Leading in a Hybrid World: Module 1
Building your toolkit for a hylbrid working future

-Focus on Hybrid Essentials and the Change Challenge
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Future of Work Before Covid ?
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Several forces continuing to transform the world of work
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= Globalisation and

Pace & Frequency customer expectations
of Change

e Technology &
Talent Scarcity and Connectivity Demographics Resources &

changing skills Sustainability
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Future of Work...From an organizational perspective 6 clear realities
are emerging that are challenging traditional norms and assumptions

Reality #1. Dealing with greater complexity and ambiguity
Reality #2. More rapid and continuous business model disruption

Reality #3. Delivering on our strategy while sensing & responding to change

ing options for how and where to getw

eality #5. Work and Workplace expectations are changing fast

ity #6. Agility as a sustained capability, not just an episodic necessit
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Agility as a sustained capability, not just an episodic necessity....

- Organisations already on a journey towards increased agility and flexibility

/AGILE & ADAPTIVE ORGANISATIOm

TRADITIONAL ORGANISATION

STRATEGY

Top down vision, purpose and planned strategy

Shared vision, purpose and adaptive strategy

STRUCTURE

Designed primarily for stability
Hierarchical and siloed

Designed for stability and dynamism
Networked — flat and cross functional

TECHNOLOGY

Analog, centralised, enabling the business operate
Random, dispersed acts of digital, tool for work

Digital, local, democratized, extending the business

Digital integration, everywhere, augmented

PLANNING

Linear and sequential, directive

erative and dynamic, directive & emergent

CULTURE

Hierarchical, top down, controlling, goals and
delegation cascade

Collaborative, local accountability and execution \

Open mindset, iterative including rapid
experimentation and learning

gile— ways of working, optimization of resourc
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‘Work Flexibility’ now and in the future
- Further decisions ahead with regard to the workplace and new ways of working

HOW
work gets done

The technology used,
ability of individuals and
teams to flex time,
location and intensity to
deliver outcomes.

WHEN
work gets done

Working hours (number
and timing), colleagues
discretion in determining
these, and an
understanding of how
this will be managed
with co-workers.

WHERE
work gets done

The preferred vw\

location(s)
ability t to the
mutual be of the
bus%d employee
& ome, hub...)

A Flexible Work
model is not just
about the “Where”
work gets done

WHAT
the job & work entails

Opportunity for job
redesign and
re-configuration Jobs
designed on the content
and outcomes and not
the person or location.

WHO
does the work

Team flexibility,

Full time employees,
part time employees,
contactors, partners,
blended workforce etc.




Organisations are working through what is now @
desirable, feasible and sustainable.....and why

Pre-Covid Future ?
—‘o'?l _
Little or no policy / ad-hoc, Part of new business and operating model,
manage by exception company culture and employee mindset

* ‘We work better together” culture or locations * Culture where employees expect to flex where they work

where ‘face time’ is a cultural norm * Office is a space for collaboration and interaction
* Office is a space for both individual and (rather than individual work)

collaborative work * Company provides resources and benefits to support
* Companies may allow work from home but with distributed work

little or no support * Work environment is adapted for a blended model

* Work environment is catered to an on-site reality



Shifts in work and working life have been
underway for some time for employers

and employees...
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Our relationship with work is changing

We are re-setting ‘how and where work gets done’ through 3 main modes: In-Person, Remote and Hybrid

Co-Located /
In The Office

Distributed /
Remote

Gartner, 2022

Onsite, Working Together

(Virtual
(In-person /Hybrid
meetings)

B

Remotely, Working Together

(Virtual /Hybrid Meetings)

O@®
OON@)

Onsite, Working Alone

Remotely, Working Alone

2

Synchronous Work

Asynchronous Work

“We now have to learn
to be effective and
deliberate with all 3
work modes, at any

given time, in order for

work to get done and
for collaboration to
happen”

Satya Nadella,
CEO Microsoft



Discussion

myy Benefitsand

Challenges of
Flexible /Hybrid
Working
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Your Views on Hybrid Working into the Future ?

The positives and benefits...?
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People Manager Views on Hybrid Working — Market View

The positives...

= People Managers see the significant benefits of greater flexibility for the business, for themselves
and their teams

= Access to and retaining key talent is a real positive but also a risk versus competitors
= The shift to a blended work model will improve role clarity, process and team effectiveness

= The Covid experience has increased confidence and capability in areas such as trust, productivity and
use of technology

= QOpportunity for a re-fresh as to manager and employee expectations and responsibilities
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Your Views on Hybrid Working into the Future ?

The challenges and Watch-outs....?
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'eople and Leadership Solutiol

People Manager Views on Hybrid Working — Market View

Watch-outs and new ways of working ...

= Concerns around team culture, collaboration, connection and creativity into the future.

= Interactions outside of own team are more difficult, ad hoc and informal interactions are important
in building informal relationships

= Management processes such as onboarding, induction, informal mentoring. ‘walk around
management’ and career development

= Performance and productivity management.
=  Managing boundaries and time, watch for ‘always-on’ risks
= Business problem solving and decision making

= Managing for presence ‘privilege’ and potential bias




Leaders Are Concerned....

CEOs’ Top
Three Concerns ° Culture-Engagement and Morale
About Office

and Home @D Collaboration & Innovation
Working Policy

for Knowledge o Well-Being, Fatigue and Safety
Workers

Source: 2022 Gartner CEO and Senior Business Executive Survey



Our Pre-Pandemic Culture Experience & Connectness

Key Attributes of the Pre-Pandemic Cultural Experience

Physical Proximity Culture & Work Diffused Through Macro-Based Experiences
...mostly in person... the office... ...with lots of people.

(" A

Source: Gartner



Remote Working Disrupts Traditional Cultural Experience &
Connectedness

9
JAN /A JAN

Fewer In-Person Less Time In Offices Shrinking Ecosystems
Interactions

Employees Employees are interacting
Employees meet their teams spend 65% less time once a week or less
in person maybe once / in offices compared to with their "weak ties",
twice a week, compared before the pandemic. compared to several
to four days a week before times a week before
the pandemic. the pandemic.

n = 3,917 hybrid/remote knowledge workers
Source: 2022 Gartner Culture in a Hybrid World Employee Survey



Enhancing Connectedness in a Hybrid World

Connectedness

by Osmosis

Diffuse Culture
Through the Office

Hybrid Shift

Work replaces the office as the
most common, constant cultural
experience.

Diffuse Culture
Through Work & Work
Design — making work better
and making work matter...

Connect Through Physical
Proximity

Being seen becomes rarefied,
placing greater weight on the need
to feel seen.

Connect Through Emotional
& Relational Proximity

Optimize a Macro-
Based Experience

Culture is experienced in smaller
ecosystems with intensified
relationships.

Optimize your network
strategy through strong ties
and more deliberate and
impactful weak ties
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WorkMatters THE CHANGE CHALLENGE

people and leadership solutions for
the changing world of work

Shaping the next phase of Work

Kevin Empey
Managing Director, WorkMatters
Kevin.empey@workmatters.ie

WorkMatters Consulting Ireland. All rights reserved.



So How do we get there ?
- Change Leadership for the times we are in....

AN
)

Now listen up! We're going to

N

do this alphabetically!




Transitions during Change

Endings

Transition or |
Neutral Zone

|
sreea ﬁ
Shock

New
Beginnings

RelieflAnxiety
HopefuliSkeptical |

Confusion
Resignation
Anger
Avoidance
c s ion
Undirected Energy
Creativity
RECONCILE REORIENT

William Bridge’s Transitions Model

M
Confli !

|

| Acceptance
Realization of Loss

Impatience

Stress

RECOMMIT

Change brings gains and losses
Most people focus on the losses
We see gains and losses differently.
What is important to you may not be

important to others

People go through the transition curve
at different speeds and in different ways

These feelings are natural — we all
experience them



Enabling and Leading Change
- acknowledging and supporting people through the change

Create Alignment

Maximize Communication

Spark Motivation

Morale and competence

Develop Capability

—r=

Share Knawladaa
Share Ki owieage




Enabling and Leading Change

Endings Explorations New Beginnings
Sustain the change
i En
Inform /Inspire gag:/ Enable -
Empathize
P Energy
Minimise the length of the dip Hope
Denial ;
— emal Anxiety N Impatience
Z Shock HP
= £ Z Acceptance
"'|:J Fear - E
= g £ ..
= Anger T = Skepticism
O £ 2
O s E
E :é
Frustration E = Creativity
=
Confusion

Approach-Avoidance

Stress

TIME Source: Managing Transitions by William Bridges, 2003.
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The Change Management Challenge for the transition to Hybrid
— a balance between directive and emergent change.....

COMPLEX,
SYSTEMIC

CONSISTENT,
TOP DOWN

® Self
Organised

@ Few Hard
Rules

Experimentation

o Tell/Sell

© Roll
Outs

Freedom within
in a Frame

“I' can only
croatethe Learn through

conditions experience
for change

to happen”

“l can
manage
change”

DIRECTIVE

Open to change
and iteration

\

CONTROLLABLE, DIFFERENTIATED,
STRAIGHTFORWARD LOCAL FOCUS

26
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Agile Mindset & Orientation needed for shaping the next phase of Work

lam Ope N to challenge, continuous learning and new experience (Growth Mindset)

| can embrace and be COMfOrtable with cha NEE and ambiguity

Driven by a hlgher purpose and pOSSibilitieS as well as strategy and outcomes

A bias for informed action, comfortable with iteration and expe Fime ntatl on

Emphasis on collective knowledge, COl |a bOFatIO n, diversity and co-creation

Able to aCknOW|Edge, sense d nd respond to own emotions and thoughts (Emotional Agility)




The role of the Agile Mindset in helping to transition to new ways of working...

Traditional Agile
Mindset & Orientation Mindset & Orientation

Past experience and knowledge determines my actions, decisions and my Learning from the past, | am open to challenge, continuous learning and

future results (Fixed Mindset) new experience (Growth Mindset)

| typically try to manage change, minimise disruption, control things | can embrace and be comfortable with change and ambiguity

| tend to focus on strategy, goals and objectives Driven by a higher purpose and possibilities as well as strategy and
outcomes

Action is based on clear business case & evidence A bias for informed action, comfortable with iteration and
experimentation

Emphasis on individual knowledge & expertise Emphasis on collective knowledge, collaboration, diversity and co-
creation

Both have advantages and disadvantages and are needed and suit different situations.

I @)
WisrkMacters
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4 Habits of Agile Leadership

— for now and the future ?

Provide

Clarity

Enable Shape

Change Culture

Create

Connection

Provide Clarity

» Navigating Complexity, helping to enable clarity
« Communicating and connecting with “Why” as well as What
» Sense Making and energising around Purpose and Growth

&1

Shape Culture
» Being deliberate about “the way(s)” we do things ﬁ%%
* Promoting Agile behaviours through values and principles

Enable Change
* Change Leadership as well as Change Management
» Appeal to both hearts and minds in executing change

* Provide resources and support
o

Create Connection :
*

* Build Relationships
» Trust & Psychological Safety
» Seeks to connect at the emotional and rational level
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WorkMatters SOME TOOLS

B ™ AND PRACTICES TO HELP
DESIGN NEW WAYS OF

WORKING

Hybrid Training

Kevin Empey
Managing Director, WorkMatters

WorkMatters Consulting Ireland. All rights reserved.



When shaﬁing flexible work I|‘?atterns with your team, it is
elpful to start with the work in mind

“What is the work that needs to get
done, then be open to how and where
that work can best be done”

Consider a standard of work agreement within your team using a team

agreement or team charter.



Recognising ‘work’ and contribution beyond the boundaries
of the role...

Wider
Organization

My Peers &
Other Teams




It can help to conduct some Team Activity analysis before completing a Team Charter

Team Activity Template 1




Work Activity Template for Teams (2)

Team Activity Template 2

WITH EXTERNALS
WITH COLLEAGUES

My team
Other teams in the organisation

Suppliers
Customers
External Contractors

Critical Face to Face Touchpoints

Business planning

Team connections

Critical Face to Face Touchpoints

Regular / semi regular meetings

Negotiations

Processes / organisation:

Workplace / infrastructure:

Tools / technology:

Collaboration / exchange / communication:
Competencies:

Other:

This work will help in defining team "ways of working" which can be expressed and updated through a

Team Agreement or Charter... a



Team Agreements & Team Canvasses (to be developed further in Module 2)

THE HYBRID TEAM CANVAS

an anywhere, anytime workplace culture

Team na LH

;’;mx‘;‘f“ D:‘JQD pol:; ?c' hpwed pr k‘ Team name | Date
PEOPLE & ROLES 2% | COMMON GOALS RULES & I=
ACTIVITIES
PURPOSE
PERSONAL NEEDS &
GOALS EXPECTATIONS
Dat
—— | STRENGTHS & ASSETS <7 | WEAKNESSES & RISKS

DECISION-MAKING

NORMS & RULES

OUR UNIQUE WAY OF COLLABORATING

ame Place/ Same Time Differen

PURPOSE

ame Place/ Different Time Different Place/ Different Time

t Place/ Same Time

PRIORITIES

PSYCHOLOGICAL SAFETY




Discussion

Our Ways of
Working will
involve Company
Days, Team Days
and Remote Days

ma.  What type of work /
events would be
best suited to each ?




Creating Shared Leadership for Performance in a Hybrid World @

- Within a Culture of Trust and Shared Accountability

Cali Williams Yost
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Creating Shared Leadership for Performance in a Hybrid World

G

- Within a Culture of Trust and Shared Accountability

INDIVIDUALS IN YOUR TEAM

» Control and accountability for your work
» Leverage work flexibility, resources, technology, and workspace
 Clarify expectations and progress with manager - and the team

G
THE TEAM

* Mutually accountable coordination of work flexibility,
technology, and workspace.

» Communicate accessibility/responsiveness and expectations

» Feedback and Iterate - Recalibrate, as needed

|
MANAGERS & LEADERS

« Initiate expectations/progress updates, and master flexible work
team leadership. Culture Stewardship

* Experiment with and adapt to new flexible ways of working and
operating. Role model and create a safe environment

* Recalibrate with way work is done, as needed
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A tool for enhancing our Hybrid Ways of Working

- Being deliberate about our habits and behaviours

OUR TEAM
PURPOSE

Our Team Goal: To create flexible, engaging and productive ways of working to deliver on our goals

Positive results and indicators of success that we are

reaching our goal
[ J

Negative Results indicating we are not reaching our goal
[ ]

Behaviour and Habits that lead to the positive results

Behaviour and habits that lead to such negative results

[ J [
° Replace a negative habit
with a positive one

39



Making our experiences and ‘experiments’ more deliberate,

intentional and impactful....
- Proactively using principles and methods of lean change and design thinking

https:/leanchange.org
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Measuring the effectiveness of your Hybrid Model and Test & Learn Phase

(draft for further discussion & iteration)

ﬂ/leasurement Objective:

*  Monitoring hybrid ways of working
effectiveness and culture KPIs

*  Embedding high impact rituals and
routines

Approach & Tools for measurement:

*  Surveys and pulse checks

* 360 feedbacks & Focus groups

*  Team charters and team habits

toolkit

~

Work Culture & Ways of
Working

Are our hybrid ways of
working and desired
culture working out as
envisaged

Manager playbook and training
Team retrospectives and reviews
ﬂeasurement Objective:
* Optimising employee experience and
wellbeing in hybrid implementation
Approach & Tools for measurement:
e 1-1formal and informal manager-
team discussions. Check-ins
* Setting KPIs to reflect on Health &
Wellbeing
* Surveys and pulse checks
* Internal informal connection

platforms for employees
* Buildings usage metrics and

\measurement

/

Employee Experienc
& Wellbeing

Is the new model
enhancing the health,
well-being and overall

work experience of our
employees and
managers

Performance &
Productivity

Is the new work model

delivering overall team

and work performance
in a sustainable way

Organizational
Effectiveness

Beyond the individual
and team level, is our
model working
effectively at the wider
organisational level
and for our key
stakeholders

ﬂeasurement Objective: \
*  Understanding and improving individual

and team performance and productivity
in a hybrid working model

Approach & Tools for measurement:

*  Set and monitor “KRAs” for teams and
individuals (include collaboration &
team-work objectives)

*  Measure outcomes openly as a
collective exercise

e Tools like KPIs, OKRs, 360 feedback,

Planned to Done ratio, 15Five, Trello,,

Hive.com can help with performance
and productivity management
Measurement Objective:
* Regular analysis & comparison of key
business and organisational output

Approach & Tools for measurement:

* Customer and stakeholder analysis

* Employee Attraction and
Retention/Attrition metrics

* Stakeholder communication & customer
satisfaction surveys

Risk assessments e.g. critical roles/skills
Employees engagement metrics -

\predictors” of future productivity /




Discussion & Next Steps

 Priorities and Topics for further sessions

* Discussion on Next Steps

WorkMatters





