PASSPORT

Leading from Afar

“Trust does not evolve slowly on virtual teams.
It tends to be established, or not, at the outset.”
 D.L. Coutu, HBR, 1998

-------------------In one study of 29 teams only four teams shifted
to a high trust condition from a low initial trust
condition. The Message: it’s critical to build trust
because once lost it’s difficult to get it back.
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Passport to Leading Virtually
Introduction:

A

manager once asked how to cut down on
travel. The answer is simple: virtual teams.
The implementation is a little harder. In order for
leadership skills to work in a virtual environment it
requires more structure and guidelines from the leader.
Leadership skills to work virtually are different
than when face-to-face. The further away people
are the more structure is needed to provide a sense
of direction and accountability. No where else in
leadership is trust so important, as distance creates
unique challenges for establishing and maintaining
trust. This Passport is a compilation of two surveys,
interviews and a review of the literature. It’s designed
to help you lead virtually.
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Travel Guidelines
Q: “What percentage of leadership time is
typically spent traveling to business meetings?
A: 40 - 50 % (HRI 2005 Survey)

Travel Rules
1. Travel only when the issue can not be handled
by using technologies: conference calls, Blackberry, e-mails, teleconferences, or Net meetings.
2. If you need to travel:
• Have a travel policy to define boundaries.
• Conduct pre-meeting information exchanges
to make priorities.
• Bundle meetings to reduce travel.
• Do not send multiple people unless they
each have a specfic role.
HRI, May 2005, Business Travel Management
Practitioner Consensus Survey
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Sometimes we can’t avoid travel. Stephen Carter,
CEO of Cingular Wireless, spends half of his time
on the road and handles 200 e-mails a day.

Top 3 Strategies:
1. Become an expert at technology; use a
Blackberry to return e-mails immediately.
2. Use web casts to communicate to groups
of employees.
3. Turn off gadgets during face-to-face meetings.
-------------------Marissa Peterson, Executive Vice President of
Worldwide Operations, Sun Microsystems, gets
300 e-mails a day.

Top 3 Strategies:
1. Check e-mail twice a day, morning and night.
2. Follow-up urgent e-mails with a phone call.
3. Have long attachments printed to read off-line.
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A Best Practice:
Leaders need to set boundaries and then stick with
them. Some executives assure that they are always
home for dinner or that they leave by 7 at least 3
nights a week. Make a rule and stick to it.
-------------------“I have often heard the case that extenuating
circumstances dictate weekend travel, but I can
tell you that extenuating circumstances often lead
to new expectations and norms.”
 Senior VP, Fortune 500 Company

A Best Practice:
“People who work more than 60 hours a week
experience a 30 to 40 percent increased risk of
injury or illness.”
 August, 2005, Journal of Occupational
and Environmental Medicine
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Managing Relationships Virtually
1. Communicate frequently: make up for lost
hall-way conversations.
2. Communicate clearly. Check assumptions.
3. Make open communication and feedback the norm.
4. Use positive reinforcement in your e-mails.
Do an audit periodically to make sure you are
using positive comments.
5. Develop a charter, which includes ground rules
and a project plan. Make sure everyone knows
what they are doing.
6. Deliver negative feedback in person or on the
phone, never in an e-mail.
7. Call people individually to get to know them.

Top 3 Strategies:
1. Have a face-to-face meeting to launch the team.
2. Keep a list of team members near your phone
during meetings and check off names as they
speak; ask for in-put from silent members.
3. Respond quickly to e-mail or voice mail; even if
you can’t provide the information immediately.
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Build a Virtual Water Cooler
One leader spends time on social conversation in the
beginning of meetings. She also calls spontaneously
to say hello. She sends a card, to wish team members
a happy birthday. She takes on the role of host when
team members are visiting her site. The image of
talking around the water cooler keeps this leader
focused on finding ways to connect to team members.
--------------------

Best Practice:
Always do “After Action Reviews” of the meetings.
Ask team members for feedback at the end of the
meeting. It’s the habit of asking for feedback that
is the best practice and then following up with
corrections.
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Managing Performance Virtually
“62% of the survey respondents say no performance
feedback is given for virtual work”
 Leadership Solutions Survey June, 2005

1. Have face-to-face meetings with team members.
2. Use performance scorecards.
3. Use web-enabled feedback.
4. Provide continuous feedback with a global
electronic system.
5. Set goals at the beginning of projects, and
evaluate at the end, on the phone if necessary.
6. Give immediate feedback after a call if behavior
was negatively impacting the team.
7. Use group recognition for positive feedback.
8. Recognize outstanding performance on a
quarterly report.
9. Factor goals and competencies into the
annual performance review process.
10. Conduct 360 team feedback.
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Top 3 Strategies:
1. Develop a team statement of how they want
to work together. It has to be done together.
2. Use the behaviors the team agrees to as a team
“check-up” Check on whether they are walking
the talk.
3. Make course corrections.
--------------------

Best Practice:
Aim for a feedback rich culture. There is no substitute for creativity, innovation, good decision-making
and being a high performing team.

“Nothing is as important to a virtual team
as a clear purpose.”
 D. Dennis
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Leading Virtual Meetings
1. Facilitate meetings tightly, and stick to an agenda.
2. Focus on relationship building first. Regularly
assess effectiveness; are expectations being met?
3. Build rapport early to insure that all team
members understand the goal.
4. Establish a team charter. It’s essential to include
contact information, strengths and weaknesses
of team members.
5. Set agendas and a meeting schedule.
6. Send out documents to be discussed at the
meeting 2-3 days in advance, and establish
norms for virtual behavior in the beginning.
7. Communicate often and in many forms.
8. Summarize meetings, and send minutes.
9. Model positive feedback verbally and in e-mails.
10. Address team conflicts immediately on the
phone or in person.
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Top 3 Strategies:
1. Get feedback on your leadership effectiveness
through a 360-evaluation or in person.
2. Make corrections.
3. Learn as much as you can about the team’s
backgrounds, cultures, challenges; facilitate
understanding in the team.
--------------------

Best Practice:
Leverage the diversity of the team to accomplish
more than they thought they could.

“You never understand a person until you
consider things from his point of view.”
 Harper Lee
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Assess Your
Virtual Leadership Style:
1. Are you comfortable working with dispersed
employees?
2. Are you exemplary at networking?
3. Are you able to maintain the team’s focus across
many time zones and conflicting business
priorities?
4. Can you leverage cultural differences?
5. Are you comfortable leading through empowerment and collaboration rather than just directing?
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