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  Foreword



A Shared Experience

You don’t need to lead large teams or work in complex organizations to have an opinion about meetings. It’s enough to have sat through a few to recognize a familiar feeling—hard to pin down, but persistent: something just isn’t working. It’s not always obvious or dramatic, but it shows up often enough to become recognizable. Meetings that drag on without moving forward, conversations that drift without anyone managing to bring them back, decisions that seem to be made only to dissolve without a trace, people who take up nearly all the space while others barely manage to appear. This isn’t an isolated or exceptional issue; it’s a shared experience that cuts across teams, roles, and types of organizations.

And yet, meetings persist. Not out of inertia or mere habit, but because they respond to a real need. When work requires coordinating with others, building shared understanding, or making decisions that affect more than one person, direct conversation has no true substitute. In many cases, the meeting is not a complement to the work—it’s where the work actually happens. It’s where efforts are organized, differences are worked through, and, ultimately, where it’s decided whether something moves forward or remains unresolved.

At that point, a tension emerges that isn’t easy to resolve. Meetings are necessary, yet they often don’t work. And the problem isn’t just the time they consume—though that matters—it’s that something deeper is at stake: the quality of collective work. Coordination, decision-making, moving forward together—all of it depends, to a large extent, on how people talk to each other. And in practice, those conversations happen mainly in meetings. From this perspective, meetings are not a necessary evil, but one of the places where work truly takes shape, with all the difficulty that entails.

Still, many meetings are called without enough clarity about what is expected to happen in them. People talk about “reviewing,” “aligning,” or “going over topics,” but rarely define with precision what should actually take place. That ambiguity, which often goes unnoticed, has concrete effects: it disrupts participation, weakens decisions, and leaves behind a lingering sense of incomplete progress—as if something important had been left unresolved, without anyone quite able to name it.

Over time, this becomes clear. Simply meeting doesn’t guarantee better work, just as reducing the number of meetings isn’t enough. The ones that matter remain demanding, because they are not just about exchanging information—they are about building agreements that will need to hold up in practice. The difference, then, is not how many meetings there are, but how they are experienced.




The Focus of This Book

This book begins from that premise. It doesn’t propose eliminating meetings or replacing them with tools. It offers something more direct—and, in a way, more demanding: improving how we talk when we meet. Because, at its core, that’s what’s at stake. Organizations exist because people collaborate, and collaboration isn’t simply about executing tasks in parallel or coordinating handoffs efficiently. It involves building something together, which requires listening, disagreeing, adjusting, and reaching agreement. In other words, it requires real conversation.

Meetings are one of the few spaces where that dimension becomes visible without many filters. For better or worse, they reveal how a team actually works—not in what it claims, but in what it does when it has to decide something together. That’s why improving how we meet isn’t just a matter of efficiency or time management; it’s a concrete—and fairly direct—way to improve how we work together.

This is not a book of techniques or universal recipes, nor does it aim to offer an ideal model of what a meeting should be. Its purpose is more focused—and, at the same time, more useful: to provide clear criteria for intervening more effectively in real meetings, with real people, and with all the tensions, ambiguities, and constraints that come with them. Throughout these pages, you’ll find ideas that may often seem obvious, but are demanding in practice. You don’t need to apply all of them, and it wouldn’t make sense to try. Sometimes a single shift—a clearer opening, a better decision, a more precise closing—is enough to change the course of a meeting in a meaningful way.

There are, however, three questions that run quietly through the entire book, serving as a kind of thread: what needs to happen in this space, how will we sustain that conversation, and what should remain afterward. They’re not complex questions, but when taken seriously—and, above all, when held throughout the meeting—they significantly change how meetings unfold, because they force you to take a position on what you’re actually doing.

If this book achieves anything, it won’t be by giving you an ideal method or a “right” way to run meetings. It will be by helping you see more clearly what is already happening when you meet with others, and by enabling you to act with greater intention within that space. And it’s at that level—less visible, but where the real work happens—that the difference can become substantial.







  The Book’s Approach



The Focus: Work Conversations

This book doesn’t try to explain everything that happens inside an organization. It makes a deliberate cut—and it’s worth stating that from the outset, not as a disclaimer but as a way to clearly position the lens it adopts. The focus is on the quality of the conversations that sustain shared work: how people listen—or fail to listen—how they bring order to what they’re doing together, and how they move forward, or stall, in the very work that brings them together. This isn’t an abstract take on communication, but something far more concrete: what actually happens when a team sits down to talk about its work.

When this book speaks about culture, it does so not in a declarative sense or in terms of stated values, but in something far more visible—and at the same time, harder to change: the habitual way people participate in work conversations. The way they interrupt or hold silence, open up or avoid disagreement, close decisions or leave them hanging without clear ownership. It’s not about what a team says it does, but what actually happens when it’s in a meeting—at that everyday level where culture stops being a concept and becomes practice.

In any given meeting, that culture shows up without needing to be named. You can recognize it in small gestures: who speaks easily and who doesn’t, how much space there is to disagree without breaking the conversation, whether what gets decided actually holds over time or fades as soon as the meeting ends. It doesn’t take a sophisticated analysis to see it; it’s enough to pay a bit more attention and to sustain that attention long enough for what’s obvious to stop going unnoticed. That’s where this book places its focus.




What This Book Does Not Aim to Address

That deliberate focus necessarily leaves things out. Not because they don’t matter, but because they require a different kind of approach—and often a different level of intervention. There are factors that decisively shape how meetings function—power dynamics, organizational structure, incentive systems, accumulated conflicts—and these won’t be explored in depth here. They are neither ignored nor minimized, but they are not taken as the central axis, because doing so would shift the focus into territory this book is not trying to cover.

In contexts where those variables dominate, improving a meeting is not always enough. There are limits that can’t be resolved simply by refining how the conversation is conducted, no matter how carefully it’s done. That point will appear later, because it needs to be acknowledged, but it does not organize the main development of the book. The focus remains elsewhere: on what can change when there is some room—even if small, but real—to improve how people talk, even without transforming all the surrounding conditions.













