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Why We're Here

Purpose: Discuss how to make
meetings more effective and ensure
you get an ROl on the time spent

Outcomes:
1.

2.

One tip on how to plan a meeting
One tip on how to run a meeting

ENERGIZE YOUR ENTERPRISE
WITH WORLD CLASS MEETINGS



What You Get

1. Meeting Prep Tools

2. Learn How to Take Control of a
Meeting

3. Ildeas on How to Infuse Energy
into the Meetings
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Agenda

m Intro to Effective

\ / Meetings

@ Plan a Meeting
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@ Running a High

\ /) Impact Meeting

m Increasing Engagement
\ /  in Meetings

@ Q/A, Round Table
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Hello! I'm
Colin Bowman

Operations Driver, Scaling Strategist,

Business Advisor, Entrepreneur
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About Me

1. Owned/operated trades franchise
with 25+ employees.

2. Ran Franchisor division of 65
Franchise Owners and 350+
employees.

3. Advised dozens of small
businesses across North America
for the last 2 years - 2 clients thus
far on Inc 500 list
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Plan a Meeting
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SHARE THE COST
IN THE CALENDAR
INVITE

PLANNING A
MEETING



'Things to Prepare
e Outcomes/Agenda

e Systemize your prep

o Data
o Setup
o Feeling

e Systemize your participants’ prep
o Their outcomes
o Reflection
o Deliverables

PLANNING A MEETING

G
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d  PLANNING A MEETING

Don’'t Move Meetings

Do the First Round of Prep With Participants
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Example
Meeting Prep
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Business
Owners Prep For
1:1s

WAM Prep Checklist
Data Review

- Cashflow

- Profit/Contribution - per project
- Revenue

- Bookings

- Production/Production Schedule
- Hires - new applicants?

Strategy/Event Prep

- Review this month’s goal/gauge actuals vs. goal
o How am | doing vs. the monthly KPIs? What gaps need to be filled and what is the path to get there?
o Fill Out Appropriate Tabs
*  Weekly: Division Goals, Priority Management Tab, Cashflow, Production Plan, Update CRM
(Leads/Estimates/Production),
*= Monthly: Org Chart, Financial Review (Cashflow - Type over last month’s projections referencing
last month’s P+L — how did you do?)

- Review Direct Report’s Prep
o Are they updating tracking systems - activity, financials, commissions, etc.?
o Is WAM tab well filled out? Are they giving core issues or surface explanations in their goal review?
o lIsthere scheduled well filled out for the upcoming week/does it include a plan that allows them to hit
their goal with coverage?
o When was their last coaching event and how am | following up? Have they proven (_hﬂ

are ping and impl g feedback?

WAM Outline

- What are my goals within the overall business plan for the division/first cut goals for all my direct reports?

- Themes for the division this week — what are the big strategic initiatives | will be pushing in the majority of my
GSRs?

- Proximal review/path recut if needed

- Financial health of the division reviewed

Admin
* - What is the next big event coming up?/Is it planned out?
* - Specific admin that week — high impact, must be succinct — email out in advance?
e - Check in on materials/are they fully stocked?
Complete Individual WAM Prep
- What are the most important 2 tasks | need to lead each of my direct reports to, and what are the

skill/commitment tactics | will be using to do this?
- Specific rapport topics decided in advance — don’t default to just asking how their weekend was!
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Employee’s Prep For
1:1s With Owner

WAM Prep File

File Edit View Insert Format Data Tools Help
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Leadership Conference

Prep Email

Colin Bowman <colin@cultivateadvisors.com> @ 8:34 AM (0 minutes ago) Yy 4
tome v

Leadership Team Meeting
Hope everyone had a great 4th and looking forward to getting the group together next week for our 2nd Leadership Conference of 2021!

The Purpose, Outcomes, and Agenda for this meeting can be viewed in this document below: Leadership Team Meeting

The Preparation for this meeting is as follows:

- Review your Q2 Goals from this Attached Spreadsheet (2nd Tab) - come ready to discuss how you did on your objective.

- On the first tab of the document, fill out the most important goal you have by the end of Q3, the most important problem you have to solve by the end of Q3,
and any support you'll need from the group on these initiatives.

- Read the attached Carter Racing case study and come ready to justify your answer to the question: Should they race?

Other than that, simply bring your best energy and focus to help us collectively get the most out of our time together!

Best,

Colin Bowman | Partner, Business Advisor
206.819.3796
https://www.linkedin.com/in/
Cultivate Advisors

Would you, or someone you know make a great Business Advisor?

Wa'ra Innkino tn add mare talonted advieare tn anr team Taarn how ta annlv
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Leadership Conference Prep
Participant Prep
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Running a High
Impact Meeting
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Basic Outline - 1:1s

HOUSEKEEPING &

CHECK-IN OUTCOMES ADMIN ITEMS GOAL REVIEW
NEW GOALS &
THEIR YOUR
PROBLEM ACTION PLAN &
SOLVING TO GET DISCUSSION DISCUSSION TAKEAWAYS
THERE TOPICS TOPICS
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Basic Outline - Team Meetings

0-0-0:0)

POAD MEANINGFUL SHOUTOUTS STATE OF THE STATE
CHECK-IN OR KEY UPDATES

TOPICS SUMMARIZE END WITH A
» sroverrosiemsomen - MEETING & ACTION CHARGE
: g_IF_I"_'SE(RRSEQUEST FOR INPUT) pLAN
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—— o -
Basic Outline - Employee

Review/Development Meetings

13243447

POAD EXPECTATIONS REVIEW THEIR PREP & CAREER BIGGEST DRIVERS
UNPACK IT WITH THEM GOALS & RESTRAINTS
WORKING ACTION PLAN & REVIEW END WITH SINCERE
RELATIONSHIP 90-DAY MEETING “THANK YOU"

WITH YOU BENCHMARKS SET Cultivate Advisors-



Basic Outline - Leadership Retreats

BUILDING THE FUTURE
OF THE COMPANY

(VISION, MACRO GOALS, KPI'S, INITIATIVES,
INITIATIVE IMPLEMENTATION)

POAD

2-3 IMPORTANT DECISIONS

MADE FOR NEXT YEAR

(CORE VALUES, TECHNOLOGY CHANGE,
MACRO STRATEGY, ETC...)

TEAM BUILDING CHECK-IN

DO SOMETHING FUN &

ENRICHING WITH THE TEAM
(33% BUSINESS & 66% FUN/RELATIONSHIPS)

STATE OF THE UNION

* This could be a multi-day thing!
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Ways To Keep It High Impact/On The Rails

o
©

SET GREAT REDIRECT THE
EXPECTATIONS UP CONVERSATION
FRONT
e, High Impact / |
\/ SWITCH VOICES On the Rails USE THE “2-MINUTE” u
OFTEN RULE
e] |
\_/ ASSIGN A USE PARKING LOT u
NOTETAKER OR METHOD
TIMEKEEPER
USE PROMPTS OR BREAKOUT Cultivate Advisors*

ROOMS TO KEEP IT FRESH



Increasing Engagement
In Meetings
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S -
Cool Random Things That Actually Work

Do unorthodox check-ins
Start with shoutouts
In general, talk less, give the spotlight to your team
o Best practices shared through them, not you
o Assign roles/Keep to them
Use compelling visuals/data interesting to the group

Give tools/resources in the meeting
Standing O

Do unorthodox meeting wraps

5 Minutes of Silence

How Hap Klopp ends Leadership Retreats
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Cool Random Things That
Actually Work

Do
Unorthodox

Check-Ins




Cool Random Things That
Actually Work

Start With

Shoutouts




Cool Random Things That
Actually Work

Talk Less &
Spotlight

Your Team




Cool Random Things That
Actually Work

Use
Compelling
Visuals & Data
Interesting to

the Group




Cool Random Things That
Actually Work

Give Tools &
Resources in

the Meeting




Cool Random Things That
Actually Work

Standing




Cool Random Things That
Actually Work

Do
Unorthodox

Meeting
Wraps




Cool Random Things That
Actually Work

5-Minutes

of Silence




Cool Random Things That
Actually Work

How Hap
Klopp Ends
Leadership

Retreats




S -
Cool Random Things That Actually Work

Do unorthodox check-ins (examples)
Start with shoutouts
In general, talk less, give the spotlight to your team
o Best practices shared through them, not you
o Assign roles/Keep to them (help them prep if needed)
Use compelling visuals/data interesting to the group

Give tools/resources in the meeting

Standing O

Do unorthodox meeting wraps (end with a quote?)
5 Minutes of Silence

How Hap Klopp ends Leadership Retreats
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Make Your People
Better at Meetings

) ()
® o
Help Them Observe Them Duplicate Yourself
Help them build their structures Observe them running Duplicate yourself running your
& build them with them meetings and coach them current meetings in 6-12 months
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Additional Reading

Meetings Suck - Cameron Herold

Bad Meetings Happen to Good People - Leigh Espy

Traction - Gino Wickman
High Output Management - Andy Grove
Death by Meeting - Patrick Lencioni

The Art of Gathering - Priya Parker
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MEETING PLANNING WORKSHEET

Use this worksheet to plan your next meeting.

Name of meeting: Date:
Purpose:

Outcomes:

Participants:

Meeting Type

OPerformance O Data Transfer [ Skill & Education
[ Creative Collaboration [JDecision Based

Type of Decision
[Leadership Decision ~ [JMasses Decision [ Unanimous Decision

Participation Prep
List the items the participants need to complete prior to the meeting to ensure the time-lines and outcomes of the meeting will be hit.

Emotional Tone

Meeting Chair

Participants

Proposed Agenda
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e Planning a

Meeting
TAKEAWAYS * Running a
Share two things you never High Impact

want to forget in the chat!

Meeting

e Increasing
E n g d g (2 m&ﬂtAdvisors*“‘




