The UK SME Owner's
No-DNA Culture Checklist

Build a Culture Where Commitments Mean Something
By Jay Allen | My TrueNORTH Limited
"How you do anything is how you do everything."

DNA (Did Not Attend) has become an epidemic among UK SME owners since
lockdown. It's not a time management problem, it's a values problem.

This checklist provides the complete framework | use with clients turning over
£300K-£3M to build a culture where showing up isn't optional, it's the standard.

What's Inside:

The five pillars of a No-DNA Culture
Implementation checklists for each pillar
Ready-to-use email templates and tracking tools
90-day implementation roadmap
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Pillar 1: Standards

Standards aren't suggestions. They're the foundation of everything that follows.

v IMPLEMENTATION CHECKLIST

O Define the golden rule: If we book it, we attend it
Yes or no. In or out. No "I'll try" or "put me as tentative"

O Establish reschedule protocol: 24 hours minimum notice
With brief reason. Same-day changes only for genuine emergencies

O Set punctuality standard: Leaders arrive 3-5 minutes early
Model the behaviour you expect from your team

O Implement cameras-on policy for strategic calls
High-stakes decisions need high-quality presence

O Create written reschedule policy and share team-wide
See email template on page 7
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Key Metrics to Track

» Show-rate percentage by person, by month
* Average punctuality (on-time vs. late arrivals)
* Advance reschedule rate (24+ hours’ notice)

Notes:
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Pillar 2: Design
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Calendar design is strategic infrastructure. It determines whether your business scales or
suffocates.

v IMPLEMENTATION CHECKLIST

O Build 10-15-minute buffers between all meetings
Transition time for processing, capturing actions, and preparation
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O Cap external calls at maximum 6 per person per day
After six, decision quality drops 40% and errors increase 3x

O Protect minimum two 90-minute-deep work blocks weekly
No meetings allowed during these blocks—this is where leverage lives

0 Establish no-meeting mornings or afternoons
Choose one half-day for operations and leadership thinking time

O Match meeting format to decision importance
In-person for high-stakes; video for strategic; phone for tactical
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Calendar Architecture Principles

Flexibility without structure isn't agility—its chaos dressed up as responsiveness.

* Protect before you fill: Block deep work first, then add meetings
» Batch similar activities: Group external calls, internal reviews, admin time
* Energy map your week: Schedule high-cognitive work during peak hours

Notes:
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Pillar 3: Preparation

The meeting started 48 hours before you joined the call. You just didn't know it yet.

v IMPLEMENTATION CHECKLIST

a

O

Share agenda 24 hours prior to every meeting
Minimum: Two sentences stating topic and decision needed

Explicitly name the decision required
Not "discuss strategy"—state "approve £15K budget: yes/no"

Attach or link all relevant materials in advance
Financial reports, proposals, comparisons—everything needed to decide

Clarify roles before meeting starts
Who speaks (subject experts), who decides (decision-maker), who records (action items)

Create meeting cancellation rule: no agenda = no meeting
If meeting owner hasn't shared agenda 24 hours ahead, postpone automatically
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Simple Meeting Agenda Template

Use this two-sentence minimum format:

Topic: [What we're discussing]
Decision: [What we're deciding—be specific]

Example:
Topic: Q4 marketing investment options—content vs. paid advertising

Decision: Approve £15K for Q4 content campaign OR £12K for paid advertising—vote
to select

Notes:

© My TrueNORTH Limited — The Ethical Coaching Company 2025



http://www.mytruenorth.biz/

Pillar 4: Behaviour

o bE Ve
point of VieH

te way &

‘ or Cf
actlng
—~arsOl beh

Presence isn't about attendance. It's about attention.

v IMPLEMENTATION CHECKLIST

O Establish phones-silent policy (not vibrate—silent)
Phones in bags or another room, not face-down on table

O Implement no-multitasking standard
Laptops closed unless presenting. No email checking during meetings

O Set respect protocols: no interrupting
Let people finish their complete thought before responding

O Institute 90-second maximum per contribution
Exceptions for formal presentations. Rambling = not understanding it yet

O Assign action items with owner + deadline
Never "the team"—always single person. Never "soon"—always specific date

O Implement rotating scribe role with note template
Notes circulated within 2 hours of meeting end—see template on page 8
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The Attention Standard

Within 24 hours, people forget 70% of what was discussed. Within a week? 90%. If
decisions aren't documented and circulated same day, they didn't happen.

Notes:
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Pillar 5: Accountability

Standards without teeth are just suggestions.

v IMPLEMENTATION CHECKLIST

O Create show-rate tracking spreadsheet
Track by person: meetings scheduled, attended, show-rate %. Share monthly

O Set target: 95%+ team show-rate
Anything below 95% indicates a systemic culture problem

O Establish three-strike DNA protocol
1st: Private conversation. 2nd: Clear feedback. 3rd: Performance management

[0 Celebrate perfect-attendance quarters
Public recognition, team celebration when hitting 95%+ for full quarter

O Make public 90-day leadership commitment
Leaders model the standard first—see commitment template on page 9
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The Standard You Walk Past

The standard you walk past is the standard you accept.

If your team sees DNA go unaddressed, they learn that commitments don't matter. Address
it once, clearly, then enforce consistently.

Notes:
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Implementation Tools & Templates

Tool 1: Show-Rate Tracking Spreadsheet

Create a simple spreadsheet with these columns:

Team Member Scheduled Attended Show-Rate %
Sarah Jones 24 23 96%
Michael Chen 18 16 89%

Share this spreadsheet monthly. No commentary needed—the data speaks for itself.
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Tool 2: Reschedule Policy Email Template

Use this to establish standards team-wide:

Subject: Our New Meeting Standards—Starting [Date]
Team,

Starting [date], we're implementing clear meeting standards to respect everyone's time
and improve our effectiveness. These apply to all of us, including leadership.
The Standards:

1. If you accept a meeting invitation, we expect you to attend. If you can't commit, decline
immediately.

2. If circumstances change, provide 24 hours' notice with a brief reason. Same-day
reschedules only for genuine emergencies.

3. Repeat DNA without notice will be addressed as a performance issue.

We're tracking show-rates monthly and will share the data transparently. Our target:
95%+ team show-rate.

Why this matters: When we honour commitments, we make faster decisions, build
stronger trust, and create a culture where standards mean something.

Questions? Let's discuss in our next team meeting.
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Tool 3: Meeting Notes Template

Circulate these notes within 2 hours of every meeting:

Meeting: [Title]
Date: [Date]
Attendees: [Names]

Decisions Made:
* [Decision 1: What was decided and why]

Action Items:
* [Action item] — Owner: [Name] — Due: [Specific date]
* [Action item] — Owner: [Name] — Due: [Specific date]

Next Meeting:
[Date, time, and tentative agenda]
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Tool 4: Leadership Commitment Template

Share this commitment publicly before asking your team to meet standards:

My 90-Day No-DNA Commitment
For the next 90 days, | commit to:

* Not missing any meeting I've accepted without 24 hours' notice
* Arriving prepared with agenda reviewed and materials ready

» Camera on for all strategic discussions

« Starting and ending meetings on time

» Tracking my own show-rate alongside the team's

If | fail this standard, I'll acknowledge it publicly and reset. | can't ask you to show up if |
don't model it first.

[Your Name]
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90-Day Implementation Roadmap
Don't try to implement everything at once. Use this phased approach:

Month 1: Foundation & Measurement

Week 1-2: Set Expectations

» Share the new standards with your team using the email template
* Make your public leadership commitment
+ Set up the show-rate tracking spreadsheet

Week 3-4: Observe & Track

» Don't enforce yet—just measure and document
* Share weekly show-rate data with the team (no commentary)
* Identify patterns: Who's struggling? What meetings have low attendance?

Month 2: Enforcement & Refinement

Week 5-6: Start Enforcement

* Begin the three-strike DNA protocol
* Have private conversations with repeat offenders
* Implement the meeting notes template

Week 7-8: Calendar Design

» Add 10-15 minute buffers between all meetings
+ Protect first deep work blocks (minimum two 90-minute blocks/week)
» Establish no-meeting mornings or afternoons

Month 3: Optimization & Celebration

Week 9-10: Behaviour Standards

* Implement phones-silent policy
+ Establish cameras-on for strategic calls
* Institute 90-second maximum contribution guideline

Week 11-12: Review & Recognize

» Calculate 90-day show-rate by person and team

» Celebrate if team hits 95%+ (lunch, recognition, bonus)

» Conduct retrospective: What's working? What needs adjustment?
* Reset for next 90 days with refined standards

Success Metrics After 90 Days:
*  95%+ team show-rate
* 20-30% reduction in meeting time
« 40-50% improvement in decision velocity
* Measurable increase in team trust scores
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Your Next Steps
You now have the complete framework. The question is: will you implement it?

Start with one pillar. Pick the one that will have the biggest immediate impact on your
business:

If people routinely no-show — Start with Standards

If calendars are chaos — Start with Design

If meetings wander aimlessly — Start with Preparation
If attention is scattered — Start with Behaviour

If there's no enforcement — Start with Accountability

Implement one pillar over 30 days. Then add the next. Within 90 days, you'll have
transformed your meeting culture from liability to competitive advantage.

"The standard you walk past is the standard you accept."”

If you're done tolerating DNA in yourself or your organization, draw a line
today:

1. Standards first
2. Behaviour next
3. Results follow

Because how you do anything is how you do everything.
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About Jay Allen & My TrueNORTH

Jay Allen is the Managing Director of My TrueNORTH Limited (The Ethical
Coaching Company), international keynote speaker, TEDx speaker, author of the
#ADDAZERO trilogy, and former British Army Combat Medical Technician with over
12 years of military service.

He specializes in helping 'accidental business owners' earning £300K-£3M escape
being trapped by their own success. His No-DNA Culture framework is part of the
larger #ADDAZERO methodology, field-tested with over 800 business owners across
34 countries with a 92% client recommendation rate and 26% average net growth
results.

Ready to Go Deeper?

If you're finding it difficult to implement these standards alone, you don't have
a willpower problem—you have a systems problem. That's what we fix.

Take the Free Business Freedom Assessment:
www.mytruenorth.club/bfa

Learn more about our programmes:
Pillars of Progress: mytruenorth.biz/pillars-of-progress-2/
A Taste of Freedom: mytruenorth.biz/taste-of-freedom/

Read the complete blog:
mytruenorth.biz/show-up-or-shut-up/
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