A TOOL TO ELEVATE MEETING EFFECTIVENESS
We've all been there – sitting through long sessions that seem to go nowhere. Introducing 
"The Meeting Optimizer", a tool designed to help teams improve productivity and 
engagement in meetings. This tool isn't just about improving your next meeting; it's about 
continuously improving the way your team collaborates during meetings.

Ideal for reflecting on and improving this type of 
meetings:

Decision-​making and planning meetings
Idea generation and problem-​solving sessions
Recurring management meetings

Not designed to reflect on these scenarios:

Informational gatherings and speeches
Client-​facing or relational meetings
Spontaneous or casual gatherings
Sensitive or confidential sessions

✔️ ❌

The Meeting Optimizer is latest addition to the Team Alignment Toolkit presented in "High-​
Impact Tools for Teams", 5 tools to enhance your team’s soft skills and effectiveness:

Group Poster

Individual Prep Cards

Team Alignment Map: Plan as a team, ensure optimal contributions.

Team Contract: Defines team norms, streamlines operations.

Fact Finder: Enhance meeting productivity with effective questions.

Nonviolent Requests Guide: Structured approach for navigating conflict.

Respect Card: Checklist for tactful and polite communication.
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The Meeting Optimizer
Let's make every meeting count.

Individual Preparation Sheet

Frequency of Meeting Practices (Self-​Assessment)
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Clear goals: I define and share clear meeting goals to align team efforts.

Agendas and documents sent: I distribute agendas and all necessary materials in advance to ensure 
meeting readiness.

On-​time starts: I initiate meetings punctually, respecting everyone's time.

Tech works: I ensure that everything is configured and runs properly.

Ground rules known: when necessary I share and maintain conduct rules for effective interaction, on-​site 
and online.

What proactive steps can I take to improve meeting starts?
☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

           Optimal Kick-​Offs

Fair speaking time: I manage time to allow balanced voice from all attendees.

Open minds: I encourage diverse viewpoints, enriching our discussions.

Feedback valued: I solicit and incorporate constructive criticism.

Active listening: I devote full attention to speakers, fostering mutual understanding.

Clarification questions: I don’t assume, I ask targeted questions to ensure clear comprehension.

How can I better facilitate participation and enrich 
discussions?☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

            Engaging Discussions

Recap for all: I conclude with recaps that encapsulate decisions and insights.

Thank-​yous given: I acknowledge all contributions, creating a positive team spirit.

Clear next steps: I outline next steps clearly, reviewing responsibilities when necessary.

Decisions documented: I help keep record of decisions for future reference when that applies.

What actions will I commit to for more effective meeting 
conclusions?☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

          Actionable Conclusions

Tasks on track: I check on task progression and provide updates to keep the team informed.

Issues addressed: I tackle post-​meeting challenges swiftly to maintain momentum.

Growth mindset: I frame intelligent mistakes as opportunities for learning and improvement.

Celebrating successes: I recognize our collective achievements, encouraging team morale.

What positive behaviors will I demonstrate to maintain 
team energy?☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆

           Post-​Meeting Drive

Respectful tone: I consistently speak to and treat others respectfully. ☆ ☆ ☆ ☆ ☆

Assess your regularity in applying the following practices and identify areas for personal improvement. 
Your feedback is essential to enrich the next session with the Meeting Optimizer poster.
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Recap for all: I conclude with recaps that encapsulate decisions and insights.

Thank-​yous given: I acknowledge all contributions, creating a positive team spirit.

Clear next steps: I outline next steps clearly, reviewing responsibilities when necessary.

Decisions documented: I help keep record of decisions for future reference when that applies.
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conclusions?☆ ☆ ☆ ☆ ☆

☆ ☆ ☆ ☆ ☆
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          Actionable Conclusions

Tasks on track: I check on task progression and provide updates to keep the team informed.

Issues addressed: I tackle post-​meeting challenges swiftly to maintain momentum.

Growth mindset: I frame intelligent mistakes as opportunities for learning and improvement.

Celebrating successes: I recognize our collective achievements, encouraging team morale.

What positive behaviors will I demonstrate to maintain 
team energy?☆ ☆ ☆ ☆ ☆
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Your feedback is essential to enrich the next session with the Meeting Optimizer poster.

Encourage 
quieter team 
members to 
voice their 
opinions.

Regularly 
follow up on 

tasks assigned 
in meetings.

Will clarify 
goals at the 
start of each

meeting.

Commit to 
sending out 
agendas and 

relevant 
documents two 
days in advance.

Aim to be 
punctual, arriving 
5 minutes before 
the meeting start 

time.

Double-​check
tech setup 

before 
meetings.

Continue to be 
open to different 
viewpoints and 

encourage others.

Focus on actively 
listening without 

formulating a 
response in mind.

Ask more 
questions for 
clarity during 
discussions.

Will summarize 
key points and 
decisions at the 

end of each 
meeting.

Acknowledge 
contributions

more 
explicitly.

Ensure that 
action items 
are assigned 

and 
understood.

Take 
responsibility for 

documenting 
decisions during 
certain meetings.

Address any 
post-​meeting 

issues 
promptly.

Take time to 
recognize and 
celebrate team
achievements

Take an active 
role in tech 
setup and 

checks prior to
meetings.

Take initiative to 
summarize key 

points and 
decisions at 

meeting 
conclusions

Make an effort to 
acknowledge and 
appreciate team 

members’ 
contributions in 

meetings

Ensure action 
items are clearly 

assigned and 
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before concluding
meetings
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questions for 

deeper 
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during 
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balanced 

participation, 
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feedback during
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Make an effort 
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team members
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team 
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Be on time: 
respect the 

schedule of all 
participants

Include 
meeting 
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Actively solicit 
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demonstrate 
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Listening 
without 

interrupting

Embrace 
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opportunities 
... more often.

Address 
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listening 
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when action 
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seem unclear
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more 
frequently

Dana: Ensure  
I'm ready to 

start on time for
every meeting I 

organize.

Bob: Actively 
seek and 

incorporate 
feedback in 
discussions

Clara: Prepare 
and distribute 

agendas + docs 
for the meetings

I lead.

Jeff: Practice 
active listening 

and avoid 
interrupting 

during 
discussions.

Simon: Take a 
short course 

on solving 
common tech 

issues

Today
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target 45 min
sessions or 

less.

Groud rule:
cameras on

https://www.teamalignment.co/
https://www.teamalignment.co/book-high-impact-tools-for-teams
https://www.teamalignment.co/
https://severineassous.com/
https://www.teamalignment.co/downloads

