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New “Normal”

Empleyees freqguently ask:

Will' things go back to “nermal” When
this is alllover?

Fhope not!
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Opportunity?

Rahm Emanuel —“You
never want a serious crisis
to go to waste...This crisis
provides an opportunity to
do things you could not do

before”

© Leadershin4Chanae. LLC.



Back to the Basics

Four Must-Do Acts:
1. Clarity of Focus

Communication and Education®

Disciplined Execution

SR

Sustaining Engagement and Morale
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Tip #1 — Keep it Simple

o |t’s easy to react to this dewntur With
50 new initiatives te: save money,, ete.

o Employees are not thinking as cleany.
[gnt NOw...So
> Simplity.
» Reduce
» Focus
»> Do a few things right!
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Tip # 2 — Act Short-Term: But
Think Leng-Term

o Across the board (10%) cuts make no
sense — we need to be more strategic

— Why would we cut all training when we: have
nNew products or systems that are critical to
rlevenue generation?

o A complete hirng freeze saves money, hut
this Is an unprecedented market for talent-
Why would we pass oni the “right” persen?

— We should be asking - what skills will ' we need
over next 1-3 years?
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Tip # 3 — Don’'t Forget the
Customer

o As stafifing levels fall — it's easy:to)let
service drop along with them.

— Ensure our customer facing| /. senvicing
departments are the last te suiier.

— Ensure they realize the critical role they play
In the erganization’s future!

— Keep a watchiul eye on custemer-related
measurements to gauge how: the cost
cutting may or may not be Impacting Service.
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Tip # 4 — Nothing Less than
IHonesty WillF Do

o Employees need to feel like thelr leaders arne
competent, credible and trustworthy.

o Share the tough stufi and what we are doing
to mitigate It (educate)

o Be transparent With successes and mistakes
— take ownership where necessany

o [rust that Is eroded now will be difficult (If not
Impoessible) to regain when times Improve
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Tip # 5 — Make Nor Promises

» Employees want assurances, but we
must be careful abeut what we: promise!

e \We can share and reinforce our values —
It IS more Important new thamn ever

» Talk In terms of contingencies or possikle
scenaries, very few things are black or
white right new
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Tip # 6 — Expect
Mis-Communication

o Crisis and stress impact our listening
skills, and fiear clouds the best Intentiens

o Messaging must be carefully: prepared,
managed, repeated, and confirmed that it
IS getting through as intended

o Face-face, two-way communication Is the
only way we uncever confusion!
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Tip # 7 - Uncover Mixed
Messages

o [his time Is difficult as It Is- denit make it
WOorse by punishing the right behavier

— Asking Supervisors to “do more with |ess*
rlequires higher employee perfiermance.
What message do you send to a
SuUpervisor Who terminates a low
performer by not allewing a hackiill?
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Table Discussions

o \What are you doing to Increase
communications right now?

o \What mixed messages or
misunderstandings have you
Lncovered recently?
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Tip # 8 - Leaders Must Lead

o SUPENVISOrS are more criticalfnew: - we
need Leadership!

o Inform them ahead of employees - they.
are your messengers and need some
time te albsorb the message too!

o Push them to communicate (CEOs can
not carry the whole load)

o [They must be change-agents — that
means they “go first™
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Tp # 9 — Dust Off the
Performance Management Binader

o Clarify new: expectations
o Revise job descriptions
o Continuallyy communicate & coach

o Allow for learning, but hold people
accountanble

o Absenteeism may Increase - be prepared!

o \Why do we continue to telerate low
performers?
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Tip # 10 - Creative Resource
Management

o Have we outsourced things that could e
Prought back i house?

o Can we make semething we buy?

o Are we using “light duty” people wisely?
o Part-time may: be better than layofis

o Shifts changes? 4 Days vs. 5 Days?

o Re-train/ Re-deploy — it could be a key to
future flexibility
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Tip # 11 - Measurement
Keeps Us Focused

e Do we have a Dashboard or Balanced
Scorecard? \What revisions are needed?

o How do we Know. I our Customers; are
satistied?

o How do we knew! If eur suppliers are
keeping| up?

o \What can we measure that helps all
employees understand where to improve?
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Tip # 12 - Employees Should
Feel Like a Part of the Soelution
Not the Problem

o |t’s helpless feeling like an “expense”

o Get people Involved in cost saving or
[evenue generation initiatives

o Educate employees to prepare them for
sound decisions or to target thelr ideas

o \When Leaders issue the “challenge” —
employees will often meet ii!

© Leadershin4Chanae. LLC.



Tip # 13 - Learning &
Development Can Not Step

o [raining budgets were cut, but
Development can not stop!

o Bench StrengthiIs going to be critical te
emerging| from this downturn

o Retention of top talent is still important —
people want to stay marketalble

o [Ime for cross-training, In-heuse programs,
using internal SMES to teach

o Vlentoring programs are cheap way. to do
knowledge transier
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Tip # 14 — Morale Must he Managed

o \We should net cut every perki/lhenefit
o Do things for little' $ - invelve family;
o Basic appreciation and recognition: Is free!

o Days off;, flexibility, telework can be seen as
a pesitive (veluntary)

e Stress related absences hurt a lean staff

— EAP programs are a more critical thamn; ever (of
lesources/infermation)

o Comic relief'I1s needed to maintain sanity.
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Q&A

o \What else have you
learmed through this?
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Thanks &
Good Luck!

Cindy Phillips, Ph.D.

717-572-6755
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