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If you ever ﬁnd yourself
overloaded with meetings, or
you just have too much stuff
happening all at once, here are
several powerful methods that
will help you survive the chaos
without sacriﬁcing results.

Three Key Skills of Remote Work
Your situation is urgent and you need fast acting
methods. However not just any band-aid solutions
will do.

Key Skill 1: Communicate well by making your
communication CCM: Concrete, Concise and
Meaningful.

It has taken a long time, but I ﬁnally managed to
distill many years of hard won experience into a set
of principles that are immediately actionable but
also have enough depth to serve as a useful guide
over months and years.

Key Skill 2: Capture and package important
information to enable async collaboration.

I've organized them into the Three Key Skills of
Remote Work summarized on the right and
described in more detail in the rest of the MORK.

Key Skill 3: Avoid burnout by using Limits,
Regeneration and Meaning.

1) Communicate well (in short chunks (of writing))
Words, words, words… often amounting to much
ado about nothing.
When you're overloaded the ﬁrst thing you can do is
to cut down on low-value communication.
Learn to communicate well in any situation and get
your point across in short, powerful chunks;
especially in writing since that is the most natural
medium of online communication.

In the following three pages you will learn a
powerful framework for evaluating and improving
any form of communication: from what you say
during real-time meetings to what you write in Slack
channels.
The framework states that good communication is:
1.
2.
3.

Concrete
Concise
and Meaningful

CCM for short.
After learning about CCM in the pages below check out how it might help teams make good decisions faster.

Make Your
Communication
Concrete
Abstract concepts are powerful and necessary but
are often understood in signiﬁcantly different ways
by different people.
Develop a habit of identifying abstract statements
with high-risk of developing into costly
misunderstandings and clarify the outcome — How
will you know? What will you be able to see, hear or
touch (or smell, or taste)?

(See also this One Minute Tip)

Then clarify the action by answering Who, What,
When. If more detail is needed add Where, How and
Why.

Make Your
Communication
Concise
Follow the pyramid principle
and start with your main point.
Clarify your intent: Are you sharing useful
information? Asking someone to do
something? Asking for help?
Avoid long, confusing lead-ups before
stating the conclusion. Add details,
supporting arguments and the history of
how you got there only as necessary.

(See also this One Minute Tip)

Make Your
Communication
Meaningful

Align your communication with what people
actually care about. Consider using their exact
words.
How do you know what people care about?
Listen without interrupting, contradicting or
jumping to premature conclusions.
Ask exploratory questions that do not impose your
own mental model. Two clean questions to start
with are "What kind of …?" and "Is there anything
else about …?"
Observe what people actually do. Actions will often
tell you more than words, even if they're not actively
trying to deceive.

(See also this One Minute Tip)

2) Capture and Package Important Information
The second tool in your Meeting Overload Rescue
Kit is to make the information you work with durable
and easy to access, not just ﬂying in one ear and out
the other during ephemeral meetings.
For example: if it's something you want to get done
a natural place for it to live is your team work board
(see next page), not meeting notes or even worse:
people's memories.
Doing this consistently will enable you and your
team to make more and more progress
asynchronously giving you and them more ﬂexibility
to do your best work whenever is best for you.

One good way is to organize your information is
according to actionability, for example into PPR:
projects, playbooks and resources.
●

●

●

Projects – this is your work board plus
additional information directly related to
things you're working on now.
Playbooks – things like your Deﬁnition of
Done, various Standards and Checklist –
algorithms and methods to get speciﬁc kind
of things done, that you use often to drive
action.
Resources – everything else that might be
useful, but is not immediately actionable in
any way.

Clarify and
Prioritize
Outcomes
and Actions
Use a Work Board

Daily planning and communicating status should not
require a meeting. -- Author's Belief
How much of your overload is caused by either you
trying to ﬁnd out what's happening or
communicating it to your bosses or clients? How
many energy-draining problems could be avoided if
everyone involved could simply see what the status
of the work items they care about most is?
To reduce confusion, stress and additional overhead
caused by avoidable misunderstandings or
forgetfulness use a team work board (perhaps in
Trello) and build a habit of always putting
agreements about the desired outcomes and
planned actions on that board.

Package
Intermediate
Work

Get into the habit of taking good quality notes that
capture information gathered and decisions made even
if the ﬁnal deliverable is not ready yet.
Make your working notes Concrete, Concise and
Meaningful so that other people (including the future
you) will be able to reference, reuse and build on them.
Break down your most complex intellectual work into
doable steps: if you're gathering resources — publish a
list of those resources, if you're evaluating solutions —
archive an impact estimation table comparing them.

"Never start a project that is not yet
80% done" — Tiago Forte

And here's a super important tactical tip: make your
items individually addressable and put them where they
will be most useful — which is usually not the place they
were created. Don't let great ideas die in meeting notes.

3) Don't go crazy in difficult times
by using Limits, Regeneration and Meaning
There is always more to do. If
you don't put limits on your
backlog you will end up with an
inﬁnite TODO list and a constant
feeling of more work hanging
over your head.
One way to combat that is to
chose three most important
tasks for each day. When you
complete the important tasks
you can continue with other
stuff, but you will have already
won the day and will have an
easier time cutting off from work
when you're done for the day.

Whatever your priorities you will
not get far if you burn out quickly.
That's why it's critical to add
enough regeneration to your
regular schedule.
Make sure you're getting enough
high-quality sleep, eating well, and
drinking enough water.
Exercise regularly as it has a big
impact on your health, mood and
cognitive abilities.
Breathe, relax and look at
something green every hour.

And ﬁnally: as humans we have
an incredible capacity to endure
even the toughest challenges…
as long as we believe it has
meaning.
You can make your work easier by
ﬁnding the deeper meaning
behind it and turning your
have-tos into want-tos.
This might seem hard, but I would
also encourage you to consider
dropping some work that is not
aligned with your meaning.

Recap
When you're overloaded with the sheer amount of
meetings (or stuff in general):
1)

Improve the quality of communication using
CCM, because good communication is
concrete, concise and meaningful and making
communication better will allow you to achieve
meeting goals faster and with more accuracy
and will reduce the need for meetings to solve
problems caused by poor communication.

2)

Capture and package information so that it's
available to the right people, at the right time.
Start with a work board that contains the
ground truth about agreed plans.

3)

Take care of your most important resource:
YOU by applying reasonable limits, making
sure you have enough regeneration and that
the effort you put in is proportional to how
much meaning the work has for you.

What's next?
Check out the archive of all One Minute Tips for
Remote Leaders. I've been shipping two new tips per
week since September 2020.

Become a better leader for your team by practicing
the skills, going deeper into the principles behind
them and sharing your experience with other remote
leaders in online workshops.

Here are three of my favorite tips to start you off::
Stay tuned for more information!
1.
2.
3.

First ﬁnd the good
Assume positive intent
Heroic adventurers vs. brutish invaders

Thank you!

