Managing Physical &
Remote Offices
Simultaneously in the
“Hybrid” New Normal

Denise Gaskin, Ph.D., M.S.

To generate ideas and develop action items on hqW to
better manage your hybrid work environmeni/@and
how to be a better “hybrid” leader.




Learning
Objectives

Understand the Hybrid New Normal

Learn how to get Contributions from Everyone
Understand the Different Ways We Need Informatio
Learn skills for Hybrid Leaders

1. HYBRID
NEW
NORMAL

Some return to office, others
WFH creating a Hybrid New
Normal
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Setting Work
Expectations

UDo not assume that everyone will
work as they always have.

UGet managers & directors to think
about each position. What has
changed?

UCreate new job expectations
where & when needed.

UMeet with staff, review, get their
input, and make changes when
presented with good ideas.

UPut the new expectations in
writing- for staff, for leaders, for
HR. Everyone wins when
expectations are crystal clear.

Focus on the underperformance vs
the underperformer

If you focus on the person you may
presume the problem is insufficient
skills, lack of initiative, commitment
or bad attitude.

BUT focusing on the
underperforming behavior allows
you to do good problem solving
especially with complex situations.




Identify what is getting in the way:

U Technical Issues

U Self-Management Issues
U Isolation Factors

U Organizational Issues

U Communication Issues

U Family Issues (childcare,
managing illness)
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Q Clunky processes made
worse?

U Getting information was
always tough, now it’s
harder?

O Work-arounds are breaking
down?

U You may not know what’s
gotten worse- not until you
ask.




A trickier one, right?

Who doesn’t love a great
Over-Performer?!

An over-performer could be
headed for burnout.

And they could be taking work
away from someone who has
capacity, and needs/wants to
stay busy.

It’s just as important to
address OVER performance as
it is UNDER performance.

Talk with them — go back to expectations
set.

If you don’t have set expectations, have
conversation now.

LISTEN to their reasons why they are “over”
busy. They may have a great reason for
overperforming. And you could have a
systemic issue on your hands.

Challenge their thinking by asking good
qguestions:

Has it always been this way?
Has something changed?
Why do you feel you have to do more?

Build a solution together, make expectations
clear.
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Workload
Management

Collaboration

V Rules of
Engagement
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Let’s talk about the second aspect of the Hybrid
Wellness is New Normal- Wellness has never been so
Critical... important.

Your people need to know they will be safe at work.
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What is meant by wellness?

Treat Your People Well
Civility & Resect
Organizational Culture
Psychological Protection

Build People’s Skills
Psychological Competence
Growth & Development
Recognize & Reward
Psychological Support

Manage Workloads
Wark / Life Balance
Workload Management
Invalvement & Influence
Leadership Expectations

Create Healthy Workplace
Physical Safety
Environmental Support
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Notice...

What are you focused on right now?

What should you be focused on?
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The third component
How Flexible Can  New Normal is flexibi

You Be?

How has this c
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What have you changed?

U You know people can work remotely
QYou have built the IT infrastructure
QYou may have changed how people work
U Teams vs. individual assignments
L Zoom has become a norm

U We know one another’s pets now
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O If so, is it working?

U Are some parts BETTER than
what you had before?

U What gaps did you identify,
and have you fixed them?

U Can you plan to keep the good,
and add back some of the
more traditional ways?

10



2. Getting
Contributions

From Everyone

Think about your bias-
example

“Smart people think on their
feet.”

If this is something you believe,
then you likely have ideas about
what “silence” means
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What does Silence mean to you?

U Disagreement?

U Disengagement?
U Lack of expertise?
U Cynicism?

U Contrarian Personality?
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How to overcome “silence” bias...

U Before meeting, share purpose, provide relevant data, give
out the questions you plan to cover

U During meeting, give introverts or those who tend to be
quiet the floor by asking questions.
“What stands out for you?”
“What have we not considered yet?”
“What are we missing?”
U After meeting circulate a summary, invite responses
directly to you for those who like to provide input by
writing, or when they’ve had a chance to think about it.
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Another bias: Out of Sight, Out of
Mind

How to overcome this bias:

O0O0D0ODO
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Build an agenda, send out before meeting.
Clarify meeting purpose, objectives, & materials you will be using
Assign someone task of keeping virtual team members engaged
Use chat feature to let others know you want to speak

Regularly stop and check to make sure people can hear, are
following dialogue

Ask “remote” people a question
After meeting, circulate key insights, decisions, actions.
Ask team members to send you ideas, insights, question
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How would you fill in this blank?

Shareholders

Board members
Senior leaders

Men

Women

Older people
Younger people
Really smart people

SN N N N VRN NN

People with the experience on this
subject

Who else?

Q

13
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Overcome this bias...

U Reframe conversation- this problem is a business
performance issue. Everyone has a vested interest in
overcoming the bias.

O Enlist members to lead by example, hold them
accountable to make space.

U Develop ground rules like “no talking over one another”

U Culture- create one that allows members to challenge
one another safely

U The leader should take offenders aside and discuss their
behavior- assume they may be unaware.
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3. Ways We
Communicate &

Need Information
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Let's Take A Quiz

LA

Think about how you prepare...

| need:

A. Toread materials a few days before the meeting

B. Need it weeks ahead of the meeting- got to
prepare my notes & thoughts

C. Information during a meeting and can easily
dive into discussion

D. To get information as an intro at the meeting,

with the bulk of the conversation happenin
later

30
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Noise to meiis...

o 0N ® >

Stimulating — | get energy from a loud room
Tiring- | feel my “batteries” draining
Tolerable- It’s fun for a while, then I’'m done

Kryptonite- | can’t function in a loud room, |
tolerate it, then go off to regain balance
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In general, | need...

@
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The Facts please.
The BIG Picture, where are we going?

Who has done this, and how did it work for
them, what impact did it have on people?

Information about how this has worke
elsewhere- precedent.

32
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How | like people to work with me...

A. Give me the data, let me interpret it, noodle
on it for a while, when I'm ready, I'll come to
you.

B. Show me the plan and get to it sooner than
later.

C. Ineed you to tell me how this will impact
people. Who will be involved, what will
happen?

D. Let me talk with others who have alread
done it, | will get the information myse
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Your Responses to the 4 Questions?
How would your team respond?

Q1l: We have different needs for meeting prep and
participation.

Q2: Some people are hard wired to be sensitive to
noise. They can’t think when there is a lot going on.
Q3: What is your preference for getting
information?

Q4: Another way of seeing HOW you like you
information: Facts, BIG Picture, People Foc
Process

34
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The Skills you need more
Connecting of in today’s Hybrid New

Normal world include
Well As A

empathy, listening,
Leader authenticity, and a focus
on the future.
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Mo Bunnell- GrowBIG
Communicating more

Effectively (aligns with HBDI
Thinking Model)

Authenticity- drop the fagade, be rea
Empathy- does the person feel heard
do we really care, does our body
language express we care

Logic- is what you're telling me fact
based? Or based on opinion only?
Future Focused- develop strategies
for moving forward, share them

36
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Whole Brain Thinking®

Logical
Analytical
Fact-based

Quantitative

Organized Interpersonal
Sequential Feeling-based
Planned Kinesthetic
Detailed Emotional

37

WA LA
Association of Legal
Administrators

4. SKILLS FOR HYBRID

LEADERS

38
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If we aren’t well, we can’t do well

Let’s start
with self-
care basics...

Mindful Time

Routine/Control

40
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Sleep Sleep at least 7 hours a night

Exercise  Exercise 150 minutes/week

Eat Eat food that is good fuel for you, think
about your “fullness” level.

The

. Maintain  Maintain social connections, or build new
Basics...
Spend Spend a few minutes each day being aware

of what is happening in your head- just
notice thoughts, and breath

Routine  Keep a schedule, this gives you some
control

Overcome Your
Listening Blocks
— especially when
working in a
Hybrid world
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U Mind Reading
U Rehearsing

U Filtering

U Daydreaming

U Advising
U Judging
U Condescending

wWALA
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Mind Reading

Prevents you from
having an open mind-
Curiosity is a
superpower

Thinking you've heard
it all before

Not really listening “Same old stuff’

44

22



e Sitting there thinking about
how you will respond when
others stop talking

e You are listening to your
OWN thoughts, not to the
person speaking

Filtering / * Also known as * Thinking of

; Selective other things
Daydreaming Listening while someone
« Hearing what is talking with
you want to you
hear * Not being
* Filtering out present
what is

uncomfortable,
or something
you don’t
believe

")ALA
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Advising /
Judging /
Condescending

* Jumping in
with
unsolicited
suggestions
or solutions
to problems

* Can be well-
intended but
can take over
the
conversation
when the
person just
wants to be
heard

* Analyzing,
critiquing,
contesting
speaker

* “You’'ve got it
wrong!”

* Making the
other person
feel like what
they have to
say is
unimportant

* One Up
someone

How to
avoid
these
blocks to
listening?

ae

Listening

Focus on the

person speaking

&

Tune in, if you
drift, come back

48
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Empathic Quiet your mind

Don’t multi-task

24



I leave you with
this...

This is a new normal. You are in
a leadership role for a reason.

People trust you.

Take care of yourself-
remember that emotions are
contagious. Infect others with
strength, calm, & wellness.
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