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LEADERSHIP & MANAGEMENT
Meeting Effectiveness Assessment Tool
Workshops & Team Development  |  White Cube Consulting


	COMPLETED BY
	[Name - Individual / Team Leader / Facilitator]

	TEAM / GROUP
	[Team or Meeting Group Name]

	MEETING TYPE ASSESSED
	[e.g. Weekly team meeting / Project standup / Leadership team / One-to-one / All-hands]

	ASSESSMENT DATE
	[Date]

	ASSESSMENT MODE
	☐ Individual self-assessment   
☐ Collective team assessment   
☐ Facilitated workshop exercise



About this tool
This tool helps individuals, teams and leaders assess the effectiveness of their meetings - systematically, honestly and with enough depth to understand not just how meetings feel, but why they work or fail the way they do.
The assessment covers six dimensions of meeting effectiveness: Purpose and Preparation; Participation and Inclusion; Focus and Structure; Decision-Making; Outcomes and Follow-Through; and Culture and Relationships. Each dimension includes a rated self-assessment, a score interpretation guide and practical guidance for improvement.
The tool can be completed individually (useful for a manager or facilitator reviewing their own practice) or collectively as a team (more valuable for understanding shared patterns and agreeing shared commitments to change). In a team setting, discuss the ratings openly - the conversation itself is often more valuable than the scores.
SECTION 01
Before You Rate: The Meeting Audit

Before assessing effectiveness, take a clear-eyed look at the meetings themselves. Many organisations run more meetings than they need, at the wrong frequency, with the wrong people. The most powerful meeting improvement intervention is often simply running fewer of them.


▪ The Meeting Inventory
List the recurring meetings you attend or chair. 
Be honest about whether each one should exist in its current form.
	MEETING NAME 
/ PURPOSE
	FREQUENCY
	DURATION
	ATTENDEES (#)
	VERDICT


	 
	 
	 
	 
	☐ Keep
☐ Reduce
☐ Redesign
☐ Eliminate

	 
	 
	 
	 
	☐ Keep
☐ Reduce
☐ Redesign
☐ Eliminate

	 
	 
	 
	 
	☐ Keep
☐ Reduce
☐ Redesign
☐ Eliminate 

	 
	 
	 
	 
	☐ Keep
☐ Reduce
☐ Redesign
☐ Eliminate


▪ Cost of Meetings Calculator
	NUMBER OF ATTENDEES
	AVERAGE HOURLY COST
	DURATION IN HOURS
	ESTIMATED MEETING COST: AXBXC

	 
	 
	 
	 

	 
	 
	 
	 

	
	
	
	

	 
	 
	 
	 


 
A useful test for any meeting: if this meeting were cancelled tomorrow, what would genuinely be worse? If the honest answer is "not much", that tells you something important.


SECTION 02
The Six-Dimension Assessment

Rate the following statements on a scale of 1 (Strongly Disagree) to 5 (Strongly Agree), based on your honest experience of the meetings being assessed. In a team setting, rate independently before discussing - do not anchor to others' scores.
	D1
Purpose & Prep
	D2
Participation & Inclusion
	D3
Focus & Structure
	D4
Decision- Making
	D5
Outcomes & Follow-Through
	D6
Culture & Relationships


▪ D1 - Purpose and Preparation
The most common reason meetings fail is that they should not have been meetings at all, or that attendees were not prepared. This dimension assesses whether meetings are purposeful and well-prepared before the first word is spoken.
	STATEMENT
	1
STRONGLY DISAGREE
	2
DISAGREE
	3
NEITHER
	4
AGREE
	5
STRONGLY AGREE

	Meetings I attend have a clear stated purpose that goes beyond "catch-up" or "check-in". The purpose is specific enough to tell you whether the meeting succeeded
	☐	☐	☐	☐	☐
	Agendas are shared in advance with enough notice to prepare meaningfully. At least 24 hours - ideally longer for complex discussions
	☐	☐	☐	☐	☐
	Agendas reflect the actual priorities - not just standing items carried over by habit. Attendees actively shape agenda items rather than passively receiving them
	☐	☐	☐	☐	☐
	Attendees arrive having read pre-reads, reviewed data or prepared their views. Preparation is expected and happens - not just nominally requested
	☐	☐	☐	☐	☐
	The right people are in the room - everyone present needs to be there. No "invitation by courtesy" - attendees are either decision-makers or essential contributors
	☐	☐	☐	☐	☐
	Meeting length is appropriate to the agenda - meetings do not run long because the time was booked. There is no unspoken norm that "45 minutes always becomes an hour"
	☐	☐	☐	☐	☐

D1 Section Score: _____ / 30     
Priority observations:


▪ D2 - Participation and Inclusion
A meeting where two people dominate and eight sit silent is not a meeting - it is a performance. This dimension assesses whether all voices are genuinely heard and valued.
	STATEMENT
	1
STRONGLY DISAGREE
	2
DISAGREE
	3
NEITHER
	4
AGREE
	5
STRONGLY AGREE

	All attendees contribute meaningfully - participation is not dominated by one or two voices. Quieter team members are actively included, not just present
	☐	☐	☐	☐	☐
	The chair or facilitator actively creates space for different perspectives. Including those who would not naturally push to be heard
	☐	☐	☐	☐	☐
	People feel psychologically safe to disagree, challenge or raise concerns. Dissent is welcomed - not just tolerated when it stays polite
	☐	☐	☐	☐	☐
	Online and hybrid participants are as genuinely included as in-person attendees. Remote participants are not an afterthought
	☐	☐	☐	☐	☐
	Interruption, dismissal or talking over others is not a pattern in these meetings. Meeting culture matches the organisation's stated values around respect
	☐	☐	☐	☐	☐
	The most senior person in the room does not set the tone before others have a chance to contribute. HiPPO effect (Highest Paid Person's Opinion) is actively managed
	☐	☐	☐	☐	☐

D2 Section Score: _____ / 30     

Priority observations:


▪ D3 - Focus and Structure
A meeting that wanders is a meeting that wastes. Structure is not bureaucracy - it is respect for everyone's time. This dimension assesses whether meetings stay on track and use time well.
	STATEMENT
	1
STRONGLY DISAGREE
	2
DISAGREE
	3
NEITHER
	4
AGREE
	5
STRONGLY AGREE

	Meetings start on time - consistently. Late starts are the norm in some teams and this matters more than it seems
	☐	☐	☐	☐	☐
	Meetings finish on time - or early. The length was right for the agenda, not for the calendar slot booked
	☐	☐	☐	☐	☐
	The meeting stays on topic - tangents and off-agenda discussions are managed. There is a mechanism for "parking" important but off-topic points without losing them
	☐	☐	☐	☐	☐
	Time is allocated appropriately across agenda items - important items get more time. Discussion is not dominated by trivial items while significant decisions are rushed
	☐	☐	☐	☐	☐
	Technology works and is used well - presentations, screens and tools do not slow things down. Technical issues are not a recurring source of lost time
	☐	☐	☐	☐	☐
	There is a clear meeting format that participants understand and operate within. Whether formal or informal, people know what kind of meeting this is
	☐	☐	☐	☐	☐


D3 Section Score: _____ / 30     

Priority observations:


▪ D4 - Decision-Making
Meetings exist to make things happen - and most of what makes things happen is decisions. This dimension assesses whether decisions are made clearly, owned properly and not revisited without good reason.
	STATEMENT
	1
STRONGLY DISAGREE
	2
DISAGREE
	3
NEITHER
	4
AGREE
	5
STRONGLY AGREE

	It is clear at the start of each agenda item whether the purpose is to inform, discuss or decide. "Are we deciding this today?" is answered before the discussion begins
	☐	☐	☐	☐	☐
	Decisions are made - meetings do not end in vague consensus that unravels later. There is a clear moment of decision, not just an impression that everyone agreed
	☐	☐	☐	☐	☐
	The right person has authority to make the decisions being discussed. Decisions are not escalated unnecessarily or deferred because the decision-maker is absent
	☐	☐	☐	☐	☐
	Decisions are documented clearly - who decided what, and on what basis. Meeting notes capture decisions - not just discussions
	☐	☐	☐	☐	☐
	Decisions made in previous meetings are implemented - they are not routinely revisited. "We decided this last month" is not a regular occurrence
	☐	☐	☐	☐	☐
	Disagreement is surfaced and engaged with honestly - not smoothed over to avoid conflict. False consensus is more dangerous than honest disagreement
	☐	☐	☐	☐	☐

D4 Section Score: _____ / 30     

Priority observations:

▪ D5 - Outcomes and Follow-Through

A meeting with no clear outputs is a social event. This dimension assesses whether meetings produce meaningful outcomes - and whether those outcomes are followed through on. Meeting summaries and action logs may be supported by approved AI tools, subject to organisational policies regarding confidentiality and data protection.
	STATEMENT
	1
STRONGLY DISAGREE
	2
DISAGREE
	3
NEITHER
	4
AGREE
	5
STRONGLY AGREE

	Every meeting ends with a clear summary of decisions made, actions agreed and owners confirmed. Not "I think we all know what to do" - explicit, documented outputs
	☐	☐	☐	☐	☐
	Actions have named owners and specific deadlines - not "the team will look at this". "Who will do what by when" is always answered before leaving
	☐	☐	☐	☐	☐
	Meeting notes or summaries are circulated promptly - within 24 hours. The meeting is fresh when the record is written
	☐	☐	☐	☐	☐
	Actions from previous meetings are reviewed at the start of the next meeting. There is accountability for follow-through - it is not just hoped for
	☐	☐	☐	☐	☐
	The proportion of actions completed between meetings is high. Actions agreed are actions delivered
	☐	☐	☐	☐	☐
	Participants leave meetings knowing what is expected of them and by when. Nobody needs to send a clarifying email after the meeting to find out what they are supposed to do
	☐	☐	☐	☐	☐

D5 Section Score: _____ / 30     

Priority observations:



▪ D6 - Culture and Relationships
How a team meets is a mirror of how the team works. This dimension assesses the relational quality of meetings - the trust, respect and energy that either make a meeting worth attending or drain the life from a room.

	STATEMENT
	1
STRONGLY DISAGREE
	2
DISAGREE
	3
NEITHER
	4
AGREE
	5
STRONGLY AGREE

	Meetings feel worthwhile - people leave with a sense that the time was valuable. Not every meeting needs to be energising - but none should feel like a waste
	☐	☐	☐	☐	☐
	There is sufficient warmth and connection in meetings - it is not purely transactional. Brief human moments matter and are not sacrificed entirely to efficiency
	☐	☐	☐	☐	☐
	Conflicts and tensions are addressed - not avoided or allowed to fester beneath the surface. Unaddressed tension in a room costs more than the time needed to name it
	☐	☐	☐	☐	☐
	Feedback about how the meeting went is welcome and occasionally given. Teams occasionally ask "how did that feel - what should we do differently?"
	☐	☐	☐	☐	☐
	The meeting culture reflects the organisation's stated values around openness and respect. There is no gap between the values on the wall and the behaviour in the room
	☐	☐	☐	☐	☐
	People generally look forward to these meetings - or at least do not dread them. Engagement is genuine rather than compliance
	☐	☐	☐	☐	☐

D6 Section Score: _____ / 30     

Priority observations:




SECTION 03
Scoring and Interpretation

Transfer your section scores below and calculate your total. Then read the interpretation band and the diagnostic guidance for your lowest-scoring dimensions.
	DIMENSION
	WHAT IT MEASURES
	MAX
	YOUR SCORE

	D1
	Purpose and Preparation
	30
	

	D2
	Participation and Inclusion
	30
	

	D3
	Focus and Structure
	30
	

	D4
	Decision-Making
	30
	

	D5
	Outcomes and Follow-Through
	30
	

	D6
	Culture and Relationships
	30
	

	TOTAL
	
	180
	


▪ Score Interpretation
	145 - 180
	Highly Effective
	Meetings are well-run, purposeful and valued. Strong foundations in most or all dimensions. Focus on sustaining and refining.
→ Maintain standards. Use lowest dimension scores as a fine-tuning focus.

	110 - 144
	Broadly Effective
	Meetings work reasonably well overall, with identifiable pockets of ineffectiveness. Good foundations but clear improvement opportunities.
→ Prioritise the two or three lowest dimension scores. Targeted improvements will have significant impact.

	75 - 109
	Developing
	Mixed effectiveness - some dimensions work well, others are creating real drag on time, energy and output. Meetings are functional but not serving the team as well as they could.
→ Focus on dimensions scoring below 20. Use the diagnostic section to understand root causes.

	40 - 74
	Needs Significant Improvement
	Meetings are a consistent source of frustration and wasted time. Multiple dimensions show significant weakness. Structural change is needed, not just tweaks.
→ Hold a dedicated team conversation about meeting culture. Use the improvement planning section to agree specific commitments.

	Below 40
	Critical - Urgent Action Required
	Meetings are actively harmful to team performance, trust and morale. This is not a meeting problem - it is a team and leadership problem that meetings are reflecting.
→ Consider facilitated external support. This requires more than a new agenda template.


SECTION 04
Dimension Diagnostics

For each dimension that scored below 20 out of 30, use the diagnostic below to identify root causes and practical fixes. Focus on your two lowest-scoring dimensions first - trying to improve everything at once rarely works.
	🎯  D1 Low Score: Meetings lack clear purpose and attendees are unprepared

	Likely root causes:
-  No standard for what constitutes a "meeting-worthy" conversation - everything gets booked
-  Agendas circulated too late or not at all
-  Chair has not thought through what outcomes they need before the meeting
-  Standing items dominate and are rarely questioned
-  Preparation is requested but not expected - there are no consequences for arriving unprepared
	Practical fixes:
✔ Introduce a two-question meeting test: "What decision or output does this meeting need to produce?" and "Could this be a message, call or document instead?"
✔ Require agendas to be shared at least 24 hours in advance as a non-negotiable standard
✔ Allocate the last 5 minutes of every meeting to reviewing whether the standing items still serve the team
✔ Name preparation expectations explicitly in the invite - and enforce them by starting without a recap

	👥  D2 Low Score: Participation is imbalanced - some voices dominate, others go unheard

	Likely root causes:
-  Chair does not actively facilitate - allows the loudest voices to fill the space
-  Psychological safety is low - people do not feel safe disagreeing
-  HiPPO effect: senior people share their view first, closing down alternative perspectives
-  Hybrid or remote participants are structurally disadvantaged
-  Meeting culture rewards confidence over content
	Practical fixes:
✔ Chair goes round the table explicitly for significant agenda items: "Before we discuss - what does everyone think?"
✔ Senior leaders speak last on important issues
✔ Use structured techniques: round-robins, written input before verbal, "Disagree with me" prompts
✔ Treat hybrid participants as equal - camera on all, audio quality checked, explicit invitations to contribute
✔ Name the pattern directly: "I notice the same voices tend to lead here - let's deliberately draw in different perspectives"




	⏱  D3 Low Score: Meetings wander, run over and waste time

	Likely root causes:
-  No agenda, or agenda is too vague to manage time against
-  Chair does not manage the clock or intervene when discussions run long
-  Tangents are indulged rather than parked
-  Late starts are the cultural norm - nobody starts on time because nobody expects it
-  Meetings always fill the time allocated regardless of the agenda
	Practical fixes:
✔ Start on time - every time. Do not reward late arrival by waiting or recapping
✔ Put time allocations on agenda items so the chair and attendees have a shared reference point
✔ Create a visible "parking lot" for off-agenda items that are worth discussing later - not now
✔ Book meetings for 25 or 50 minutes rather than 30 or 60 - it creates a cultural signal about respecting time
✔ End early when the agenda is done. Do not fill the remaining time with conversation for its own sake

	❓  D4 Low Score: Decisions are unclear, ownership is diffuse or decisions are repeatedly revisited

	Likely root causes:
-  Meeting purpose is not stated - attendees do not know if they are deciding or discussing
-  The right decision-maker is not present
-  False consensus - agreement in the room that does not survive the meeting
-  No documentation of decisions - what was decided and who decided it
-  A culture of revisiting - previous decisions are routinely reopened without new information
	Practical fixes:
✔ State clearly at the start of each agenda item: "This is a decision item - by the end of this section, we need to have agreed X"
✔ Confirm decisions explicitly before moving on: "So we have agreed... [name the decision]. Is everyone clear on that?"
✔ Record every decision in the meeting notes with the decision-maker named
✔ Use RACI or equivalent to ensure the right person is in the room and their authority is clear
✔ When a previous decision is challenged without new information, name it: "This was decided last month - what has changed that would justify reopening it?"

	✅  D5 Low Score: Actions are not followed through - commitments made in meetings evaporate

	Likely root causes:
-  Actions are vague - "we will look at this" rather than "Alex will produce a draft by Friday"
-  No review of previous actions at the next meeting - no accountability
-  Meeting notes are not circulated promptly or at all
-  Too many actions - prioritisation is poor and nothing gets done
-  Culture of low accountability - commitments are repeatedly not met without consequence
	Practical fixes:
✔ End every meeting with an explicit read-out of all actions, owners and deadlines - every single time
✔ Circulate meeting notes within 24 hours including an action tracker
✔ Start every meeting by reviewing the action log from last time - make accountability visible
✔ Limit actions per person per meeting - three well-executed actions beat ten ignored ones
✔ The chair follows up personally on overdue actions before the next meeting - normalise accountability

	❤️  D6 Low Score: Meeting culture is transactional, tense or draining

	Likely root causes:
-  Meetings are purely functional - there is no space for connection, humour or acknowledgement
-  Unresolved conflict sits beneath the surface and distorts every meeting
-  Senior leaders do not model the values they expect from others in meeting settings
-  Feedback about how meetings go is not welcomed - asking for it feels risky
-  People are visibly disengaged - on phones, working on laptops, not present
	Practical fixes:
✔ Build in a brief check-in at the start of significant meetings: "Before we get into the agenda - how is everyone doing?"
✔ Name and address unresolved tension directly rather than hoping it will dissolve: "I want to name something I've noticed..."
✔ Model the meeting culture you want: put your phone away, be present, encourage dissent, thank people genuinely
✔ Do a brief meeting retrospective monthly: "What is working about our meetings? What would make them better?"
✔ Acknowledge contribution explicitly and publicly in meetings - create a culture where good work is named, not assumed


SECTION 05
Our Meeting Charter

A Meeting Charter is a short set of commitments - agreed and owned by the whole team - about how meetings will be run. It is not a set of rules imposed from above. It is a shared standard that the team holds itself to.
Complete this section together as a team, following the assessment conversation. Keep it short, specific and owned. A charter with five genuine commitments is worth more than a charter with fifteen aspirational ones.
	Our Meeting Charter
The commitments our team makes to each other about how we will meet

	Before our meetings we will:
	1.  
2.  

	During our meetings we will:
	3.  
4.  

	After our meetings we will:
	5.  
6.  

	We will not tolerate:

	7.  
8.  

	We will hold each other to this charter by:
	9.  
10.  

	Charter agreed by team
	[Date]

	Charter review date
	[Date]

	How progress will be checked:
	[Description]



SECTION 06
Meeting Improvement Action Plan

Translate the insights from this assessment into a short, specific action plan. Focus on three to five actions - not twenty. Actions that are specific, owned and time-bound are the only ones that create change.
	DIMENSION / AREA
	SPECIFIC ACTION - WHAT WILL CHANGE AND HOW
	OWNER
	BY WHEN

	D1 - Purpose and Preparation
	[Description]
	[Name]
	[Date]

	D2 - Participation and Inclusion
	[Description]
	[Name]
	[Date]

	D3 - Focus and Structure
	[Description]
	[Name]
	[Date]

	D4 - Decision Making
	[Description]
	[Name]
	[Date]

	D5 - Outcomes and Follow Through
	[Description]
	[Name]
	[Date]

	D6 - Culture and Relationships
	[Description]
	[Name]
	[Date]

	Reassessment date
	[Date - recommend 8-12 weeks from completion of this assessment]

	How will we review progress?
	[e.g. Brief team check-in at monthly meeting / Repeat full assessment / Spot check by chair]


  
For facilitated team workshops on meeting effectiveness, team development, communication and collaboration - contact White Cube Consulting at hello@whitecubeconsulting.com or call 01224 531524.
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