5-Minute GRPI Check

A fast way to turn executive meetings into steering sessions

Introduction

Many executive meetings feel busy but ineffective. This check helps leadership teams reset how they
use meeting time so decisions create direction, not drift.

Where This Comes From

The GRPI model was developed by organizational psychologist Richard Beckhard as a practical way
to understand why teams struggle or succeed. It describes four conditions teams need to function
well, in a specific order:

Goals Roles

Processes Relationships

When meetings skip these fundamentals, discussions wander and alignment erodes.

How to Use This Check

At the start of an executive meeting, take five minutes to walk through these questions. Do not debate
yet. The goal is clarity, not consensus.
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G — Goals

Define Your Destination

What decision or outcome must be achieved in this
meeting? What does success look like by the end of the
session?

[J Critical checkpoint: If this is not clear, pause. Do
not continue.

Goals provide the foundation for everything that follows.
Without a clear target, teams discuss tangentially related
topics and leave without clarity on what was accomplished
or what comes next.

The goal should be specific enough that everyone can
answer "yes" or "no" to whether it was achieved by the
end of the meeting.
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R — Roles

Clarify Decision Rights

Who owns the decision? Who provides input? Who is
responsible for follow-through?

——————

Decision Owner

The person who has authority to make the final call

—————

Input Providers

Those who contribute perspective and expertise

———

Execution Owner

Who ensures the decision gets implemented

If roles are unclear, decisions will stall or get revisited
later. The most common failure mode in executive
meetings is assuming everyone knows who owns what,
only to discover later that multiple people thought they
were the decision-maker—or that no one did.
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P — Processes

01 02 03

Decision Method Information Needs Constraints

How will we decide? What information do we need? What constraints or timelines
matter?

If the process is fuzzy, discussion turns into opinion trading. Without agreed-upon decision criteria
or process clarity, meetings devolve into debates where the loudest voice or highest-ranking person
wins by default rather than by merit.

Good process design names the decision framework upfront: Are we using consensus? Consent?
Consultation with one owner? What data matters most? What's the timeline for deciding?
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| — Relationships

Surface What's Unspoken

Is there tension or misalignment affecting this topic? Does
anything need to be named before moving forward?

Interpersonal dynamics can derail even the best-structured
meetings. But jumping to relationships first—before

establishing goals, roles, and process—turns meetings into
therapy sessions.

The GRPI sequence matters. When goals are fuzzy, people project their own agendas. When roles are
unclear, territorial conflicts emerge. When process is weak, frustration builds. Only after those three
are solid can you productively surface relationship issues.

If tension exists, name it briefly and directly: "We've disagreed on this topic before—let's acknowledge
that and commit to following the process we just agreed to."
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Common Signals You Need This

Recurring Topics

The same issues resurface week after week
without resolution

Midweek Escalations

Teams escalate urgent issues between
scheduled meetings

No Clear Outcomes

Meetings end without decisions or next steps

Decision Ambiguity

Leaders disagree later about what was
actually decided

These patterns indicate structural problems, not people problems. When meetings lack GRPI
fundamentals, even high-performing teams waste time and create organizational drag downstream.
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What Changes When You Use It

Shorter Meetings

Meetings get shorter and more focused

ull

Clearer Direction

Teams downstream receive clearer signals

The five-minute investment at the start creates
exponential returns. Teams move faster
because they're aligned on where they're going
and how they'll get there.

Decisions cascade cleanly through the
organization because the right people were
involved in the right way at the right time.

Decisions Stick

Decisions are made once and stay made

B

Less Correction

Leaders spend less time correcting course

The real value isn't just better meetings—it's better execution. When leadership teams use their

meeting time to steer rather than drift, the entire organization moves with more velocity and less

confusion.
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Next Step

Apply Immediately

Use this check at the start of your next

1 executive meeting. Notice how quickly the
conversation shifts when structure comes
first.

Observe the Change

2 Pay attention to decision quality, meeting
duration, and downstream clarity. Track
what improves.

Scale the Practice

3 Once you experience the impact, make GRPI
your standard meeting protocol across the

leadership team.

If you want help applying this across your leadership
team, you can learn more about ALIGNMENT at
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