How to Have an Impact in Meetings

COURSE WORKBOOK
Welcome to your Complete Course Practical Next Steps Kit.
This workbook outlines the key ideas from each video, as well as additional info, useful
tips and research. Most importantly, it provides you with questions for self-reflection and
calls to action to make the videos come alive for you and help you make lasting change.

“You will never change your life until YOU change something.”
John. C. Maxwell
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Impact in meetings

Video
Video 11 —
— The
The different
different types
types of
of impact
impact
Key to what type of impact you make – how you’re perceived by others – is determined by
what you think and feel about yourself.
While there are a number of skills you need to ensure you make an impact in meetings (and
we’ll cover these in later videos), if you go into meetings with the wrong mindset and beliefs,
then these skills will be ineffective – it will be, as President Obama once said, like putting
lipstick on a pig.
There are three ways you can make an impact in meetings.

What I think and feel about myself

Others’ perceptions

No
impact

‣ I’m unsure of myself - I’m not sure what to say
‣ I want to please others
‣ They are so much more important/impressive than me

‣ Not worth listening to
‣ Ineffective
‣ Lacking confidence

Arrogant
&
negative

‣ I need to show how much I know and who’s boss
‣ I’m right
‣ Attack is the best form of defence

‣ Loud
‣ Aggressive
‣ Doesn’t listen

Positive
presence

‣ Everyone is equal
‣ I know what I’m doing, so it will all work out
‣ My purpose drives what I’m doing - if that means others
disagree then so be it

‣ Respect
‣ Worth listening to
‣ Comfortable

To have a positive impact in meetings, you need to develop six key areas (including getting
into the right mindset), which we’ll be covering in the following videos:
1.
2.
3.
4.
5.
6.

Be prepared, clarify your outcomes & get into the right mindset
Listen to others & build on their ideas
Ask insightful questions
Deal with interruptions effectively
Use your body language effectively
Be passionate – have a purpose

Video1 — The different types of impact
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ACTION STEPS
What are your objectives for this course:
• What do you want to achieve?
• How will you know you’ve made progress?
‣ What will you be doing differently?
‣ What will you see, feel or hear that will let you know that you’ve achieved that
outcome?
‣ What will others see, feel or hear that will show you’ve changed?
• What will stop you achieving your outcome?
• What can you do to overcome that?
Use the space below or get yourself a journal for your notes.

Video1 — The different types of impact
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Video
preparation
Video 22 —
— Pre-meeting
Pre-meeting preparation
To make an impact you need to get into the right mindset and you need to have outcomes.
But a lot of people don’t ask this basic question:
‣ Why has the meeting been called?
We lump meetings together as simply a get-together of colleagues to talk something through.
But to make an impact you need to prepare, and you can’t prepare if you don’t know what
the meeting is trying to achieve. There are four main reasons why meetings are called:
1. Communication – receiving feedback, providing updates & reviewing reports
2. Decision-making – getting commitment
3. Ideas generation – brainstorming
4. Blame-storming – finding, naming & shaming victims
Once you know what the reason for the meeting is, ask yourself:
‣ Why am I invited?
Just check – do I really need to be there? A lot of my clients have issues with time
management and go from one meeting to the next. And yet, without fail, when I sit down with
them and analyse which meetings they really need to be in, they invariably remove at least
one or two monthly or weekly meetings from their calendars.
Think about it – sitting in the corner not saying anything (because you don’t really need to be
there) could actually be perceived by others as worse than not attending in the first place. So
be ruthless – only attend meetings where you’ll add real value.
While you don’t want to be in meetings adding no value, there might be times to ask:
‣ “Why am I not invited?”
The key is to make sure you’re attending the right meetings that are aligned with your job, but
just as crucially, personal career goals.

Top TIP
Part of the pre-meeting prep should also be to find out who else is going to be
attending – sounds obvious, but you’d be surprised how many people say a
meeting didn’t go to plan because the right people weren’t there, or someone
turned up they weren’t expecting and it threw them.
Video 2 — Pre-meeting preparation
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THE IMPORTANCE OF HAVING A CLEAR OUTCOME
A lot of people turn up to meetings without a clear agenda – without knowing why they’re
there and, crucially, what they want to get out of the meeting. When you go in to a meeting,
set yourself the task of coming away with some outcomes. Ask yourself:
1. What would be an excellent outcome from this meeting?
2. What would be the bare minimum I need from this meeting?

Why has the meeting been called?
If unsure — or you think there’s a hidden agenda — find out

Communication
Giving and receiving
feedback, updates,
reviewing reports

Decision making

Ideas-generation

Blame-storming

Getting commitment
by influencing others

Brainstorming to
come up with ideas

Finding naming and
shaming victims

Why have I been invited?
Or not invited

What outcomes do I want?
How will this meeting support my purpose?

Once you know the reason for a meeting and why you’re invited, and you’ve identified your
ideal and minimum outcomes, now you can get into the right mindset.

WHY DO YOU NEED TO GET INTO THE RIGHT MINDSET?
The very best leaders are those who can really flex their communication and their messages.
I talk to my clients about the importance of having a full set of golf clubs. A lot of people go
into work with a very limited set – a driver and a putter. But the best leaders are those who
can adjust to what’s in front of them – they can get into the mindset and adjust their style
according to the terrain and obstacles they face.
Video 2 — Pre-meeting preparation

6 of 29

Impact in meetings

How to prepare and get into the right mindset for each of the four meeting types:
1. Communication meeting
The preparation for this is:
‣ What info do I need to bring?
‣ How does the key decision-maker like info presented?
‣ What extra info might impress?
Have a think about how people in the room want the info presented to them. If you’re going
to a meeting in which you suspect there are lots of different personality types, then decide
who is the key decision maker here. Then look at how this person communicates and how
that person will best respond:
‣ Does he or she like detail or prefer a topline summary with visuals.
‣ Do they like getting info before the meeting so they can come prepared?
The mindset;
As for the mindset you need to get into, it might be: “I want to come across as a safe pair
hands.” So think about what image that will take – if you want to come across as reliable and
hard working, make sure you arrive at the meeting earlier, and maybe volunteer for any action
points you feel you can deliver. Obviously, if you want to come across as a safe pair of hands,
don’t put your hand up and undertaken a task you might struggle to deliver.
2. Decision-making
The preparation for this is:
If you’re in the position of trying to get people to buy into your goals then the prep will be to
think about getting buy-in from the key stakeholders before – not during – the meeting.
Most people come to meetings with a fairly clear idea of what decision they’re going to
support, and unless you’re a fabulously influential talker and can win people around face-toface with guile and charm, you won’t succeed. Like selling anything, you need to understand
what your key stakeholders motivations are and most importantly, what issue or problem
they’re facing and how your preferred solution will solve it for them in a way that will be most
appealing to them.
If you’re attending a meeting in which you’re not driving the agenda, but are being asked to
come on board with a decision, then you need to think about what the likely consensus is
going to be from those attending the meeting, and if it’s not going to be the outcome you
want, have your objections lined up and ready. And think about the short and long-term
consequences for you, for your team and for the organisation.

Video 2 — Pre-meeting preparation
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The mindset;
The mindset that’s required for a decision-making meeting is one of understanding and
flexibility: you need to understand the issues in the room, and you need to be flexible in your
communication style to get your message across effectively. Influencing others involves
adapting your style to their personality type and way of thinking.
3. Idea-generation meeting
Let’s start with the coat-hanger creative thinking exercise — see Action Steps below…

ACTION STEPS
‣ Think about how the humble coat hanger can used
‣ Come up with as many different uses as possible in two minutes:

Video 2 — Pre-meeting preparation
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To come up with ideas and to be a creative problem solver, there’s one thing you need to be
able to do and that is to put aside all your assumptions.
To think creatively, you need to keep three things in mind:
1. Normal thinking creates normal results. Creativity is about moving away from the norm
and your assumptions.
2. Knowledge and experience come from the past, so it’s safe. It’s also out of date, so it’s
the opposite of originality.
3. Creativity requires risk taking. Trying to do anything new might fail or make you look
stupid, so it’s a risk – but remember what people said about Amazon when it first
launched in 1994!
So, try the exercise again.
‣ You have another two minutes to see how many ideas you can come up with for the use
of the coat hanger…

Video 2 — Pre-meeting preparation
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The trick for this coat-hanger exercise is to remove your assumptions:
‣
‣
‣
‣

Coat-hangers need not be used for purely practical purposes.
They can be made from different materials.
They can be bent out of shape, welded together.
In fact, there are endless uses.

The heart of creative thinking is the ability to put aside assumptions we have about the way
things work, and think about possibilities, which is divergent thinking. In fact, the essence of
creativity is not the ability to draw or paint, as many people who come to our creative
problem-solving workshops believe, but to think beyond our assumptions about how things
are and to put aside expectations.
So, if you’re going into a idea-generation meeting and you want to make an impact:
‣ Put aside your assumptions
‣ Keep an open mind
‣ Be prepared to take a risk
The mindset
For this type of meeting, the mindset might be: “I encourage collaborative creativity and
thinking”.
4. Blame-storming meeting
The preparation for this is:
This is where there’s a witch hunt when something’s gone wrong and people are out to find,
name and shame victims. Now, if you suspect the meeting is about this, there are some key
things to do to prepare:
‣ Act before the meeting – go and speak to key people to find out what’s gone wrong and
why. And if you need to take a dressing down, get it done on your terms in private – you
don’t want a public dressing down that might damage your reputation.
‣ In the meeting itself, take responsibility for what was your responsibility – but only what
you were responsible for – and define safeguards you’ve already put in place to stop it
happening again.
So identify the problem, find a solution and take preventative action for the future.
The mindset
The mindset might be: “I’m prepared to own and learn from my mistakes.”

Video 2 — Pre-meeting preparation
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Here’s a summary of how to prepare for meetings, so you can have the impact you want:

Communication
Giving and receiving
feedback, updates,
reviewing reports

Decision making

Ideas-generation

Blame-storming

Getting commitment
by influencing others

Brainstorming to
come up with ideas

Finding naming and
shaming victims

Preparation

What
information do you
need and what extra
information might
impress?

Get buy-in from key
stakeholders.
What objections
might come up?

Come prepared with
ideas and ready to
build on other’s
ideas.

Identify the
problem. Focus on a
solution.Take
preventative action
for next time.

Mindset

e.g. “I’m a safe pair
of hands."

e.g. “I have effective
influencing skills.”

e.g. “I encourage
collaborative
creativity.”

e.g. “I am prepared
to own and learn
from my mistakes.”

Why
meeting
called

ACTION STEPS
Part 1 — Pre-meeting planning
Think now about the next meeting you are going to go:
1. Why has the meeting been called, and what kind of meeting is it?

2. Why am I invited?

Video 2 — Pre-meeting preparation
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3. What preparation do I need to do?

4. What mindset do I need to get into?

Part 2 — Pre-meeting rehearsal exercise
To really get yourself in the right mindset for your meeting, use this neat pre-meeting mental
rehearsal. It’s a visualisation that sports people use.
1. Make a picture of yourself in the third-person performing well in the meeting. Notice
how positively people are reacting to the impact you are having in that meeting.
2. Now step into the picture and from the first-person perspective — feel what it’s like to
be having the impact you want; hear what people are saying; and see how positively
they’re responding to you.

Video 2 — Pre-meeting preparation
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Video
Video 33 —
— Impact
Impact is
is golden!
golden!
In meetings people often think it’s what they say that makes the impact. Consequently, many
meetings can seem like a collection of people waiting their turn – or interrupting others – to
make their point.
They think speaking adds value, but often it simply serves to prolong a meeting. No-one is
really listening or building on each other – in fact, an email would have done just as well.

Interesting fact:
Studies have shown that team leaders – or those with a sense of power and
overconfidence – talk more, give more directives and interrupt more. As a result, they
fail to listen and to learn from others, leading to negative consequences for team
performance.

In meetings, indeed in all social interactions, in order to get their views validated, people will
start to ignore those who don’t listen and seek out those that do. So, the very act of listening
can help you be impactful.
By carefully listening then responding to, and building on others ideas, you can make a
positive impact.
Active listening is so rare that when you do truly listen, it sets you apart.

KEY IDEAS
‣ Don’t make the mistake of thinking that talking all the time means you’re making an
impact.
‣ Don’t interrupt, but listen to others and build on their ideas.

“When you talk, you are only repeating what you already know, but if you listen, you may
learn something new.” Dalai Lama

Video 3 — Impact is golden!
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ACTION STEPS
In the next meeting you go to, listen – without interrupting – to others’ opinions. If you’ve the
urge to interrupt because you think you’ll forget something, write down your point and, when
there’s a break, come back to it.
When you do hear an opinion, suggestion or idea that you like then acknowledge and build
on it.
Try using the concept: “What I like about your idea is… and I would also…”
Make a note of how others’ responded.

Video 3 — Impact is golden!
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Video 44 —
— The
The power
power of
of questions
questions
Video
People get themselves wound up by this idea that they need to say something that adds
huge value, or put across an important view or opinion in order to impress and have a big
impact. But you don’t – just say what you have to say. Less is often more – so listen first,
build on what’s been said and then make your point concisely.
If you find it hard to say anything in a meeting, then you can start by simply agreeing with or
supporting what someone else has said.

Top TIP - When you’re ready to speak
Here’s a little tip that will signal to others your intention to speak:
1. First lean forward
2. Then raise your head
3. Then show your hands, palms open

If you don’t feel comfortable saying anything, then very often a really impactful intervention is
to get people to adjust their thinking and to notice you by asking a series of questions.

TOP MEETING QUESTIONS

Video 4 — The power of questions
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1. Purpose check question
It shows you care about making the meeting purposeful and that it’s not going to waste
everyone’s time.
2. Pivot questions
We’ve all been in a meeting and people are waffling on, so bringing people back to the
agenda can reflect well on you by showing you’re valuing others time.
3. Summary check
Simply summarise what you’ve heard.
4. The close with action
Very often people walk away from meetings and no real action points have been agreed, so if
you can help make the meeting more action-orientated, that will leave a good-impression.

5. The Impact Question
In sales, and the same applies to making an impact in meetings, the most ‘value’ you can
add is to get your audience thinking about issues they’ve not considered.
To do this, ask ‘Impact questions’ – these make people think deeper than other forms of
questions. They make your audience think, analyse or elicit emotion.
These are great questions to get people to think beyond their agenda. If possible, you want
to get your audience to think, or to analyse something they hadn’t thought of or to elicit an
emotion, which will move things forward.

Video 4 — The power of questions
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TENTATIVE LANGUAGE TO AVOID
There are certain ways of starting a sentence and certain phrases that can subconsciously
invite others to interrupt. They say to others that you sound unsure of yourself or that what
you’re saying isn’t that important.
So, do NOT say any of the following phrases:
‣ ‘I’d just like to say…’
‣ ‘I might be wrong, but…’
‣ ‘This may sound stupid…’
‣ ‘I was just wondering…’
‣ ‘I’m not sure if this is right, but,’
‣ ‘In my opinion…’
‣ ‘If it's alright with you…’
And don’t finish off a sentence with a comment that invites others to dismiss what you just
said. So do NOT say things like:
‣ ‘…do you think that would be a good idea?
‣ ‘….if that’s OK with you?’
‣ ‘…that’s right, isn’t it?’

ACTION STEPS

Video 4 — The power of questions
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Video
Dealingwith
withinterruptions
interruptions
Video 5
5—
— Dealing
WHY DO PEOPLE INTERRUPT?
People tend to dominate conversations and interrupt when they feel they’ve greater status or
power than others in the room – or when they want to signal power to others. So,
interruptions happen, especially from those who are more senior to you.

HOW TO DEAL WITH INTERRUPTIONS
Interruptions can be very annoying, to say the least. Here are some tips on how to deal with
interruptions:

If interrupted, look the other person in the eye then state firmly but politely that you want to
finish – it might sounds like this…
Is this fails, look to the meeting chair-person and signal you’re unhappy and they should
come to your aid.

DON’T GET INTERRUPTED IN THE FIRST PLACE — PRE-EMPT THE
INTERRUPTER
People often interrupt because they’re unsure when you’ll stop talking. The following, for
instance, does not tell the listener what to expect…

Video 4 — Dealing with interruptions
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Instead, explain how your remarks will be structured & provide an upper time limit to your
remarks. Don’t simply jump in with your ideas, but tell people how many points you want
make, and how long this will take.

This sets expectations – a kind of social contract — and this often stops people interrupting
before you’ve finished since they’ll be breaking the ‘contract’.

HOW TO DISAGREE WITH OTHERS
A real challenge we face is when we disagree with someone else’s opinion. Often people try
to make someone wrong or talk over someone.
But there is a good process for disagreeing with someone else:

Make sure you understand their point-of-view

If you can, build on a part of what they’ve said

If you can, agree with a part of what they’ve said

Don’t make the other person wrong
Just present a different perspective

Video 4 — Dealing with interruptions
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So, an example might be:

WHEN IT’S OK TO INTERRUPT
Interrupting to get clarity is OK, but make sure you ask a clear question and allow the
speaker to regain the floor.
Interrupting to tell someone they are going off radar can be risky – the person you’re
interrupting wouldn’t take it too kindly unless you frame it well. Try:

Interesting fact
‘Manterrupting’ — A study showed that when men were talking with women in the
workplace they interrupted 33% more often than when talking with men. It’s thought that
when men talk they’re looking to gain status and power, (while women are seeking to
gain connection), so it could be that some men feel threatened when woman are in the
spotlight and talking in meetings.

Video 4 — Dealing with interruptions
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ACTION STEPS
In the next meeting you attend:
‣ Make a mental note of the number of times people interrupt one another – you’d be
surprised how many times it happens.
‣ Also think about whether the interruption was adding value – in other words, did the
interruption move the conversation on towards the meeting’s outcomes?
And when you feel the urge to interrupt, ask yourself:
1. Is this moving the conversation on towards the outcome?
2. What value am I adding? Value could mean helping others voice their opinions. It could
mean supporting others. Think strategically about the needs of the people in the room –
not just your needs since relationship building is key in any modern workplace.

Video 4 — Dealing with interruptions
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Video
Video 66 —
— Physical
Physical presence
presence
WHERE YOU SIT
Often people don’t consider where they sit in a room. But this matters.
‣ In a one-to-one meeting, if possible, try to sit next to the person not across the table
from them as the table creates a barrier, whereas when you sit next to someone we can
read each other’s body language.
‣ In group meetings, make sure you have direct eye contact with the ‘chair’ (the
chairperson leading the meeting). If there’s an oblong-shaped table try to sit somewhere
where you can see the chair, though sitting directly opposite the chair is the most
confrontational position.

YOUR POSTURE
Your posture is also very important:
‣ Sit up straight and lean in.
‣ Make eye contact, nod & take notes.
‣ Mirroring — This is where you reflect someone else’s posture with your own, and it’s
especially helpful in one-to-one meetings to create greater rapport.
‣ Don’t look down — Neuroscience has shown that looking up puts you in a much more
positive frame of mind than looking down. It also tells others that your paying attention
and are engaged.

YOUR BODY LANGUAGE
There is body language to avoid:
‣ Don’t fiddle with anything like a pen or your hair — In fact, the basic rule is to keep your
hands off yourself altogether. Research by psychologists show that when you play with
your hair in a workplace situation, people estimate your IQ as lower by a few points. If
you feel tense, concentrate on your breathing instead.
‣ Don’t wag your leg or knees — Wagging your foot or knees suggests impatience, as
does fidgeting.
‣ Don’t cross your arms — Crossing your arms is a classic defensive stance.
‣ Don’t touch your ears — Touching the ear suggests dishonesty and too much touching
of the face says ‘I’m nervous’.
‣ Don’t look at your watch, phone or laptop — Looking down or away, or worst of all, at
your watch / studying your phone, says: “You’re not interesting”. Put away your phone
and laptop in meetings.

Video 6 — Physical presence
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This might all seem like common sense — but I’ve found that common sense is not common
practice!

HOW WE USE OUR HANDS
Think about Obama and Simon Cowell. What do they both have in common? Well, they both
use their hands in a similar way. Calm, slow, smooth, deliberate movements… as if they’re
moving through water. These movements suggest that the talker is both in control of
themselves and confident in what they’re saying.
Ex-British Prime Minister, Tony Blair, was an absolute master of body language, especially
hand gestures. Psychologist have deciphered what he is trying to say with his hands.

“This is how I see it, and “I’ve full
conviction of what I’m saying.”

“I appeal to you as your
leader.”

I’m dominant” and with hands gesturing
towards me “Come with me.”

“Its my stance. “This way is
the most inspiring route you
can take.” so follow me!”

The so-called downward
chop. “Don’t mess with
me!”

He also uses what’s called the “power pause” – so you wait until everyone’s stopped
speaking, pause then speak.

Video 6 — Physical presence
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ACTION STEPS
Practice these hand movements in the mirror. And list out below the body language that
you’re guilty of that you need to avoid:

Video 6 — Physical presence
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Video
strengths
Video 77 —
— Your
Presence,
passion & purpose
Presence really comes from passion, and passion comes from having a purpose. Yet, very
few people can clearly identity their purpose at work, and it’s not easy.
A lot of people go to work to get money, and that’s fine, it’s important. But if you want to
make an impact, you need to speak passionately at times about the things you truly care
about – that are driven by your intrinsic values. And we all know when we hear people talk
about things they are devoted to – they seem to light up, to burst with energy.
One thing you must do is to think about your purpose, and your purpose at work – why
you’re turning up to work each day. This is the foundation-stone for making an impact — not
just in meetings, but at work in general.
Once you have a clear purpose, this will help you know what you want to get out of
meetings. This allows you to get into the right frame of mind to make an impact.

“Clarify your purpose. What’s the why behind everything you do? When we know this in life
it’s very empowering and the path is clear.”
Jack Cranfield

ACTION STEPS
‣ What is your purpose?
Your purpose will be tied to your personal values. When you know your personal values, you
will get clarify on your purpose. So think about these questions:
‣ What are you truly passionate about? It could be anything from flying a kite to DIY. What
values are present?
‣ What really upsets or angers you? What values are being trodden on?
‣ What simple pleasures do you enjoy? What value is honoured by these pleasures?
‣ What activities get you into flow – in the zone, where you think of nothing but the task at
hand? What values were present?

Video 7 — Presence, passion and purpose
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Video 7 — Presence, passion and purpose
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HOW TO DEMONSTRATE YOUR PASSION
Here are some tips on how you can take demonstrate your passion and purpose, including
how you start and end your meeting, as well as how you speak.
Arrive early
‣ Arriving early makes a good impression, It shows people how serious you are, but it will
also allow you the chance to have a quick word with others, to ask questions and build
relationships before the meeting begins.
Speak with a smile & with energy
‣ Smile! Smiling tells others to be comfortable, to relax, and when they do, you will too. It’s
also contagious and can really help win people over to your way of thinking.
‣ To express you care and get people on side, be energetic: gesticulate with your hands,
and vary the tone and pace of your voice.
Speak louder & more slowly than you feel comfortable with
‣ When we’re nervous, it’s common to speak too quickly and too softly. But the last thing
you want is to make some comment and have it ignored completely.
‣ Speak more loudly and more slowly than you feel comfortable with. If it feels too loud or
too slow then that’s probably about right.
‣ You can practice in the mirror – or record yourself.
Make a good exit
‣ At the end of the meeting, make sure you make a good exit. You might feel like sighing
with relief and dashing for the door, but just as you entered in a controlled fashion, leave
the meeting with similar poise.
‣ Thanking people for their time or contribution is a really good habit to get into.

Interesting fact
The ‘recency effect’ is an important psychological bias, which suggests that in interactions
and when learning, so this applies to meetings, people remember best the last things — as
well as the first things, which is the ‘primacy effect’. So we should look to not only start a
meeting well, but finish strongly too.

Video 7 — Presence, passion and purpose
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ACTION STEPS
Let’s review the whole course.
Go back through your notes and actions steps and decide what are the one or two things
you commit to doing that will make a difference for you.

This course has looked at giving you the skills and the mindset to start having a greater
impact in meetings. You can also take a look at our ‘How to Have Unbreakable Confidence’
course, which will help you develop even greater impact in meetings.

Video 7 — Presence, passion and purpose
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Further learning
Further learning

Reading list

Related videos
How to Have Unbreakable Confidence
How to Deal with Difficult People & Conflict
How to Manage your Nightmare Boss

If you want more personalised input, contact us to work with one of our highly qualified and
experienced executive coaches. peter@lequin.co.uk.
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