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Supervising in the New Normal

Chapter One
The New Normal

Jumping in

The business world had been flirting with remote work for several years
and some of the most progressive organizations were making it happen.
Skeptics, however, were suspicilous of remote workers” work ethic and
felt that productivity would slide. In addition, they believed that essential
collaboration between and within teams would be hampered.
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Despite these fears, some organizations moved forward. They made it
happen because the flexibility, which remote work offered its employ-
ees was a major contributor to morale and an advantage in recruiting
for niche positions. It appeared that the business world was slowly
dipping its toe into the waters of remote working, But wading in boldly
was still relegated to the more adventurous, younger, smaller and more
entrepreneurial companies.

Then the pandemic hit. Survival depended on not just wading in but
jumping in with both feet and swimming in the sea of remote work.
When it was no longer safe to work side-by-side in the office or meet
face-to-face in the conference room, businesses had two choices - al-
low their people to work from home or shut down completely.

The choice was obvious and overnight it seemed that everyone was
working from home. Fortunately, technology had been developing all
along. With the plethora of tools for video-conferencing, real-time
messaging, and collaborating, the worst of the skeptics’ fears were not
realized. The biggest issue has not been an inability to communicate
but rather learning how to manage the multiple communication chan-
nels efficiently.

Embracing Remote Work

Many people had insisted that
their work could not be done
remotely or that they would not
like to work anywhere but in their
office. Just as many folks yearned
for the opportunity to work from
home but recognized that their

organization was not open to it.
Being forced into experimenting with this new world, the proverbial
Pandora’s Box has been opened. Folks have discovered that, with the
new technology tools, they CAN do their work from outside of the
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office. Those who had wanted to do it, but their corporate culture
would not permit it, now have evidence that it not only works, but that
in many cases it works very well.

Having tested remote work, discovered that it can work, and that many
folks liked it, working remotely has become the new normal. Orga-
nizations that had historically been skeptical or outright antagonistic
to the concept are now embracing it. New terms have surfaced to
describe the many versions that have emerged: remote working; vir-
tual workers; situational work locations; flex work; distributed teams;
telework; telecommuting; work-at-home workers; rotational schedules;
hybrid schedules; and more.

Some of these terms describe the same pattern of virtual work, while
others refer to very different patterns and experiences. It doesn’t mat-
ter what term is used, it’s clear that the concept of working virtually
is now a reality in most organizations. The names given to the various
ways in which remote work manifests itself, is a matter of the organi-
zational culture. But across corporate America, remote work appears
here to stay.

The train has left the station

The change is here to stay, whether you fully support this new remote
working business environment, or you vehemently disagree with it and
dearly want things to return to the pre-pandemic routines and environ-
ment. The proverbial Pandora’s Box has been opened. With the new
technology tools available and personal experience with the new way
of doing business, the question is no longer whether to allow remote
work or not, but rather, how to make it work better in support of or-
ganization’s goals.

That is the focus of this book. We will examine both the upside and the
downside of this working environment and then discuss best practices
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that will allow us to maximize the upside and minimize or eliminate the
downside. When you begin putting these best practices into play with
your team, you will see some immediate benefits. The truly great news
is that these practices are not difficult, nor are they completely unfa-
miliar to you. Most importantly, small changes can have big effects!

Types of Remote Workers

With so many terms for the same thing and some terms
that soundthe same butreally mean something different,
it might be helpful to clarify the remote work landscape.

e Telecommuter / Work-at-Home / Telework / Virtu-
al / Remote worker — this refers to those workers
whose primary work location is at home. It is ex-
pected that they will work 40 hours per week from
their home office and only come into the main of-
fice for specific scheduled meetings or training.

e Hybrid workers — these are workers who work
a split schedule with pre-designated days
working from home and from the office. Each
week’s schedule is predictable and consistent.

e Situational workers — this refers to those work-
ers whose work location will vary, depending on
the task. The choice between working from home
or in the office is subject to supervisory approval.

e Distributed Team-thisreferstoateamthatisgeneral-
ly works from home but is spread out geographically.
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Chapter Two
The Upside of the Remote Work World

The good

There are two sides to a coin and before we can begin looking at how
to take advantage of this new normal, it might be helpful to understand
why we should. Changing just for the sake of change wastes resources
and is distressing to those involved. There must be a legitimate benefit in
change or the organization would be better off maintaining or returning
to the previous status quo.

In the last chapter I suggested that once people experienced remote
working first-hand, they would be less willing to return to the office full-
time. Why is that? There are several answers to this question and we will
explore the seven advantages of working remotely which are cited most
often.

1. Increased productivity.

Workers report that they experience fewer distractions at home. Cowork-
ers are not stopping by with gossip, ad hoc work requests or invitations
to take a break. The sounds from conversations in neighboring cubicles
are absent and they are no longer subjected to the annoying music choice
or gum-chewing sounds of their offgce neighbors. Add this to the com-
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fort of their own environment
and remote workers report an
increased ability to concentrate
which translates to faster, more
accurate outcomes.

A Stanford University 2-year

control group study found that

those workers who worked from
home produced the equivalent of one extra full day of work each week,
compared to the group that continued to work in the office (Mautz,
2018). This is just one study but if you search the internet, you will
find many more studies with similar outcomes. These studies support
the subjective observation, of both the workers and their supervisors,
that many remote workers are more productive at home than in the
office. One caveat, as with any study, the findings would apply to many
workers, but not all. The results for your team would always depend on
the quality of supervision and support provided!

2. Increased flexibility.

Working from home allows parents to get their children off to school
without needing to rush out the door themselves and to be physically
present when the children come home. If family members are home,
lunches can be quality time together. Workers also report that it is
easier to fit exercise in and !
around their busy schedule
because the necessity for
an immediate shower might
not be as pressing, If a visit
from a repairman needs to
be arranged, it can be ac-
complished with little dis-
ruption to work flow.




Supervising in the New Normal

3. No commute.

The average commute to work in the United States is 26 minutes, one-
way. If you do the math, working remotely adds up to five hours of
quality, prime time, recovered each week. This is time that could be
used to learn a new language, master some software, read a book, or
even write a book. The possibilities for using this new-found time are
as unique as each worker.

The important issue is that this is time retrieved from our schedules
during which we are normally at our most alert, most creative, and
least tired. Cutting out time spent commuting is stealing back peak
time that each worker can use in ways that is most meaningful to them.

4. Less stress.

Greater control over the work environment and better work-life bal-
ance can contribute to experiencing less stress. A study done by PGI
argued that working from home can reduce stress-levels by as much as
82%. Remote workers’ stress levels will vary dramatically, from one to
another, but many report that they do feel more in control of their life
when working from home.
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5. More comfortable.

Working from home also allows more control over the room tempera-
ture, music, the choice of colors and decorations in the room, and
furniture. When you are
working from home, you
are surrounded by the
things you have chosen
and love, including your
pets. Looking up from a
difficult task and seeing
your dog or cat snoozing
in their bed beside your
desk can be tremendous-
ly calming,

Working from home allows more flexibility in clothing. Many folks
working from home will have a jacket handy to pull on over a t-shirt for
impromptu video-conference meetings. The joke in the media is that
many workers are sitting in shorts or pajama bottoms during meetings
because just their upper body is visible. In advance of a scheduled
meeting, a quick trip to the closet for a swift change from comfortable
exercise clothes to the more formal collared shirt is easy to do.

6. Cost-savings.

Cost savings are available to both the worker and the organization. The
worker saves money on gas or transportation to and from work. This
alone can easily add up to over a $1,000 per year. In addition, lunches
at home are less expensive and oftn include using up left-overs from
earlier meals.
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For the employer, fewer
employees in the office
means less overhead in
terms of office and park-
ing space. There is also

i
-

less wear and tear on the
building and furniture.
Other savings are in the
less obvious benefits of
- s . coffee bars or providing
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a subsidized cafeteria. Fewer people in the office means fewer people
using these benefits. In addition, some organizations have even found
that having remote workers has decreased office supply expenses.

7. Less absenteeism.

It makes sense that with less stress, there would also be less illness.
Further, you are exposed to fewer people carrying a range of viruses
6.that can make you sick. But, these are not the only reasons for re-
duced absenteeism.

For example, folks who suffer from migraine head-
aches have reported that on days they might have
had to call in sick they are able to continue work-
ing, taking short breaks to manage their headache.
People tend to choose medical services closer to
their home than the office and if they are working
from home, they can slip out, attend an appoint-
ment and return to work. Instead of scheduling
a day or half a day to take care of their medical

needs, they are using an hour or two.
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Technology now allows people to connect
anytime, anywhere, to anyone in the world,
from almost any device. This is dramatically
changing the way people work, facilitating
24/7 collaboration with colleagues who are
dispersed across time zones, countries, and
continents.

Michael Dell

10-
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Chapter Three
What’s Missing in the World of
Remote Work

The bad

Remote working has become a reality and not only is it here to stay, it’s
growing. Remote work offers benefits to both the organization and the
worker. But, there are downsides which must be acknowledged and then
addressed. Here are some of the critical things that are missing when we
work remotely.

Small talk is BIG talk

We don’t have as many casu-
al conversations because we
don’t pass each other on the
way to the copy machine or
the restroom, in the elevator
or the halls, and we don’t eat
lunch together.

Without these brief mo-
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ments, the opportunity to casually ask about a project, the welfare of
a colleague’s son who broke his arm, or a quick check-in on their vaca-
tion or return to work after an illness. You don’t share concerns about
the local football or baseball team’s trade or chat about the weather, a
new restaurant, or an upcoming community event.

These brief exchanges of niceties might not seem important, but they
represent an invitation for an expanded conversation. They can be the
bridge to building a deeper, more trusting relationship. They are es-
sential to feeling cared about and connected with the team and the
organization.

Leaking emotions

The first language we all learn is body language. Much of this language
occurs at the subconscious level and is out of your direct control. When
words and body language don’t match, you will trust the message you
received via the body language channel. A col-
league might say they want to cooperate with
you but somehow, you know in your gut that
you need to keep an eye on this person.

We constantly leak information about our feel-
ings and intentions and, for most of this com-
munication, we cannot mask it. When we are
physically in the presence of our colleagues, we
can sense when they are confident and when

they are hesitant. We can feel when they are
energized and when they are discouraged. We often know this about
them without consciously being aware that we know it, but it influenc-
es the words we choose and the actions we take.

When we are working from home, we depend on video-conferenc-
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ing, the telephone, or written com-

munication that comes via instant
messaging and email. Albert Meh-
rabian argued that only 7% of a
message comes via the words we
use. The rest of the message is

7% - N#osboooooo!

delivered via vocal tone and body
language. Try stressing a different word in the following sentence and
you will recognize how different the message is, depending on which
word is stressed: “I want to work with you.”

Misunderstandings of written communication are legendary but the
telephone and visual-conferencing are only marginally better. The
telephone allows for the tonal intonations but without the matching
body language, the potential for misunderstanding is still very possible.
When video-conferencing is used, you have access to body language
evident from large movements but the fine, subtle signals will get lost,
depending on the quality of cameras and computer screens.

Incidental information

Another consequence of the absence of unscheduled interactions
with colleagues is the loss of incidental information. Some of this
information might come in the form of gossip. While we generally
look down on gossip, it is
important in feeling a part
of the team. It also pro-
vides essential warnings
about what topics to stay
away from, who to talk to
and when, and how you
should respond to some
team members.
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Gossip can serve as a roadmap that helps you to avoid emotional land-
mines, and it can point you to more effective routes for getting things
done. Gossip is a part of every group and it is not always an unhealthy
behavior. It is also an essential component in developing and main-
taining group culture. It provides clues about the unwritten rules and
underlying values of the group. While it isn’t something you want to
actively encourage, it does have a role to play in the group and it’s
absence makes it harder for members to feel connected to the larger

group.

Another kind of information that gets lost when casual interactions
are absent is information that can help us move forward on a task
or project. Sometimes we don’t know what we don’t know and, just
as important, others might not know what we don’t know. Chatting
provides a vehicle for information to surface that we didn’t know we
needed.

Out-of-sight, out-of-mind

We tend to stop thinking about a person if we don’t see them for a
while. Not only do we stop thinking about them, we can easily under-
estimate the effort they are investing or the quantity and quality of their
outcomes. This can have serious consequences when assigning high
profile projects or in
considering promo-
tions.

As a result, employ-
ees could be left
feeling discouraged,
under-valued, and
disillusioned. If your
efforts are not no-

ticed, ot wotrse mini-
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mized, why continue to investing your best energy?

Conversely, isolated from other team members, it is easy to assume
that they are not putting in the same effort as you are. This can leave
you feeling that you are being taken advantage of and carrying the
weight of the team. Resentments can grow and trust within the team
can be undermined.

Incidental check-ins

Brief encounters with team members or a partner in a shared project
offers a great opportunity to ask about progress, provide some ad hoc
problem-solving, or to offer encouragement. Asking about a project or
task comes across as casual because the meeting is, by its very nature,
unplanned. It feels like it is based on a genuine interest and desire to
be helpful, rather than being controlling or checking up. The casual,
happenstance nature of the interaction can ease suspicions about in-
tentions and increase the probability of an assumption of goodwill.

Belonging

The most significant and problematic issue that emerges with remote
working is the potential for becoming disconnected and disengaged
with the culture of the organization. A basic human need is to “be-

long” There is safety ~ Y - 4 S
s 7k Lo 3.

in numbers and being
part of a “tribe” in-
creases the probability
of survival. Belonging
is so important that the
ultimate punishment in
many ancient cultures
was to banish a person
from the village. Death

would soon follow ex-
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pulsion from community membership.

We crave acceptance by the “tribe” and we will work hard to maintain
this acceptance. Think peer pressure! You didn’t outgrow it when you
graduated from middle school. When you join an organization, you
have a natural drive to fit in, to become a part of it, and to identify
with it. Corporate cultures grow up in an organization because there is
a need for the comfort of a structure and a common understanding of
the mission, objectives, and values of the enterprise.

These elements of a corporate culture guide its members. It identifyies
which behaviors will support and strengthen their membership with
the group and what might get them banished. The corporate culture
identifies the boundaries, us vs. them. A strong corporate culture can
put systems in place that encourage performance, productivity, and
engagement. Employees are motivated to do their best work because
they are part of something that is bigger than themselves.

Culture is communicated through contact and experience. Members

Values

/va-lews/

def: The common beliefs of a section

of people such as an ethnic group
or a business organization as to
what is good and right.

16-
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gently, and then not so gently, nudge each other to conform to the un-
spoken rules based on the core values of the organization. Symbols, rit-
uals, language, and stories all serve to create a sense of being a part of
the whole and building strong brand loyalty. Members proudly wear shirts
with the company logo to their children’s soccer games.

The mechanisms for initiating new members and maintaining the connec-
tion of existing employees to the corporate culture all depend on frequent
contact with the symbols, participating in the rituals, first-hand observa-
tions of values in action, celebrating organizational successes, collaborat-
ing with others to create group success, and sharing a common history
through stories. All these mechanisms are hampered when contact is in-
frequent or strained.

When employees work remotely, there is a serious risk that they will not be
fully initiated into the corporate culture or the bonds will become tenuous
over time.

For the individual, the consequences of a weak connection with the cor-
porate culture is a growing disengagement with the organization and, in
time, a search for “tribe” membership in another organization. For the
organization, a disengaged workforce is disastrous. Disengaged workers
are less likely to cooperate with one another, they are more likely to engage
in corporate sabotage, absenteeism soars, productivity slows, and turnover
increases.

17-
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Working from home makes it much hard-
er to delineate work time from personal
time. | encourage all of our employees to
have a disciplined schedule for when you
will work, and when you will not, and to
stick to that schedule.

Dan Springer, CEO of DocuSign
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Chapter Four

The 10 Best Practices for
Managing Remote Workers

The good news

With some atten-
tion to a few simple
practices, you and
your team can enjoy
the upside of remote
working and mini-
mize or even elim-
inate the potential
downsides. Geese fly

in a v-formation because when their wings flap, it helps the goose behind
and together, the entire flock is stronger for this shared effort. Some sim-
ple strategies, well executed, can produce the same effect for your team. It
isn’t technical, or even difficult. It’s simply a matter of awareness and then

putting some systems in place.

When you implement the following strategies, you will see an immediate

19-
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difference in productivity, cooperation, and engagement.

1. Touch-base contacts.

A touch-base contact is simply a deliberate interaction with your direct re-
port for the express intent of sharing and enjoying some small talk. These
can be brief 5-10 minute conversations and can be focused on checking in
with each other on any important per-
sonal events or just chatting about local
sports teams.

The content is light and can begin
with a simple question like, “Hey,

how are things going?” A touch-base
contact can be an independent inter-
action, or it can precede a more formal conversation about a project or
task. Regular weekly or bi-weekly check-ins can help each participant
to see the other as a whole person and not simply as a supervisor or a
direct report.

If you have not been initiating these kinds of informal chats, it might
feel awkward when you first get started. That’s alright, you are just
being human. A good way to begin is to explain to your team what
you are doing and why. You can share with them the importance of
treating each other with some warmth as opposed to just seeing each
other as necessary instruments for getting things done.

Trust is an essential component of a healthy, collaborative relationship
and we are wired to mistrust strangers. It isn’t that we have to be BFF’s
or get deeply into each other’s private business, but it does help our
working relationship to be in touch with the things and events that are
most important to each other. Sharing what we are comfortable with
sharing allows others to support us when we need and want it, and it
offers us the opportunity to demonstrate to others that they matter to

20-
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us.

A good rule-of-thumb for touch base contacts would be at least one
five-minute chat every two weeks with each member of your team.
Using these chats as an opener to more serious, scheduled conversa-
tions about business tasks is a nice, easy way of integrating them into
your schedule. Obviously, if you can manage touch-base chats more
frequently, it would be better than the suggested rule-of-thumb. But,
keep in mind, as with anything, there can be too much of a good
thing! Time spent touching base should not consume so much of your
schedule that it interferes with your ability to get essential tasks done.
Nor should it result in your needing to do more work in the evening
when you should be recharging your energy for the next day.

2. Be intentional with each contact.

As important as informal contacts are, the lion’s share of our commu-
nications with team members are scheduled meetings. The key to get-
ting the most out of these exchanges is to be intentional about them.

What is the purpose of the meeting and what materials or resources
will be needed to make decisions? Having an agenda and identifying
what outcomes are expected from the contact are essential. This ap-
plies to group video-conference meetings as well as to meetings with
individuals.

Being clear about the purpose and expected outcomes for each meet-
ing will naturally result in fewer meetings. This little exercise will lead
to your questioning the value of your own
and your direct reports participation in
each meeting. Don’t be afraid to decline
a meeting, or delegate participation in a
meeting to someone else, so that both ev-

eryone’s time is best used.
21-
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Pulse-check conversations

An interesting cross between intentional and touch-base contacts is a
pulse-check conversation which is based on the weekly responses to a
brief survey. The 3-4 question survey can be tailored to your needs but
typically include questions like:

e What has gone well this week?
o What has been a challenge this week?
*  What are you most proud of this week?

* Is there anything I did this week that made your job easiet/
harder?

¢ What should I be aware of that I am not?
o Do you have any advice or requests on actions I should take?

*  What are your priority tasks/projects for the upcoming week/
period?

*  Onascale from 0-10, how satisfied are you with your job?
(0 being not all, and 10 being completely satisfied.)

These are just a sample of the kind of questions you might ask. You
can tailor your questions to your own group’s needs but don’t be tempt-
ed to use all of the above questions or to ask too many of your own.
Less is better, so be careful to ask only 4-5 questions. It shouldn’t take
more than a few minutes to respond. Fach week or every other week,
on a consistent day of the week, you can send out this pulse survey,
review the answers, then meet with your direct report to discuss their
answers and make plans.

A tool like this will keep you in touch with how your team is feeling,
what their issues or challenges are, and what people are getting done. It
also gives you an opportunity to recognize the work people are doing;

20
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Reporting sessions

Regularly scheduled reporting sessions are another useful tool for
keeping track of what people are doing, where they are encountering
success, and where they need your help in problem-solving. The re-
porting session should occur at least once a month and include coach-
ing and feedback. A summary of activities, completed tasks, ongoing
projects, plans for the future, and personal development goals should
form the skeleton of the agenda. Other items can be added as needed.

The pulse-check in conversation could be integrated into this agenda
and the meeting could begin with a touch-base, informal chat. Clearly
these tools are not mutually exclusive, and each can make the other
more powerful.

3. Use your technology.

In the last few years, technology designed for communication and
collaboration has advanced dramatically. The telephone and email are
great tools but for effective supervision of remote workers they are
not enough. You need file sharing capability, instant messaging, elec-
tronic whiteboards, discussion boards, and video-conferencing. It is
well worth your time to master these tools and then support your team
using them.

Although not as complete as a face-
to-face meeting, video-conferencing g
will give you a little more informa- i

tion about the emotional state or s&:} _LH

physical well-being of the other par- g "@: ]::
ty. It doesn’t work, however, if the HLA =

camera is turned off. You can model
appropriate use of this tool by always

having your own camera on and re-
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questing the other party, or other parties in the case of a group meet-
ing, to turn their cameras on.

When using video-conferencing, pay attention to what is in your back-
ground. A pile of laundry or toys strewn all around will not leave a
positive impression. Take a look to see what others will see. What do
you have hanging on the walls? What furniture is in the background?
An ironing board or a bed is not presenting a professional image. Some
people resort to using a virtual background but there is a difference of
opinion on how appropriate this is. Seeing you in front of a beach
scene or in an office that is clearly not your own can be distracting,
particularly if part of your hand or, worse, your head disappears every
time you move. Sometimes just shifting the angle of your camera can
create a positive change to what is seen in the background.

You will want to pay attention to lighting. Too much background light-
ing can wash your image out and others will see only a dark, ghost-like
image. This can be annoying and certainly distracting. You can make a
big difference by placing a lamp so that it sits just above your camera
and making sure that windows have appropriate curtains to control
light.

Something else to consider is the location and quality of your camera.
Some laptops have the camera located at the bottom of the screen.
The result is that your audience is looking up at your nostrils, which
is not a great look! Also make sure that your entire head is on screen.
Seeing someone from the eyes up or the nose down is irritating;

Even if your camera is at the top of your screen, cameras installed in
even the most expensive laptops do not match the quality of even the
cheapest webcams. Since webcams are plug and play, requiring only a
USB slot, it might be worth investing in a personal webcam. This will
allow you more versatility in where you place your camera, in ensuring
that you have proper light, and that your entire face appears on camera.

24
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4. Celebrate.

Birthdays, holidays, and work anniversaries are common events that
teams usually celebrate. The nature of these celebrations can be varied
but the power of “breaking bread” with one another can not be under-
stated. When we eat in the presence of others, oxytocin is released in
our bodies. This hormone is sometimes called the “love” hormone be-
cause it helps us to feel connected to others. It can literally build trust.

The release of oxytocin alone should be enough reason to ensure that
there are opportunities to celebrate events, but added to this are the
shared memories. They contribute to the stories of the group and cre-
ate a stronger sense of group identity and membership.

Celebrating milestones, holidays, or birthdays might be more difficult
when working with remote workers, but it is not impossible. Sending
out swag bags with treats that all will share while on screen can be ef-
fective but don’t be afraid to schedule a face-to-face event. You might
meet at the office and have the event catered or agree to meet at a local
restaurant. Whatever the choice, be sure to look for ways to celebrate,
as a team, at least 3-4 times per year.
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5. Schedule some face-to-face time.

Related to celebrations is the need to meet face-to-face, on occasion.
Full-time remote work does not mean that the worker never sets foot
on the corporate campus.

Ideally, there should be a block of time at least once a month in which
all members of the team are required to meet in the office. For those
folks whose primary workspace is at home, there might not be a desk
or computer designated exclusively for their use at the office. This is
not a stumbling block because most organizations will anticipate this
problem and provide shared spaces, often referred to as “hoteling.”

N
\
1Y o'

Remote workers should ex-
pect to come into the office
for several activities such as:
regular team meetings and for
technical or leadership train-
ing. Also, occasionally to meet
with colleagues with whom

they are sharing a project, or as
requested by you or other lead-
ers in the organization.

While any one of these meet-
ings might take only a small part of the day, staying for the entire day
is a good idea. Being in the office for an extended period will give the
worker an opportunity to catch lunch or coffee break with colleagues,
to maximize productivity by avoiding the disruption of travel in the
middle of the day, and it will facilitate some chance meetings with
other employees. Just being in the building for an extended period of
time is a subconscious reminder of the “tribe” to which they belong;
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6. Communicate using multiple channels.

It has been known for a long time that different people prefer to get
their information via different senses. Some people are visual and pre-
fer to read, others prefer listening and need auditory input, and a third
group gathers information kinesthetically - through sensory touch.

Added to people’s different preferences for receiving information, we
now also have a plethora of channels for sending out information.
Some people never miss an email, others prefer to batch them and read
them all at once. Some love social media, others avoid it completely.
Instant messaging is a favorite for some and annoying for others. In-
formation posted on the organizations intranet is a reliable vehicle for
getting information to most employees, but not for all. An old school
newsletter is just the ticket for some and while others prefer reading
a blog.

To make things even more complicated,
when a person is feeling a stressed, their
ability to take in information is ham-

pered. The result is that they might need \\

to be exposed to the same message sev-

A,

\
eral times before it registers with them. ‘\\‘

This means that if you sent an email or \
posted a message on the group discus-

sion board you cannot count on the fact

that that your direct reports have seen

the information, much less understood it.

When working with remote workers, you have many channels available
to you and the more channels you use, the higher the probability that
your messages will be delivered.
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7. Create opportunities for peer-to-peer mentoring and collab-
oration.

When working with your remote workers, it might be easy to slip into
a mindset where you see them each in an isolated pod. This is not
right. They are still a team and it will be to your advantage to encour-
age and support a sense of team belonging,

You can facilitate teaming by encouraging team members to reach out
to one another to get answers to questions or to offer information.
Some times it is easier for them to admit to a colleague that they don’t
know something or that you are struggling with a problem than it is to
admit it to you, the supervisor.

You can also assign projects to two or more team members that will
require that extensive collaboration between them to complete the
project. A challenge, shared with others and successfully completed,
creates a strong bond. Finally, you can encourage team members to
check in on each other. You might even schedule time in their weekly
routines for this kind of activity.

8. Know your people: one size does not fit all.

The saying “different strokes for different folks” is particularly im-
portant when working with remote employees. Some folks are most
productive in the morning, some later in the day. Some folks love to
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be interrupted and others feel totally distracted by interruptions and
resent the time it takes to re-focus on the task.

Some prefer to communicate by telephone and others never answer
voice-messages because they hate using the phone. When you assign a
task, some folks will want specific instructions and a detailed descrip-
tion of what success looks like. Others simply want to know what the
end result should look like and be allowed to plan their own path.

The more you know the different needs and preferences of your di-
rect reports, the more you can tailor your interactions to create the
optimum conditions for them to do their best work. Some of these
needs and preferences can be identified by how they respond to you
but, when working with remote workers, simple observations are hard

to come by.

There are two simple strategies you can use
to understand the needs, preferences, and
strengths of your direct reports. The first is
to create a simple set of questions and ask
them. For example: Do you prefer an in-
stant message or a telephone call? Is there
a time of day when it would be less disrup-

tive for me to call or would you prefer for
me to call whenever I think of something
I need to talk to you about? Asking questions like this demonstrates
respect for individual differences and increases the probability that the
communication will be well received.

Another great way to understand the needs, preferences, and strengths
of your direct reports is to use standardized personality and strengths
assessments. Each of these tools provides you different information
and when you combine the information from two or more, you begin
to see the individuality of each team member. A bonus benefit is that
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you can bring the team together to share their different profiles. This
can lead to more patience with differences between members, allow
folks to adjust their communication and behavior to maximize effec-
tiveness, and to leverage the different strengths of team members to
accomplish better outcomes.

9. Ensure that there are opportunities for growth.

Earlier it was said, “Out-of-sight, out-of-mind.” In terms of profes-
sional development this also holds true, and it is dangerous. At one
time there was an unwritten contract between employees and employ-
ers that, if the employee gave loyalty and hard work, the employer
would ensure continued employment.

The years of downsizing and right-sizing has destroyed his contract.
Most employees now understand that for their own survival, they need
to be in the business of “me.” What this means is that they will stay
with an employer only for as long as their employer is meeting their
needs.

One very important need is
to remain marketable in the
competitive employment are-
na. Things are changing rap-
idly and staying competitive
means that skills need to be
upgraded continuously. Em-

—H= ployees want to feel that they
- are growing in either respon-
sibility or in marketable skills.
Any employer who ignores
this need will find that their best players are moving on to other em-
ployers or positions and they are then left operating with their bench
warmers. Not a good situation.

~30-



Supervising in the New Normal

The fix for this is remarkably easy. It begins with having a conversation
with your direct report about their goals and interests, creating a plan
for achieving these goals or accessing their interests more frequently,
and then executing the plan. This is so easy that the conversation isn’t
necessarily required. Just simply negotiating a plan with your direct
report for one or two professional development experiences each year
will get you where you want to go.

The best part of this is that, being a remote worker doesn’t change
anything, It is just as easy to do with a remote worker as with a worker
you frequently see in the office. Projects that stretch skills, confer-
ences, classes, or even working through a book together can all serve as
professional development. The possibilities are as varied as the people
involved. It’s just a matter of taking a small amount of time to think
about this and then putting it down on paper. A good time to do it is
when you are doing your annual review. Every team member should
have two things attached to their review: a list of their accomplish-
ments for the year and a professional development plan with at least
two items on it.

10. Recognize effort and accomplishments.

No one outgrows the need for recognition. Certainly, we do learn to
set our own standards and congratulate ourselves when we achieve
those standards — that’s called “internal rewards.” But, if you say that
internal reward - just knowing that you did well - is all you need, you
are seriously misunderstanding your own physiology.

Everyone craves an occasional atta-boy or atta-gitrl. When our effort
or accomplishment is recognized, the brain releases a hit of dopamine.
John Mendina refers to this as a “dopamine lollipop,” because we love
it in the same way we loved the lollipop the doctor gave us after a shot.
Dopamine is often called the “more-ish” hormone because we always
want more of it.
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As a supervisor, you want to understand this
connection. We will want to repeat whatever
behavior resulted in a dopamine surge be-
cause we want more of the dopamine. An
occasional comment about a behavior you
like and want to see more of can go a long

way towards motivating someone to give you
more of it! Ken Blanchard advises managers that if they want con-
sistent, top performance from their direct reports, they need to catch
them doing the right thing and praise it.

Reward both effort and ontcomes.

You might have noticed that I have suggested throughout that it is
specific behaviors that merit the recognition, not just achievements.
We cannot always control whether our effort, even when executed per-
fectly, will yield the desired outcomes. A salesperson, for example, can
do all the right things and still not close the sale because a competitor
swooped in and undercut the price. Since folks cannot always control
the outcome, it is important to acknowledge and re-
ward effort and improvement.

This appears to be pretty straightforward but even
in the office environment, a supervisor can become

busy and not notice effort, improvement, or accom-
plishments that are worthy of recognition. This becomes an even big-
ger issue with the remote worker. Unless you are deliberate in uncov-
ering the effort, improvement, or accomplishment, it will be hidden.
Fortunately, several of the tools which we have already discussed can
help you with this.

First, if you have built a professional development plan, you have
some specific things to monitor as the year rolls out. It is an easy thing
to ask about progress on the professional development plan and then
to reward the acquisition of a new skill or certification.
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Second, if you are using the pulse-check conversation tool, one of the
questions you can ask is “What are you most proud of this week?” or,
“What did you accomplish this week?” These questions point directly
to things that you can then recognize, formally or informally. Even a
question like, “What challenges did you face in your work this week?”
can point to some creative problem-solving or identify earnest effort
on a task or project.

Third, as discussed eatlier, you can encourage a direct report to
peer-mentor another member of the team or you might tell a member
of your team to reach out to a specific direct report for answers to
questions. When you do this, you are announcing to the direct report,
and to everyone else on the team, that you respect and value their
work. Not only are you taking a task off your own plate by delegating
this support and guidance to someone else, you are building their skills
AND providing a sincere acknowledgement of their skill level. This
isn’t just a double-win, it’s a triple-win.

Adjust your recognition

When it comes to recognition, it is important to know your people.
What one person will find rewarding, another might find insulting or
punishing. A public awards ceremony might mean the world to one
person but feel extremely uncomfortable for another.

This brings to mind my own story. For me, the best reward for a job
well done was to have the opportunity to share my results in a presen-
tation to others. I loved speaking at conferences or internal training
events. So, when I first became a supervisor, if one of my team sug-
gested a creative idea for a problem, I immediately set about shaping
the idea in such a way that it would make a meaningful learning oppot-
tunity that they could present at a conference or an internal training
event. It was only a matter of a few months before I noticed that cre-
ative ideas from my team had dried up. When I questioned my team,
they quickly explained that they didn’t want to share their ideas because
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I would make them speak about them to an audience.

This was a very important lesson. What you enjoy as a reward and
recognition will not automatically be received as such by others! Once
again, “different strokes for different folks.” When supervising remote
workers, you do not have the luxury of observing your direct reports
body language following your attempt to recognize effort or accom-
plishment. If you are to avoid the mistake I made, you will need to
have a conversation with each of your direct reports. What for them
is a meaningful reward or acknowledgement of their work? Their an-
swers might surprise you and many of those answers will be relatively
inexpensive and easy to provide.
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Chapter Five
Facilitating A Hybrid Meeting

Meetings are hard enough!

Facilitating an effective in-person
meeting takes skill and practice. We
have all experienced too many pootly [ =
planned and poorly managed meet-
ings. Unfortunately, compared to a
traditional in-person meeting, the
risk of a hybrid meeting going off
the rails and becoming unproductive,

or even counter-productive is expo-
nential.

What is a hybrid meeting?

A hybrid meeting is simply a meeting in which there is a combination of
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in-person attendees and re-
mote workers attending via
video-conferencing. ~ With
remote  work  becoming
more common, the need for
hybrid meetings will grow.

Compared to traditional,
in-person meetings, hybrid
meetings have some added

issues and challenges. Without planning for some necessary accom-
modations for the remote worker, poor outcomes are highly proba-
ble. Not all meetings will be hybrid meetings and, when possible, you
might even encourage people to come in to the office for an in-person
meeting. This will not always be practical, however. When a hybrid
meeting is necessary, if this new context for meetings is properly un-
derstood, they can be a great tool for collaboration.

Hybrid meeting challenges

A successful hybrid meeting takes some adjustments from both those
attending the meeting in person and the remote worker. In the early
days, teams were not always aware of the unique challenges a hybrid
meeting would present and, as a result, some serious problems were
encountered. That doesn’t need to be the case. A little advance plan-
ning can make hybrid meetings as productive as a traditional, in-person
meeting,

Screen fatigue

Attending a virtual meeting is hard on the eyes. The muscles around
our eyes are the weakest muscles in our body and staring at a screen for
long periods of time is a challenge. When you are writing or entering
data, you have more control over your screen time. You can stop to
look something up, take a short break by looking out into the room, or
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even closing your eyes for a few seconds. When you are in a meeting,
however, looking away from the screen might be interpreted as not
being fully present and others might question your commitment to the
work.

No video-link:

A meeting is put on your calendar but because people are not used to
hybrid meetings, no one thought to add the video link for the meeting;
You are expected to attend the meeting, you have some input that
others are going to need, you really need to hear what the others are
discussing but you are blocked. Without that video link, quality deci-
sion-making is limited for both you and your team.

Feeling like a second-rate participant

Treats brought into a meeting or the simple side-chatter that occurs
during a meeting can contribute to the feeling that you are not really
part of the group. Added to that, in the early days, the remote workers
head might be featured on a large screen, like the head of some ex-
tra-terrestrial being, over-seeing the meeting but not really part of it.

It is not unusual for resource material to be handed out during a meet-
ing. Unless someone thought to send these materials to you in ad-
vance, you do not have access to this content. It is almost impossible
to follow a discussion and to provide relevant, insightful commentary
when you literally are not seeing what everyone else is seeing.

You feel forgotten

The team is having a great discussion and you have something you
would like to add but you can’t break in. Without the usual non-ver-
bals that signal when another is finished talking and it is safe to in-
terject, you risk talking over someone. Worse, you hear a pause in the
conversation but because others can’t easily see that you are about
to talk, someone else has seizes the opportunity before you can get
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your words out. No one thinks to stop, turn to you, and ask, “What is
your perspective on this?” The result is that you are an observer, not a
participant. This means that the team is not taking advantage of your
knowledge and expertise.

Hampered participation

Team meetings often include “whiteboard” activities. During planning,
sharing ideas, and brainstorming activities a facilitator usually keeps
track of content by recording it on a flip chart or white board. Some
activities might involve post-it notes attached to the wall to facilitate
categorizing and re-organizing ideas.

Without some advanced plan-
ning, the remote worker’s only
recourse is to watch these activ-
ities and accept the fact that they
cannot make any real-time con-
tribution. They could certainly
provide their perspective after
the fact when they review the fi-
nal meeting notes. At this point,

however, it might be too late.

Your contribution might be interpreted as criticism and “not being a
team-player” for suggesting anything contrary to the work developed
by the team.

Strategies for Successful Hybrid Meetings

All the challenges discussed in the previous section do not have to
be a reality. With some forethought, many can easily be addressed. In
addition, better use of existing technology, and learning to use new
technology as it is developed, can eliminate or at least minimize these
potential problems. Here are seven strategies to consider.
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1. Reassess priorities

When an issue arises, it is too easy to call a meeting. When these ur-
gent, ad hoc meetings are added to an already congested schedule of
recurring team, project, and inter-departmental meetings, an entire day
or week can be lost to “talking” with little “doing.”” Many of these
meetings are focused on sharing information that could just as easily
be handled via email. In addition, the wrong people are invited or too
many people are invited. The result is that many attendees add little
value to the content of the meeting. They either don’t contribute, their
contribution is not directly relevant to the issue, one or two people
dominate the conversation or, out of boredom, people multi-task and
miss essential content.

An early step in running a more effective hybrid meeting is to deter-
mine whether a meeting is even necessary. Information can be shared
via email, internal snail-mail, or if your organization has access to Mi-
crosoft Teams, it can be posted in a topic channel where it is easily
accessed when needed.

If you determine that a meeting is indeed necessary, the next step is
to carefully consider who to invite. The need for stakeholders to be
present for quality decision-making is essential but be careful not to
go overboard in your effort to ensure that the right stakeholders are
invited.

Where meetings are concerned, more
is not better. This is applies even more
in the hybrid environment. For an
in-person meeting, the rule of thumb
for an effective meeting is 6 — 8 par-
ticipants with a maximum of 12. This
guide is just as appropriate for a hybrid
meeting;
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Something else to consider is that, given that there is only so much
screen real estate, too many participants will make each person’s video
smaller and smaller. At some point, if there are too many participants
some will get moved to a second and third screen. When this happens,
you are losing access to almost all non-verbal communication, and you
might just as well return to an asynchronous problem-solving strategy.

Instead of crowding your screen
with too many participants,
identify who are essential to de-
cision-making at this point in a
task or project. As a task or proj-
ect progresses, don’t be afraid to
change who qualifies as essen-
tial. It is always possible to move h -

d—

someone from the invited list to

the optional list. This leaves the decision to either attend or to skip a
meeting in the hands of the potential attendees. Being on the optional
list gives folks permission to opt out and many will be grateful for this
option.

2. Start “out-there.”

When you enter a meeting room, it is natural to take note of who is
Y g

present and greet them with small-talk, or at least a nod. The virtual
participant doesn’t have the same opportunity.

An easy thing you can do, which will help everyone feel more com-
fortable and included, is to begin by acknowledging your remote pat-
ticipants.

A simple greeting, an introduction to the in-person participants if nec-
essary, and some simple small talk can warm up the meeting immedi-
ately. Depending on the meeting and who your remote workers are, it
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might be appropriate to give them the floor to make their own quick

introduction. You can follow this up by acknowledging those who are
present in-person or asking each in-person participant to introduce

themselves.

The key is to start with your virtual participants because they enter the
meeting feeling like an outsider. The sooner you can create an inclusive

environment, the more productive your meeting will be.

3. Set the table.

An experienced host or hostess knows that a
successful dinner party is not just about the
food. Creating the menu, preparing the food,
and planning the presentation of the food are
just as important as the meal itself.

Preparation is just as important for an effec-
tive meeting, The pre-work can make all the difference between wast-

ed time and getting to good results. Some things to consider in your

pre-planning are:

Determine your purpose and the intended outcomes for the
meeting and share this information with attendees. This will
help to people determine whether this is a “must-attend” meet-
ing or whether their time would be better spent on other tasks.

Create an agenda with some thought to the time needed for
each item. Doing so will help you to focus yourself and your
attendees on critical issues and avoid getting side-tracked.

Send materials in advance. This will make it easier for both
in-person and virtual attendees to have the right resources and
to be looking at the same content at the same time.

Include a video-link for all attendees. In the new business not-
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mal, almost all meetings should include a video link and this
should be available to all participants.

Choose the room for your meeting carefully. To determine the
appropriate room size, you will need to estimate how many
participants will be in-person. In the old wotld, this wasn’t an
issue. If you invited 15 or 30 people to a meeting, you booked
a room that fit. Now, in this new environment, you might not
need the same size of room. In addition, you will need to make
sure that the internet capability of a meeting room is enough
for the number of remote participants you are expecting and
what equipment is available in each meeting room.

Plan how you will recap decisions and communicate the next
steps to all participants. Know who is responsible for meeting
minutes, who will send them out, and how members will com-
ment on the minutes.

4. Manage the time.

Time is money. Isn’t that way they say? It’s
even more than that - it’s about respect as
well. Start your meetings on time. It rewards
those who are prompt, but it has even more
significance for the virtual attendee. It is a

distinctly lonely feeling to log in to a meet-
ing and find you are the only one present.

Be faithful to the agenda. If an item was important enough
to put on the agenda, it’s important enough to be disciplined
about other items so the time allotted to it is protected.

Screen fatigue is a real thing. To avoid exhausting your virtual
attendees, limit the length of your meeting to 50 minutes. If
this is not possible, allow a 10-minute break every hour. This
will give your participants eyes a rest and facilitate better par-
ticipation in the meeting,
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5. One person, one device: BYOD!

Bring your own device, a laptop or
a tablet, to the meeting, It may seem
counter-intuitive, but all participants
—= should use the video link and log into

- the meeting. This will give everyone
access to some useful tools and will
put all participants on the same playing

field. If everyone is logged into the meeting, the in-person partici-

pants can talk to each other as normal, but they will also have access
to instant-messaging through the chat box. They can use this to send

a message to the entire group or to a subset of the group and it will

not matter whether the recipient is physically present or participating

virtually.

Since it can sometimes be difficult for a virtual participant to interject a
comment, question, or information, they can use the chat box. Some-
one in the room can then draw the team’s attention to the chat post. In
addition, if your software includes a virtual whiteboard, everyone can
participate equally in group brainstorms or other activities that make
use of a whiteboard. Finally, files or links can be posted in the chat box
for immediate use by all participants.

6. Maximize participation.

As a facilitator of a meeting, you have three goals: maximize the use
of the talent present; achieve quality outcomes; and, ensure that par-
ticipants are committed to the decisions of the group. The best vehicle
for all three of these goals is participation. As the facilitator, it’s up to
you to notice if you are not hearing your remote participants.

Don’t be afraid to direct a specific question to your virtual attendee, it
might be just the opportunity they have been looking for to add their
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perspective or to contribute some
information. If nothing else, it
will signal to them and the rest of
the team that their input is valued.

Ensuring full participation by

your virtual attendees will, at
times, require some creativity and
a willingness to experiment with technology. If you are going to do a
brainstorming session or an activity that requires writing on a flip chart
or whiteboard, you might want to assign someone to serve as an in-
termediary. Your virtual attendees can send their contributions to this
person who can then stand in for them during the meeting,

There are many ways in which you can adapt how you get things done.
But if you don’t take some time to think about how to do it, you will
be left with team members watching instead of participating. When
this happens, you don’t have access to their knowledge and skills. Sadly,
they will also see the work done as someone else’s work and have weak
or no commitment to the decisions made. As Ken Blanchard said,
“Those who plan the battle, don’t battle the plan.” You cannot afford
to have bystanders!

7. Learn to use the technology.

The train has level the station. We have entered a new business en-
vironment and you cannot afford to be left behind. The technology
for virtual meetings is advancing and if you
haven’t learned to use today’s tools, it will be
a lot harder to learn tomorrow’s tools. Some-
times you have to go slow to go fast and, in
this case, it might mean you will have to invest
time away from usual responsibilities to learn
to use the new tools efficiently and effectively.
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It will be well worth that investment.

There is an additional reason for learning to use the new tools. Your
meetings will be so much more effective when you can engage all your
participants, both the in-person and your remote workers. Every mem-
ber of your team is a valued resource. It is wasteful not to create the
kind of environment in which everyone can do their best work. It is
your responsibility, as the manager, to model the proper use of tech-
nology so that every meeting attendee can contribute their best effort.

*One last comment about technology.

Most video-conferencing tools allow recording; Just because
you can do something, doesn’t mean you should. Recording
a meeting might make note-taking easier in that you can go
back and review the meeting to create minutes. However,
keep in mind that there might be some legal ramifications.
Video records are discoverable when there is a legal issue.
Think carefully about the purpose of recording a meeting
before doing so. If there is a clear advantage in doing so, use
this feature but do not automatically record every meeting.
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People are more productive working at
home than people would have expected.
Some people thought that everything
was just going to fall apart, and it hasn’t.
And a lot of people are actually saying
that they’re more productive now.

Mark Zuckerberg

J

Now that companies have built the
framework — and experienced the cost
and time savings associated with it —
there’s no real reason to turn back.

Mark Lobosco,
VP of Talent Solutions at LinkedIn
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Chapter Six
The Secret Sauce

Nothing new

As you worked through the list of 10 best practices, you might have no-
ticed something. They are not unique to the world of remote work. They
are, in fact, very good practices for any leader in any context. My hope is
that they were already a part of your regular interaction with your direct
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reports in the traditional face-to-face context.
It’s all about leadership

The secret is out, the 10 best practices for supervising a remote worker
are just examples of good leadership. The secret sauce is not so spe-
cial. Good leadership is required regardless of the context - face-to-
face or remote supervision.

The challenge is that these practices, while important in the traditional
working environment, are essential in the remote working environ-
ment. A supervisor can get away with sloppy leadership in the tradi-
tional office, but with employees working remotely that same slop-
piness will result in serious consequences for worker engagement,
productivity, quality, and turn-over.

On the flip side, small changes can have big results. You don’t have to
immediately up your game on all ten practices. If you make an earnest
effort on one or two, you will see some immediate positive results. In
fact, I would urge you not to try to implement all ten changes at once.
You will overwhelm yourself, become discouraged, confuse your team,
and do more damage than good. Paul Lencioni argues that if “every-
thing is important, then nothing is important.”

With this thought, pick one or two things you feel comfortable with
adding to your routine and get started. When you have implemented
these small changes and are beginning to reap the rewards, you will be
motivated to add another and then another.

Let’s get started! Your work will get easier and your team will be more
successful. That’s a good deall As you progress, be sure to share your
strategies and results with your colleagues. You need a little recognition
too and your colleagues will appreciate the help.
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10 Best Practices for
Managing Remote Workers

Frequent touch-base contacts.
Be intentional with each contact.
Use your technology.

Hold celebrations.

Schedule some face-to-face time.

Communicate using multiple chan-
nels.

Create opportunities for peer-to-
peer mentoring and collaboration.

Know your people: One size does
not fit all.

Ensure there are opportunities for
growth.

10. Recognize effort and achievement.
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7 Strategies for Successful
Hybrid Meetings.

Reassess priorities.

Start “Out-there.”

Set the table.

Managed the time.

One person - one device: BYOD!
Maximize participation.

Learn to use new technology.
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