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Meetings are a crucial tool for business success, but often neglected or misused. The goal is not to have meetings, but to run a healthy business effectively. To achieve this, leadership teams need to make decisions quickly while staying aligned with the organization's strategy and context. Effective leadership teams operate at two levels: strategic
(setting direction and long-term goals) and operational (managing day-to-day tasks and resolving problems). These levels require different thinking and decision-making approaches, making it essential to keep them separate. The frequency of meetings can either drive momentum or hinder adaptability. Operational meetings should be frequent to
ensure coordination, problem-solving, and a clear understanding of the organization's reality. Strategic meetings, on the other hand, should occur less often to avoid stagnation or losing coherence with the original strategy. To achieve this balance, leadership teams should follow these rules: * Keep operational and strategic meetings separate * Hold
operational meetings frequently to maintain momentum * Schedule strategic meetings at a steady, manageable pace to ensure adaptability Given article text here Operational meetings should occur regularly, at a minimum weekly frequency, while strategic meetings are held quarterly. Planning for both types of meetings is essential to ensure
alignment between operational reality and strategy. Three leadership team meeting agendas are outlined: The Daily Huddle, Weekly Leadership Team Meeting, Annual Strategic Planning, Quarterly Strategic Refresh, and Monthly + Anytime Decision Making Meetings. These meetings aim to foster teamwork, problem-solving, and decision-making,
promoting transparency, accountability, and constructive debate. Adopting this cadence requires discipline but can lead to better decisions and a more engaged team. The templates provide a framework for each meeting, allowing teams to adapt and evolve their approach as needed. While it's essential to follow the template as a guide, flexibility is
key. Teams should ensure that each agenda item serves a results-oriented purpose and aligns with their strategy and goals. To use these templates effectively, organizations need a clear strategy, measurable progress tracking, discipline, and a willingness to engage in hard conversations. Coaching may be helpful, but expect some pushback when
implementing new strategies. Consider adding techniques like the Five Dysfunctions of a Team or Crucial Conversations to your toolkit. Some might say you need XYZ to succeed, but these templates are designed to work with any management methodology. They're meant for teams without a solid meeting routine or those looking to try something
new. If your practice involves varnishing OKRs/Rocks/KPIs, feel free to substitute that in place of scorecards and metrics. You can customize the template to fit your team's needs, from establishing quorum to opening with a prayer. Now, let's take a closer look at these meetings. The Operational Management Meetings drive day-to-day execution with
two key sessions: the short Daily Huddle and the weekly team meeting. Both involve sharing updates and building inter-team relationships, but the main focus is problem-solving. The Daily Huddle is a quick 15-minute session where everyone shares their plans for the day, any blocks they're facing, and new insights or decisions made. This helps
prevent wasted effort, removes obstacles, and reveals opportunities for learning or participating in new activities. Remember, if no issues are raised for several days straight, dig deeper - there's always something lurking just beneath the surface. Make sure team members share their availability so everyone knows when they'll be unreachable. The
goal is to tackle problems early on, not let them become major roadblocks. Due to work or personal commitments, this meeting may take longer than expected to receive responses. Please plan accordingly for delays. For more information, download the facilitator's guide: Weekly Leadership Team Meeting The weekly meeting lasts 60-90 minutes and
is held at the same time and day every week. This session focuses on accountability, identifying issues, and resolving them. The agenda includes: - 5-minute welcome and review actions list - 5-minute announcements - 5-minute celebrating victories - 5-minute reviewing numbers - 5-minute quarterly priorities & progress - 5-minute identifying top
issues - Tackling top issues (50 minutes) - Reviewing actions list (10 minutes) During this meeting, the team: - Discusses strategic priorities and progress - Identifies and resolves blocking problems - Celebrates victories - Shares personal connections - Builds trust Key outcomes of a well-run weekly leadership meeting include increased focus on
execution, solving important problems quickly, and building stronger teams. The first 5 agenda items reestablish the team's commitment to goals. The team then prioritizes issues before tackling a few high-priority ones each week. Strategic planning sessions can be tailored to fit individual needs, whether it's on-demand or recurring monthly. These
sessions are crucial for teams to paint their vision and turn it into action. While group size and stability affect the approach, a flexible framework ensures everyone is on the same page. The success of strategic planning depends on various factors such as existing plans, organization stability, team composition, and available time. Templates like Paul
Axtell's Quick Strategic Refresh are suitable for stable groups, while Quarterly Strategic Refresh requires more time to confront challenges and reassess the plan. These sessions aim to achieve several desired outcomes: refreshing the strategic plan by revisiting assumptions and recent events, setting new targets and benchmarks, strengthening team
alignment through celebration of victories, sharing learnings, and working together towards a 90-day plan. 1. Kick-off 2. Past & Present 3. What's Changed? 4. Action Plan 5. Parking Lot 6. Wrap-up 7. The Monthly Meeting This is how the monthly + anytime strategic meeting works together with other meetings in an organization. The leadership
cadence involves managing numbers, priorities, issues, actions, and decisions across various meetings. A suggested 90-day schedule for a quarter could be as follows: During Week 1: - Days 1-2: The team spends 16 hours on annual strategic planning, setting strategy, and establishing first-quarter goals. - Day 3: Daily huddles begin, taking 10 minutes
each with verbal reports. In Week 2 to Week 13: - Monday mornings: A weekly leadership meeting that lasts for 90 minutes. Team members need to update their metrics, open action items, and prepare for the discussion before attending. - Tuesday to Friday: Huddles take place every day except Mondays, also taking 10 minutes each. Through these
meetings, patterns may emerge about different departments' performance, enabling adjustments in how the organization operates. Monthly Decision Making Meetings last for 90 minutes on Mondays, allowing teams to discuss challenges that couldn't be resolved within a shorter timeframe. This involves research, report preparation, and team
collaboration to provide viable options for decision-making. Not all leaders need to attend the Monthly Strategic meeting, but those who do are expected to review reports and come prepared with input. The Quarterly Strategic Refresh (8 hours on Monday afternoon and Tuesday morning) allows teams to reassess their strategic plan every 90 days,
refining targets, identifying big challenges, and making necessary adjustments. This process is a significant time investment, but it only accounts for around 10% of a full-time employee's available time over the course of a quarter (26.5 hours in operational meetings and 27 hours in strategy sessions). You're already building and refining your business
instead of starting from scratch, which is an incredibly efficient approach. Personally, I've worked in environments without this structure where we spent too much time discussing progress and challenges. In contrast, you can use the Lucid Meetings system to support a meeting cadence that fosters collaboration and problem-solving. Next Steps: *
Use our software with built-in templates for each meeting, including setup, action item tracking, and management. * Download our facilitator's guides to learn how to lead these meetings effectively. * Explore additional resources, such as variations on this theme and alternate techniques that may suit your team better. Key Principles: * Leadership
teams must act at two levels: strategic and operational. The daily huddle is an example of an operational meeting, while the weekly leadership team meeting is a strategic one. * Teams that adopt this meeting cadence will solve problems together, make decisions using proven methods, and feel more connected. Before using our templates, ensure you
have: * A clear strategy * A way to measure progress * The discipline to work your strategy * A team with the ability and willingness to raise and wrestle with hard issues You'll Need To Revise Many Of The Meeting Agendas To Suit Your Team's Needs These Templates Are Designed To Be Flexible Regardless of Your Company’s Strategy Or
Management Methodology. They Provide A Good Foundation For Teams That Don't Have An Established Meeting Practice And Inspiration For Those Who Want To Try Something New. We Suggest You Develop Your Own Unique Meeting Flow Model To Connect All The Dots Our Templates Are Here To Help You Get Started, But Ultimately You Should
Make It Your Own. Next meeting's agenda covers operational objectives, projects, and strategies. Attendees: Department Members. Frequency: Bi-weekly/Monthly. Duration: 30-60 minutes. Agenda: * Introduction (5 min): Discuss personal or professional updates * Progress Update (10 min): Review past week's accomplishments and challenges *
Department Performance Review (15 min): Review key metrics and achievements * Challenges and Collaboration (15 min): Address specific challenges and share ideas * Feedback and Open Discussion (15 min): Discuss any missed topics Next steps after discussions should involve converting everything into concrete tasks with specific owners,
deadlines, and duties. These action items should be documented and shared for the next leadership gathering. It is also recommended to refer to the Leadership Meeting Agenda Template or Sprint Retrospective Meeting Agenda, which can be accessed in Docs for free or downloaded along with 50 other templates for $47. The purpose of these
meetings is to analyze past sprints and make improvements for future ones. Meetings should involve team members, a Scrum Master, and a Product Owner, and take place at the end of each sprint, lasting about an hour. Key topics include successes from previous sprints, issues that arose, new knowledge gained, and how to improve in future sprints.
These discussions should result in clear action plans with specific tasks for team members. For more meeting templates, see the related links or download the meeting agenda library.



