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Lunch with Leaders:
Engaging Virtual Teams
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g

' STRONG



Welcome to our virtual waiting room!
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Virtual Meeting Norms

* Mute yourself (audio and video) unless speaking

* Actively participate to make this engaging for you
* Respond to all polls

* Share your experiences
e State your name when contributing to a discussion
* Ask questions: there are no stupid ones

* Please ask gquestions in the chat window unless the facilitator requests otherwise

* A moderator will monitor the chat window and ask the facilitator questions

Please note that the session will be recorded
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Today’s Agenda

A

» \Welcome ‘ STRONG
> \WWhat iIs Lunch with Leaders

* Upcoming topics include: Facilitating virtual meetings/trainings, Lunch with Leaders

Leading with emotional intelligence, Prioritizing employee’s
mental health

> What to expect today
* Understand what it take to lead a remote team successfully
* Share challenges
* Discuss tips and best practices
* Explores available resources
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What Makes a Team Successful

Established
Shared Goals

Holding One Another

' Accountable

Open

communication Effective Working

Procedures

Source: High Performing Teams: What Are They and How Do | Build One? - Activecollab Blog. (2017, June 21).
Retrieved from https://activecollab.com/blog/collaboration/high-performing-teams.

& Penn Medicine



Remote Work Reality...
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Challenges of a Remote Environment

‘ Holding One Another Accountable

Established ‘
Shared Goals

Open Communication Effective Working Procedures
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Participate in Poll Everywhere

New iMessage Cancel

22333

&) pennmedicine918
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Poll Everywhere

"
What have you found most challenging when it comes to

leading your team remotely?

Clear goals and
expectations

Communication

Accountability

Ways in which the
team works together

Trust
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Focus Areas to Remotely Lead Your Team

Shared Team Goals Accountability

é’ » Clarify and reiterate » Create virtual team * Manage outcomes  Establish virtual
S team goals engagements versus tasks working norms
O Ensure clear * Use questions to e Connect what » Lead effective and
% accountabilities deepen understanding (outcomes) and how engaging meetings
% « Celebrate wins to « Formal and informal (behaviors)
@ reinforce expectations approaches * Provide ongoing
feedback
Trust
» Lead with compassion and empathy » Cultivate a sense of community to keep
« Create environment for building relationships members connected and supported
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Established Shared Goals

KEY POINTS

Clarify and reiterate team goals

» Create a common, unifying team to help
members stay aligned and engaged

Ensure clear accountabilities

e Use Responsibility Assignment (RACI) w
matrix to clarify roles aligned to a goal

Celebrate wins to reinforce expectations
* Start team meetings sharing Create shared goals tool

accomplishments and shout outs High five recognition site

Responsibility Assignment matrix tool
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http://pennpointplus.uphs.upenn.edu/sites/PMA/ChngMgmntPenn/Teaming%20Toolkit/Guide%20to%20Establishing%20and%20Achieving%20a%20Shared%20Goal_final.pdf
https://www.pennhighfive.com/newsfeed/5d8620074428160004c956ef
http://pennpointplus.uphs.upenn.edu/sites/PMA/ChngMgmntPenn/Pages/Develop-Governance.aspx

Open Communication

KEY POINTS

Create virtual team engagements
« Schedule recurring team meetings to check-in on
priorities and connect as a team

o Set up team ‘happy hours’ with no agenda

Use questions to deepen understanding

* Increase your affinity, and deepen empathy
o “Tell me about your week.”
* “What are your highs and lows?”

Formal and informal approaches
* Send quick text — “How’s today going?”

o Call to debrief recent meeting

Real-Time Delayed
Communication Communication
Tools Tools
i.e. Phone i.e. Email

TOOLS

Virtual Ice-Breaker ideas
Giving Real Time Feedback
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https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/virtual-ice-breakers-v3.pdf
http://pennpointplus.uphs.upenn.edu/sites/PMA/Talent/Documents/Giving%20Real%20Time%20Feedback.pdf

Holding One Another Accountable

KEY POINT

Manage outcomes versus tasks

» Establish and agree upon Smart, Measurable,

Agreed upon, Realistic and Time bound goals
o0 Is the outcome clear?
o0 Is the outcome achievable?
o How will success be measured?
o0 Does this outcome help you decide what to do as
you encounter decision-points in your work?

Connect what (outcomes) and how (behaviors)

* Leverage Behavioral Competency rubric to
articulate how to achieve the right outcomes Behavioral Competency Model
_ _ Performance review leadership pathway
Provide ongoing feedback Giving Real Time Feedback tool
* Positive and constructive are important Lead Strong: Managing priorities / Sample Project
Tracker
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http://pennpointplus.uphs.upenn.edu/sites/PMA/Talent/Pages/talent-new.aspx
http://pennpointplus.uphs.upenn.edu/sites/PMA/Talent/Pages/Leadership-Pathway-Performance-Review.aspx
http://pennpointplus.uphs.upenn.edu/sites/PMA/Talent/Documents/Giving%20Real%20Time%20Feedback.pdf
https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/lead-strong-prioritizing-2020.05.27.pdf
https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/Priority%20Project%20Tracker.xlsx

Effective Working Procedures

Establish virtual working norms Np— Bluejeans

Platforms to use for different purposes
No interruption time g Skype
Status indicator

Urgent communication approach

No-camera day aﬂ Outlook a

o
Lead effective and engaging meetings *
Use more video
Stick to meeting basics (pre-reads, agenda, Establishing Team Norms
next steps) Facilitators Guide for Virtual Meetings
Capture points in real-time for alignment Participants Guide for Virtual Meetings

MS Teams Video Training

Announce approach at the start your meeting
]
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http://pennpointplus.uphs.upenn.edu/sites/PMA/ChngMgmntPenn/Teaming%20Toolkit/Guide%20to%20Establishing%20Team%20Norms_final.pdf
https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/facilitators-guide-for-virtual-meeting-final.pdf
https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/participants-guide-for-virtual-meeting-final.pdf
https://support.office.com/en-us/article/microsoft-teams-video-training-4f108e54-240b-4351-8084-b1089f0d21d7

KEY POI

Lead with compassion and empathy
« Show that you understand by expressing your
understanding

« Take the time and listen
* Ask what the person needs at this time

« Remember no two people are the same

Create environment for building relationships
« Create more opportunities to connect, share and
collaborate

* Be open to experimentation

 ldentify ways for different team members to lead
1

Cultivate a sense of community to keep
members connected and supported

* Hold weekly happy hours

e Address isolation and create a team spirit

e Celebrate team success

TOOLS

L ead Strong: Leading with emotional intelligence
Cultivating compassionate leadership in a crisis
(McKinsey article)
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https://highfive.com/blog/8-virtual-office-celebration-ideas
https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/lead-strong-emotional-intelligence-200525.pdf
https://www.med.upenn.edu/uphscovid19education/assets/user-content/documents/leading/tuning-in-turning-outward-cultivating-compassionate-leadership-in-a-crisis-final.ashx.pdf

Other Resources

Lead Strong

-
‘ STRONG

Visit the Lead Strong site with
curated leadership articles,
resources and weekly tips.
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MOTIVATING FROM A DISTANCE: FROM REMOTE TO HYBRID WORKFORCE

Whether maraging remotely for the

1 time or leading & hybrid

50, what can we do as beaders to mothvate employees and et them up for
success from a distance?

Most frequently asked questions by managers leading from a distance

What are best practices for managing my How do | manage my team's performance
team remotely? remotely?
* Setupreg e . i clear expe

How can | run virtual meetings effectively?

*  Offer encouragement and emotional support *  Plan shead: choose and test the right techaols

How can | manage my hybrid, distributed
team?
*  Create an ervironment of trust through compassion,

How can | ensure sustained team success in
the new working environmaent?
= No nement and keep an oper

connected - v tw chother o wiGor tion
Consider How You Can Motivate Others
. An coting regu ty: key upeh 1. etc

foster a ser

of Belonging and te:

Create a remote environment that
empowers and engages!

We are one Penn Mediine, ond we ore in thes together|

wermet explorer

[ ceannmine I e L
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st Professonat Developmen

Remote Working: Setting Yourself and Your Teams
Up for Success

. Tips for Working Remately

&
i

Remate Work Foundations.

Time Management: Working from Home

Productivity Tips: Finding Your Productive Mindset

Executive Presence on Video Conference Calls

R HF

LinkedIn learning on Remote Working:

Settings Yourself and Your Teams Up for

Success via Knowledge Link

& Penn Medicine


https://performancemanager4.successfactors.com/sf/learning?destUrl=https%3a%2f%2fupenn%2eplateau%2ecom%2flearning%2fuser%2fdeeplink%5fredirect%2ejsp%3flinkId%3dPROGRAM%5fDETAILS%26programID%3dHS%2e30001%2ePROG%2eREMOTEWORK%26fromSF%3dY&company=71508P
http://uphs.informz.net/z/cjUucD9taT05MzQ4NzA4JnA9MSZ1PTExMjA3ODgzMTkmbGk9NzcyMTcwOTI/index.html

Poll Everywhere

What topic(s) would be valuable to include in future
sessions of Lunch with Leaders ?
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Exit Poll Everywhere

New iMessage Cancel

22333
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Upcoming Lunch with Leaders Livecast

Next week, we will discuss:

The Five Secrets to Successful
Virtual Meetings & Training

June 4, 2020 at noon

Other upcoming topics include: STkRONG
« Leading with emotional intelligence, 6/11

* Prioritizing employee’s mental health, 6/18 Lunch with Leaders

& Penn Medicine



	Slide Number 1
	Welcome to our virtual waiting room! 
	Virtual Meeting Norms 
	Slide Number 4
	Slide Number 5
	Remote Work Reality…
	Slide Number 7
	Participate in Poll Everywhere
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13
	Slide Number 14
	Trust 
	Other Resources
	Slide Number 17
	Exit Poll Everywhere
	Upcoming Lunch with Leaders Livecast

