Reclaiming Time: A 30-Day
Trial to Reduce Unnecessary
Meetings

A proposal to test a structured approach that reduces meeting overhead,
protects focused work, and restores productive hours for a 30-person

professional services team.
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2 ﬂ The Current Situation

Meeting Density

Team members report back-to-back calendar blocks with limited
uninterrupted time for client work or deep thinking.

Recurring by Default

Many standing meetings continue without a clear agenda, decision
owner, or defined outcome — consuming time without producing
results.

No Formal Review Process

There is no current mechanism to evaluate whether existing meetings
are still necessary, effective, or appropriately sized.
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The Business Impact

When meetings multiply without intention,
the costs are real — even when they're
hard to measure precisely.

(J Evidence to validate: Actual
hours lost per week to low-value
meetings across the team.

Lost Focus Time Decision Fatigue Delayed Output

Fragmented schedules reduce the Excessive meetings drain cognitive Work that requires uninterrupted
ability to do concentrated, high-value energy needed for judgment and attention gets pushed to off-hours or
client work. problem-solving. delayed entirely.
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The Key Insight

Most organizations don't have a meeting problem — they have a
meeting governance problem. Without clear criteria for when a meeting
is warranted, they multiply by default.

The opportunity is not to eliminate meetings, but to ensure every meeting
has a clear purpose, the right participants, and a defined outcome. A short,
structured trial can reveal what's working and what isn't — without
disrupting what does.

Made with GAMIMNA



https://gamma.app/?utm_source=made-with-gamma

Proposed Approach

Pilot

30-day trial with light
tracking and feedback

Audit

Map recurring meetings;
assess purpose and
attendance

Redesign

Apply meeting criteria;
consolidate or cancel

This three-phase structure ensures we understand the current state before making changes, then test those changes in a
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controlled, low-risk window. The goal is evidence — not assumptions — to guide any permanent changes.
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What We Need to Validate

Before drawing conclusions, we'll gather evidence across three dimensions. No claims will be made without data.

1 2 3
Meeting Inventory Time Reclaimed Team Sentiment
A full map of recurring meetings: Estimated hours freed per person per Pre- and post-trial pulse survey on
frequency, attendees, stated week after removing or consolidating meeting satisfaction, focus time, and
purpose, and actual outcomes. low-value meetings. Evidence to perceived productivity. Evidence to
Evidence to validate. validate. validate.
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The 30-Day Plan & Decision Point

Week 1 1

Map all recurring meetings. Establish baseline. Define
meeting criteria with leadership.

2 Week 2

Cancel or consolidate low-value meetings.
Communicate changes. Begin tracking.

Week 3 3

Monitor adoption. Gather informal feedback. Adjust
where needed.

4 Week 4

Collect final data. Run team pulse survey. Prepare
findings.

[J Decision at Day 30: Based on validated evidence, leadership will decide whether to adopt, adjust, or discontinue the
approach — with full transparency on what the data shows.
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