
[bookmark: _k5i9qtjpsmg2]Mastering Hybrid Meetings
Picture this: You're sitting in your office, staring at your calendar for the week ahead. It's a maze of color-coded blocks, each representing another meeting. Some are in-person, others virtual, and many are that challenging hybrid mix. As a Chief People Officer, you're not just thinking about your own meetings – you're thinking about the thousands of hours your organization spends in meetings every week, and wondering if there's a better way.
The shift to hybrid work hasn't just moved meetings online – it's given us a unique opportunity to reinvent how we come together as organizations. And as CPO, you're in the perfect position to lead the transformation of your organization’s meetings culture. This chapter will help you tackle this challenge from two crucial angles: first, as a team leader yourself, who needs to run effective meetings with your own people, and second, as an organizational leader responsible for transforming meetings across the entire company.
[bookmark: _upyaxcmply09]The Real Cost of Meeting Dysfunction
Before we dive into solutions, let's be honest about where we are. The reality of meetings in today's hybrid workplace isn't just frustrating – it's actively damaging to both our organizations and our people. Traditional office meetings were challenging enough, but hybrid work has amplified these problems in ways that hit both the bottom line and employee wellbeing.
Let's look at the numbers first: according to a study of 5000 employees by Atlassian, people spend about 31 hours each month in meetings they consider unproductive – that's almost a full work week lost. But this statistic only scratches the surface of the problem. When you factor in the preparation time, the context-switching costs, and the recovery time needed between back-to-back video calls, the real impact is far greater. Research by University of California Irvine shows that employees need an average of 23 minutes to get back to task after a meeting interruption. Multiply that across your organization, and you're looking at thousands of hours of lost productivity every week.
The hybrid environment has introduced new layers of friction that make these problems even worse. Think about your last hybrid meeting. Did the remote participants struggle to hear the full conversation in the conference room? Did in-person attendees forget about their virtual colleagues and drift into side chatter that excluded them? Did someone spend the first ten minutes trying to share their screen or get their microphone working? These aren't just minor annoyances – they're symptoms of a broken system that's creating two classes of participants.
Hybrid work has introduced new dimensions of meeting exhaustion. Research has already long documented the fatigue that comes from video calls in general (Stanford's Virtual Human Interaction Lab identifies specific mechanisms that make video meetings more cognitively demanding). On top of that, hybrid meetings specifically add additional layers of complexity. Participants must navigate between in-person and virtual interactions simultaneously, and work harder to ensure equal participation across both environments. These challenges can make hybrid meetings particularly demanding for all participants, whether they're in the room or joining remotely. Remote participants often feel they have to work twice as hard to be heard. Meanwhile, those in the office find themselves spending hours in conference rooms, wearing headphones to join virtual meetings even after having made the effort of coming into the office. 
The impact of dysfunctional meetings on collaboration and innovation is equally concerning. When hybrid meetings don't work well, we see a phenomenon called "proximity bias" take hold – where ideas from in-person participants carry more weight simply because they're easier to engage with. Remote team members start holding back their contributions, getting distracted by other things while on the call, leading to what we call  "virtual silence" – the gradual withdrawal of remote participants from meaningful participation.
These dynamics create ripple effects throughout the organization. Teams become less cohesive as informal bonds weaken. Decision-making slows down because people aren't sure when to call a meeting versus handle things asynchronously. Projects take longer to complete because information isn't flowing as smoothly across hybrid teams. The classic complaints – "this could have been an email" or "why am I even here?" – have evolved into deeper frustrations about feeling disconnected, overwhelmed, and unable to do their best work.
But perhaps the most concerning cost (and hardest to measure) is the toll on organizational culture. Every poorly-run hybrid meeting reinforces the divide between in-person and remote workers. Every technical glitch that disrupts flow sends a message about a false hierarchy between people and work locations. Every meeting that drags on without clear purpose erodes trust in leadership's ability to adapt to hybrid.
So…no more meetings then? Is that the answer?
Absolutely not. Meetings themselves aren't the problem. When done right, they play a role that no email or async communication can fully make up for: they help us connect, build familiarity and trust, give us space to create, collaborate and feedback. All good things! 
The challenge isn't that we're having meetings – it's rather that we're not using them effectively. 
[bookmark: _5k1bs2xy41zx]Set the Example with Your Own Team
As CPO, your first opportunity to create change starts with your own team. Think of this as your testing ground – the place where you can experiment with new approaches and show the rest of the organization what ‘running productive meetings’ looks like. Here's how to make it happen:
[bookmark: _ujbrauf6yidv]Create New Meeting Norms
Start by taking a hard look at your team's meetings calendar. But don't do this alone – involve your team in the process. Have an open conversation about what makes meetings valuable for them. You might be surprised by what you learn.
Begin with the basics: What meetings do we really need? For each coming meeting on your calendar, ask the following questions, as a filtering funnel of sorts:
· What’s the purpose of this meeting?
· What decisions or outcomes does this meeting drive?
· Could we achieve the same results another way?
· Who really needs to be there?
This isn't about eliminating meetings entirely – it's about being intentional with how you use them. Sometimes a quick video call is exactly what you need to align on a complex issue. Other times, an async update in your project management tool does the job.
Once you've identified the meetings that matter, focus on making them count. Work with your team to establish clear ground rules. These might include:
Time boundaries
Start and end on time, every time, all the time. I could not stress this simple point enough. This shows respect for everyone's schedule and sets a clear expectation about using time effectively.
Attendees
Review the attendee list - who needs to be there to make decisions and move things forward? Who can be updated afterward instead?
Preparation expectations
Share agendas and - if applicable - reading materials at least 24 hours in advance. This gives everyone time to think through the topics and come ready to contribute.
[bookmark: _oyurw4miuphg]Create a Better Hybrid Experience
Make time
Launch an initiative where meetings start at five minutes past the hour or half hour, giving people time to get a coffee or take a bathroom break.
Allow people to say “No.”
Most importantly, make it safe to speak up and say “No”. Your team should feel comfortable saying "I don't think I need to be in this meeting" or "Could we handle this question asynchronously instead?" This kind of honest feedback helps create a more efficient meeting culture.
Level the playing field
Think carefully about meeting design. If you've got team members calling in remotely, make sure they're not just faces on a screen: create deliberate moments for them to contribute. Also consider rotating who joins virtually so that everyone understands both experiences. 
Pay attention to the little things that make a big difference. Make sure remote participants can hear clearly and see any visual materials being discussed. Consider having everyone join from their own device, even if in the office, to create a more equitable experience.
[bookmark: _n4hxm7bf7sa8]Measure What Matters
Don't just assume your meetings are working – check regularly. After important meetings, take a few minutes to ask:
· Did we accomplish what we needed to?
· Did everyone have a chance to contribute?
· Are meetings running to time?
· What could we do better next time?
Use this feedback to continuously refine your approach. Remember, you're improving your own team's meetings for now – but what you're actually about to do is develop best practices that can be shared across the organization.
[bookmark: _du86wduvu3gq]Drive Strategic Organization-Wide Change
Now let's zoom out to the bigger picture. As CPO, you're uniquely positioned to transform how your entire organization approaches meetings in this hybrid era. This is about more than just issuing guidelines – it's about reshaping your company's meetings culture.
[bookmark: _ovsqfqkoqh5a]Understand the Current State
In order to reshape  your organization's meeting landscape, you'll first need a structured approach to make sense of what's currently happening. Start by running a company-wide survey, asking people to look at their meetings through different lenses. 
Purpose
Each meeting serves a different purpose - from strategic planning that needs deep discussion, to creative sessions for building on ideas together. While info-sharing meetings are common, consider if updates could work better as docs or videos instead. Some meetings, like collaborative work sessions, thrive on real-time energy. Others, like decision meetings, are key checkpoints for alignment. Match the format to your goal: a long strategy session might be worth it, while a status update could be handled asynchronously.
Rhythm
Next, consider the rhythm of these meetings. How many are one-off gatherings to handle specific issues, and how many are part of a regular cadence – weekly check-ins, monthly reviews, quarterly planning sessions? Understanding these patterns helps you spot where you might have too many recurring meetings that could be consolidated or shifted to a different frequency.
Format
The format question has become especially crucial in our hybrid world. Look at which meetings are happening in person, which are fully remote, and which are hybrid. You might find that some meeting types work better in certain formats – for instance, complex problem-solving sessions often benefit from in-person interaction, while quick team check-ins might be more efficient when done remotely.
Timing
Timing matters too. Map out how long your meetings typically run. Are your 30-minute meetings actually finishing in 30 minutes? Are those hour-long sessions really needing the full time? You might discover that some meeting types consistently run over – valuable insights for setting new standards.
Impact
Understanding meeting patterns is only half the equation. You also need to assess their impact on your organization. Start with the obvious costs – the hours people spend in meetings multiplied by their hourly rates, plus the cost of any technology and facilities you're using. And don't stop there. Consider the hidden costs too: the productivity lost to context switching when people jump between too many meetings, the energy drain from back-to-back sessions, the impact on team morale when meetings are poorly run.
Most importantly, look at what you're getting out of these meetings. Are decisions actually being made? Are actions being taken? Are your strategic meetings moving important initiatives forward? These outcomes are the true measure of whether a meeting is worth its cost.
Values
Also consider how your current meeting practices fit with your organizational culture. Do they reflect the values you want to promote? For example:
· Do your hybrid meeting practices truly support inclusion, or do they create two classes of participants?
· Do your decision-making meetings demonstrate transparency and trust, or do they reinforce hierarchical power structures?
· Does your approach to meeting time show respect for work-life boundaries?
Meeting Overlap 
Meeting overlap is one of those sneaky problems that's costing us more than we realize. Here's what it looks like:
· The same updates being shared across different team meetings
· Multiple groups discussing the same decisions without talking to each other
· Project meetings that rehash what was already covered in status updates
· Cross-functional teams having separate conversations about the same challenges
So when you're mapping out your meeting landscape, ask people to identify these echoes. Look for:
· Teams that regularly attend each other's meetings to share the same updates
· Topics that bounce between different recurring meetings
· Projects that have multiple check-in meetings with different groups
· Information that's being repeated because people aren't sure who knows what
Fixing this isn't just about eliminating duplicate meetings - it's about creating clear channels for information to flow once and flow right. Maybe that project update doesn't need three separate meetings - maybe it needs one good meeting and a solid async update that everyone can reference.
Remember, every time someone has to sit through unnecessary meetings, that's not just wasting time - it's actively disengaging your people. And in a hybrid world where engagement is already harder to maintain, that's something we can't afford.
[bookmark: _xhapnxfwc080]Build Your Framework for Change
With a clear mapping and understanding of the current state, you can begin building a framework for better meetings. 
Learn from your experiences with your team and start with the quick wins that can be rolled out across the organization. Maybe you start meetings five minutes after the hour and half hour or  create a 'Say No' initiative where you empower your people to not attend a meeting if they don't see clear value in their participation/ Fixing these visible problems sends a clear message across the organization that change is actually happening, not just being talked about.
Once you get traction with the quick wins you can think about:
· Building templates for different meeting types so people know exactly how to run them effectively
· Creating meeting-free zones in everyone's calendar to protect deep work time
· Setting up clear guidelines for when to use sync versus async communication
· Establishing a regular rhythm for in-person collaboration days that actually make sense for your teams
The key is being intentional about change management. You're not just rolling out new meeting policies - you're shifting how people think about collaboration. That means:
· Getting your leadership team to commit to, support and model the new behaviors - without your leaders commitment you’re pushing a square boulder up hill
· Providing training on running effective hybrid meetings
· Creating feedback loops to understand what's working and what isn't
· Recognizing the influencers and champions in your organization and celebrating teams that are doing it right and sharing their practices
This is an ongoing journey, not a one-time fix. The goal isn't perfect meetings - it's better collaboration that drives your business forward while keeping your people engaged and energized. When you get this right, you're not just fixing a meeting problem - you're creating a competitive advantage in how your organization works.
[bookmark: _jmnbyogi6otq]Measuring Success and Maintaining Momentum 
The true test of your meeting transformation isn't just the initial rollout – it's sustaining these changes over time. Establish clear metrics to track progress:
Quantitative Metrics:
· Meeting frequency and duration trends
· Percentage of meetings that start and end on time
· Number of participants per meeting
· Time spent in meetings per employee
· Meeting satisfaction scores
Qualitative Indicators:
· Employee feedback on meeting effectiveness
· Quality of collaboration between remote and in-person teams
· Speed of decision-making
· Team engagement levels
Regular Review and Refinement Schedule quarterly reviews of your meeting practices. Use these sessions to:
· Analyze metrics and identify trends
· Gather feedback from across the organization
· Update guidelines based on what's working and what isn't
· Share success stories and best practices
· 
Wrapping Up: Your Role in the Transformation
As CPO, your influence extends beyond policies and procedures. How you conduct your own meetings, respond to meeting invites, and support these changes sets the tone for the entire organization. Use your position to:
· Model the behavior you want to see
· Celebrate teams and leaders who embrace better meeting practices
· Address resistance with empathy and clear communication
· Keep the focus on the ultimate goal: more effective, inclusive, and energizing ways of working together
The transformation of meeting culture in a hybrid world is a journey, not a destination. By taking a thoughtful, systematic approach to this change, you can help your organization not just adapt to hybrid work, but thrive in it. The result? More productive meetings, more engaged employees, and a stronger, more connected organization – regardless of where and how people choose to work.
