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2021 is a challenging year for any 

leader. Sometimes it might feel as if he 

or she is in an alternate sci-fi reality.

How Does It Feel To 
Lead in 2021?

3

FIVE CHALLENGES ARE JUST THE BEGINNING

In this ebook we present you with 5 

challenging situations and sets of tips for 

managers and HR to deal with them. 

We hope that the story of Tom will serve as a 

good source of inspiration. We can build on 

this and create YOUR specific story-driven 

leadership program as well, just contact us.

EDUCATIONAL MINI-SERIES TO SPARK NEW INTEREST

In an educational mini-series - and this e-book - we 

follow Tom, the leader who came from 1991 to 2021. 

He is suddenly thrown amidst all the issues of the 

leadership of today and tomorrow. For many actual 

leaders the rapid pace of change in the past 12-18 

months might feel similarly strange, like being 

displaced in time and having to figure out what is 

what and what to do. A story-driven educational 

approach is often a good way to engage leaders in a 

topic, which they feel already covered many times.

https://www.develor.com/contact/


STRESSED & EMOTIONALLY EXHAUSTED TEAM

Long lasting uncertainty or crisis situation can put even the 

most resilient ones in a tough position. Leaders must learn 

to deal with teams facing emotional fatigue & exhaustion.

TEAM LOSING BELONGING

Prolonged periods of remote or hybrid work can turn a 

cohesive team into an ensemble of individual players. 

Leaders shall continuously build cohesion.

ORGANIZATIONAL SILENCE

High uncertainty and weaker personal touch results in 

feeling of fear and danger. This makes people reluctant to 

challenge opinions or risk failure and halts progress.

PERFORMANCE MANAGEMENT

Reviewing and assessing performance requires leader to 

be present, observant and also to have good skill to hold 

the discussion in a positive and constructive manner.

MEETING & COMMUNICATION OVERLOAD

Technology is a great tool but a dangerous master. Leader 

of today must know how to tame the continuous flow of 

meetings and information to his or her advantage.
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Five Challenges of Leader
to handle in 2021

1

2

3

4

5



STRESSED and 
EXHAUSTED team

5

1

To overcome the crisis many people 

heeded the advice: adapt to change, 

react quickly, have a positive attitude. 

But what if the uncertainty lasts long? 

More and more people feel 

emotionally drained, fatigued and lost. 

reaching the edge of their emotional 

limits and need support. 



”The Time Travelling Leader stared sleepily at his morning coffee. This was 

the second mug since he had woken up at dawn. His swirling thoughts 

did not let him sleep. „Hell of a time, this 2021,” he thought. 

When he recalled the past months since his arrival to 2021, he could 

have felt relieved and successful. He was healthy and has avoided this 

terrible disease so far: “Perhaps my old genes are stronger,” he lamented 

about his luck in the pandemic.

He felt strange. If he thought about it, things looked quite okay… 

considering the circumstances. At work, his team reacted quickly to the 

pandemic crisis caused by this dangerous new disease called COVID-19. 

In order to be safe, they all went to the home office, started working in 

the new remote work routines. It was difficult at the beginning, but his 

team was very supportive. Everybody did their best to make it work. As a 

result, KPIs also turned out quite well… - he tried to calm himself, but his 

stomach was still constricted.

Without bothering much of his morning appearance, he mechanically 

cleaned the coffee table in the kitchen, which served as his home office 

station at the moment, and opened his laptop. 

Although he checked his emails at 10 pm last night on his phone, the 

dreadful unread message count was blinking at 20. “People don’t sleep 

in the 21st century or what?”, he growled. He sighed wearily and started 

to open his emails one by one. 
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Story of a Leader 1:
Everyone is Down

Watch accompanying video



”
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One of the messages caught his attention. It was the regular report of a 

pulse survey they run in his team. The trend graph showed disturbing 

results.

His team was not happy at all, and he couldn't say he was surprised. He 

could recall several situations in the last couple of weeks that have 

already given alarm signals, but he didn't bother with them too much. 

Looking at his notes, this is what he found:

“Andy needs a day-off – he complains that he is exhausted”

“John got Covid - team is worried about him & substitution needed”

“Claire has been making a lot of mistakes lately – frustrating” 

“Important client projects are on hold due to restrictions; nobody knows 

when it will change – team is tired and annoyed”

“No new initiatives – no energy” 
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The Key Problem
Emotional Exhaustion & 
Fatigue Affect Performance
Similar fatigue or even burnout could occur also in the past. However, at 

that times the underlying cause was mostly related to the workplace or 

the manager. This is not the case now. Now the symptoms are largely 

due to fear, insecurity, confinement and isolation caused by the 

COVID-19 pandemic. Due to circumstances beyond the control of the 

manager, over which he has little influence. 

Signals to identify fatigue:

● increasing absence or sick leave,

● complaining,

● negative attitude,

● inactive at meetings,

● increasing number of mistakes,

● carelessness, less new ideas & initiatives.



Although the circumstances of the pandemic affect everyone, they do 

not affect individual people  the same way. People’s emotional and 

physical well-being is a sensitive topic. It requires attention and empathy. 

We recommended for the Time Travelling Leader - and any leader 

facing a similar situation - to have more frequent one-on-one discussions 

with his colleagues - to get insight about the individuals’ emotional 

well-being and mental health.

Many times it is enough that people feel that you pay attention and 

listen to them. This way they don’t feel so alone with their problems.

When having this discussion, try the following questions:

● How are you? How do you feel?

● What difficulties do you face?

● What solutions do you see?

● What can I do to help?

Dedicate enough time and provide a calm, relaxed atmosphere for the 

discussion, not matter if it is online or in person. Make sure you can talk 

without interruption. During the discussion allow enough time and use the 

silence to help the person open up. If he or she doesn’t start right away. 

It takes a bit of time to open up about the difficulties for some people.
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Recommendations
for Leaders
Everyone is affected in a different way 

and requires a different approach.



Focusing on the mental and emotional well-being of colleagues is key for 

HR as well. Launching or adjusting a corporate health and wellness 

program is one of the solutions. Depending on the company size and 

budget, such programs can include psychological support, healthcare 

services, sport and fitness initiatives, healthy eating campaigns, 

meditation or yoga classes or even some flexible working hours for 

parents with little kids.

How can you directly and immediately support the leader in such a 

situation:

● Help the leader prepare for the discussion with the colleague 

with proper questions and structure.

● Participate yourself if your expertise is needed.

● Prepare the leader with up-to-date information on the 

opportunities the company or HR can offer in the given situation.

10

Recommendations 
for HR
Systematic solution as well as 

immediate action.
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DEVELOR Services 
Help Emotionally Exhausted 
& Stressed Teams
Resilience is the ability to cope or thrive within the 

difficult situation - to be able to flexibly react, but then 

return to the balanced state. DEVELOR’s Resilience 

training based on Monica Gruhl’s 7 protective factors 

gives the participants clear and practical guidance on 

how to assess and develop abilities for successful 

coping.

Leaders shall keep their finger on the pulse of the 

organization and receive regular feedback about the 

well-being of colleagues. The Happy at Work solution 

is one of the fastest easiest tools for this. It gives 

regular feedback about the stress level of colleagues 

and signals to leader, when he/she should intervene.

Organizing and managing our daily activities better - 

especially in hybrid work setup - makes a huge 

impact. Our Rhythm of the Day training guides 

participants through a day spent at a high energy 

level, providing a number of helpful tips for 

accomplishing outstanding performance while 

maintaining balance

➤  

Grow your leaders with our

Engaging Leader Course
(Virtual or Classroom)

Learn More

➤  

Explore
RESILIENCE
training

Learn about
RHYTHM OF THE DAY
training

➤  
Learn about
RHYTHM OF THE DAY
training

Discuss Your Specific Needs 

And Get A Tailored Solution
Contact Us

https://www.develor.com/big-topics/engaging-leader/
https://www.develor.com/big-topics/engaging-leader/
https://www.develor.com/big-topics/resilience/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/efficient-at-home/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/happy-at-work/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/contact?utm_source=capaign&utm_medium=solution&utm_campaign=ttl


Team is losing 
BELONGING
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Due to long-term remote working, 

uncertainty and lack of clarity, people 

are feeling less of being a part of the 

team. The emotional connection to the 

company is diminishing; the connection 

to the team members even more so. 

Close small groups have become even 

more closer, but full teams and 

cross-department collaboration is 

disappearing. Team performance is 

diminishing, because people don't feel 

part of the team. The same effect is 

maybe causing less engagement and 

higher morale attrition.

2



”The Monday morning meeting went quite well. KPIs are on track, 

deadlines are met, all team members were present with cameras on 

and seemingly fully attentive. “Good job, I did,” Tom thought to himself.

Then for a moment he remembered one of the other meetings he had 

with his team some time ago, when they were super creative and 

created that memorable sales campaign…  “Hell, the morning meeting 

did not go well at all,” he lamented. 

The guys were distant and formal, even robotic, like AI avatars in a stupid 

computer game. Mary’s enthusiasm was missing, Joe was making no 

jokes and Sue was not at all showing her caring nature. “What went 

wrong? Is it the 2D meeting, or what?” He decided to have a 1 on 1 with 

Mary, the social hub of the team and his long time trusted friend in the 

team.

At around 13.00 he called his favorite for informal talk. Him as well was 

less friendly than usual. “We always talk about these things in the office, 

so why is he reluctant to talk now?... By the way, I have no clue about 

the issues are in his department. I usually get most of the info on the 

corridor and through small talks in the building.” Tom checked himself 

whether he read the reports carefully, and contended that yes, he did 

his part of reading. “Hmm…maybe it is not enough?”

He has been consciously paying attention to the team spirit during the 

week and has created some action items for the Friday social gathering.

However, the Friday “zoom party” was a major disappointment. People 

were superficial, did not enjoy the party games. All were reluctant to 

share work related issues. Indeed, it looked like everyone was waiting for 

a good excuse to disconnect and leave. “What do I do to bring back 

the team spirit?” he thought and felt pretty lost...
13

Story of a Leader 2:
My Team Is Breaking Up!
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The Key Problem 
Lack of Belonging

In the absence of personal encounters people feel disconnected from 

the team, their superior and the company.  Many colleagues may  feel 

lost and lonely. 

People  are missing each other. They also miss the old habits and team 

rituals that made them feel connected, and more than just independent 

individuals sitting next to each other day by day. They haven’t got any 

new shared memories or “war stories” of the recent past to recharge 

from and to strengthen their connection.

This may result in people behaving more distantly and less open about 

themselves. Colleagues have less information about each other, no 

matter if it is  work or private life. Therefore it is more difficult to detect 

personal problems and support each other in difficult times.



Ensure proper information flow within the team

Building or rebuilding personal connections starts with the smooth 

information flow within the team. Are you sure that all your team members 

are involved in your internal communication to the extent they need to be? 

Are the channels and frequency suitable for them?

Organize and encourage regular, informal team meetings

Besides formal communication, many leaders do not dedicate enough 

importance to informal meetings in remote or hybrid setup. Such gatherings 

came naturally in the office. Now you need to initiate them consciously. No 

matter if online or offline, the value of informal team meetings is very high. 

Happy Hours or Open Space discussions suit this need well, and to further 

strengthen team spirit organize a Team Building event.

Find time to celebrate (work or private)

Have you had a recent success in the team? Have you reached an 

important milestone, contracted a new large-scale deal or closed a 

strategic project? There are far more opportunities than you thought. 

Let’s celebrate when it is possible. Never too much! 

Express your gratitude to colleagues

Gratitude plays an important role in individual wellbeing, both feeling it and 

expressing it. Make sure to promote gratitude in any interaction with the 

team. Create a regular KUDO (& you can use this LinkedIn feature too).

15

Recommendations
for Leaders
Help people reconnect.



In most cases, HR itself has experience and different solutions for team 

building events that can be adapted to an online or hybrid environment. 

Leaders will probably be grateful for creative ideas and help in the 

organization.

A greater challenge is to integrate newcomers into a hybrid or remote 

team properly. Therefore the development or adaptation of the 

onboarding process to the new normal is of crucial importance.

And last but not least, the development of team management skills can 

be supported by HR or by external vendors.

How HR can help:

Act as a consultant - discuss with the manager, engage the team 

and find out the root cause. Use market available diagnostics. 

Advertise the power of team building. There are many online and 

offline options that can be run with no to little supervision. You 

can join as facilitator if needed.

Review your existing onboarding process and adapt it to online or 

hybrid teams. 

Organize leadership skills courses on (remote/hybrid) team 

management
16

Recommendations 
for HR
Use your creativity and support the 

integration of newcomers.
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DEVELOR Services
Improve Team Cohesion

Joining a new company is an exciting but not an easy 

period of employee life. The first few months are 

crucial to the engagement and retention of the new 

colleague. In the employee lifecycle the onboarding 

plays an especially important role. We help review, 

design and adapt onboarding to reflect the current 

hybrid work environments. 

After a period of low popularity, team buildings flourish 

again. Well thought and executed team building boost 

spirit, stimulate creativity, strengthen cohesion and even 

can support integration of new people. We provide a 

number of offline and online team building options 

fitting various goals and sizes of events.

Managing individuals and teams is a challenge with 

differing elements and influencing opportunities for a 

manager. The program of Effective Team Leader 

Training provides skills to develop an efficiently 

functioning team based on the phases of team 

development, taking into consideration the individual 

strengths of the members and the typical team roles, 

as added value. 

Managing individuals and teams is a challenge with differing 

elements and influencing opportunities for a manager. The 

program provides skills to develop an efficiently functioning 

team based on the phases of team development, taking into 

consideration the individual strengths of the members and the 

typical team roles, as added value. 

Main topics that the training covers:

● The method of measuring team performance

● The four phases of team development and the role of the 

leader in each phase

● Typical team conflicts and their resolution

● Managerial tools to establish team cohesion 

Joining a company and starting a new position is usually exciting, 

but not easy. The first few months are crucial to the success and 

also to the engagement and retention of the new colleague. In 

the employee lifecycle the onboarding plays an especially 

important role. 

Working in remote or hybrid mode makes onboarding even more 

challenging. DEVELOR consultants are happy to support you with 

reviewing and adapting your existing onboarding process to 

online environment or to develop a new process for you that fits 

today’s changed requirements.

Team building programs that had been pushed aside in the 

previous years are flourishing again today. In DEVELOR’s portfolio 

we provide a number of offline and online team building solutions 

depending on the goal of the event and the size of the group. 

Each of our team building events is run by professional trainers. In 

addition to great fun, we focus on building effective 

collaboration among the team members, no matter if they work 

in the same office or remotely. 

Participants finish the event in a great mood, equipped with new 

tools and routines to support their daily work.

Benefits of team building:

● Participation in dynamic activities strengthens team spirit, 
enhances collaboration and boosts positive energy.

● Engaging storylines create a playful learning experience.
● Challenges of various forms and difficulty levels stimulate 

creativity and problem-solving.
● Striving to achieve a common goal supports team 

cohesion and collaboration.
● Debriefing discussions support the implementation of the 

lessons learnt into daily practice. 
● The common fun experience establishes and deepens 

relationships that help team members relate and integrate 
easier.

➤  

➤  

Explore our
TEAM BUILDING
offering

See the EFFECTIVE 
TEAM LEADER
training

➤  
Ask us about
VIRTUAL AND HYBRID
ONBOARDING

Discuss Your Specific Needs 

And Get A Tailored Solution
Contact Us

https://www.develor.com/big-topics/online-teambuilding-programs/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/effective-team-management/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/onboarding-development/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/contact?utm_source=capaign&utm_medium=solution&utm_campaign=ttl


Organizational
SILENCE

18

3

When people don’t feel safe, they 

don’t take risks. They don’t speak up, 

don’t challenge the most dominant 

members or ideas in a group, or don’t 

put their questions and complaints 

about why things are being done a 

certain way. The risks are too great to 

speak up or act – humiliation, exclusion, 

even the fear of losing their job.



”“They are like sheep, I can’t believe this!”  Tom murmured to himself after 

leaving the weekly update meeting on ZOOM. 

His ex-team - back in 1991 - was full of out-of-the-box ideas, they were 

like a creative think tank. Having intense brainstorming sessions, 

challenging the status quo and the traditional approaches, people 

triggered each other, asked tough questions even towards him, their 

direct superior. And the team’s performance rocketed.

Since his sudden arrival in 2021 he has sensed a kind of distrust amongst 

his colleagues. It seems as if everyone would be afraid of others and they 

would respect him, the boss, too much. Not to mention that they all 

totally lack any creative and innovative competencies. He started to 

think that the guys here were selected by his predecessor consciously as 

‘no ideas no problem’ staff.

He liked that he is very well respected by everyone, much more than 3 

decades ago, and this fanned his vanity. His opinion and requests were 

well received without obstructions or resistance, the people agreed with 

his statements and suggestions. Except Parker, of course, who had a 

finger in every pie. He loves to fight with him and others too. A very 

unpleasant fellow, with humiliating remarks on others, but must mention 

that he is far the best scrum master in the company with real contribution 

to the results.

19

Story of a Leader 3:
No One Takes Risks



”Right after Tom’s arrival in 2021 and becoming the leader of the team he 

has heard some rumours about his predecessor, Frank Nolen, who was 

supposedly a tough boss. He ruled the team with a firm hand, he was 

strict with the rules and nobody violated them. ‘My way or the highway’ 

was his favourite saying and people followed his way disciplined and 

silent. At least those few who stayed in the company and who are still in 

the team.

“I have a different view about leadership. I let people find their way, but 

still expect results. Rules are important, but personal relations come first. 

I’m open for my team’s opinion and ideas or rather I would be open, 

because as already mentioned, there are neither ideas, nor questions,” 

Tom claimed.

Thinking of the last meeting, it is a perfect example of the situation:

We had our regular weekly meeting on Friday morning. 

We start with a status update, everyone gets 3 minutes for reporting 

achievements and claiming for help if any issue arises. Lucky to say 

nobody has issues or hurdles any time, only the good news. 

Then I used to make some remarks and ask questions before I gave 

them the chance to challenge each other or ask further questions. It 

is pretty embarrassing that there are no questions at all, they just sit 

like the satiated kids in school. Mike has some bad jokes, which 

creates a funny atmosphere if not insulting someone (which happens 

from time to time).

Finally, I must force people to come up with ideas and suggestions 

for efficiency or performance improvement. Still, besides my inputs, 

there is nothing useful.” 

The team performs OK in spite of the lack of innovation, questions and 

courage, but Tom doesn’t feel good at all in the situation. What do you 

suggest to him? He needs your advice: something has to happen.
20



Google in their research project Aristotle identified psychological safety 

as the number one building block of the successful teams. Psychological 

safety is the belief that the environment is safe to take risk. It is high when 

employees feel free to express themselves in the team without fear of 

failure or retribution. But it is like a Jenga-tower: difficult to build, but you 

can destroy it with one move, even unconsciously. 

In an uncertain, fast changing and complex work environment the 

importance of psychological safety is even higher. Managers often 

notice the negative consequences of missing psychological safety in 

their team: 

● people don’t come up with innovative ideas or initiatives

● people don’t ask questions publicly even if they are uncertain or 

incompetent

● people want to defend themselves with the silence

If this is the case not only on team, but on organizational level, we call it 

organizational silence.

Such organizations lack not only innovation, but are places where 

people hide – their own and others’ – mistakes, don’t report near misses 

(narrowly avoided incidents) and even smaller accidents to avoid of 

being blamed or punished, thus creating a high safety-risk culture.

If you claim that your people never approach you with an idea, initiative 

or challenging question, consider the lack of psychological safety before 

blaming them being not innovative. Even if it sounds a bit annoying at 

the first sight, think of your own behavior and reactions.

21

The Key Problem
Lack of Psychological 
Safety



Step number one would be recognizing the problem - that 

communication is less open, team members become more 

self-contained and hesitant to address issues. 

As a manager, we might feel that we must be the unshakable bastion, 

the  know-it-all person. We might have the misbelief that if we do not 

demonstrate power and certainty even in uncertain times, people won’t 

trust and respect us. Well, on the contrary. If you want to build safety, you 

have to acknowledge your limits with clear statements and request for 

help, contribution or ideas.

Use sentences such as:

“I may miss something.  I need to hear your opinion.”

“I’m new to this role.  What are you seeing out there?”

“I’m not an expert in this; I need your advice.”

”I’m sure I don’t have all the aspects, what is yours?”

The next step would be to become a role model of honesty and 

vulnerability; meaning that the leader shall openly address and 

share his own worries and concerns. 

Finally, note that psychological safety is rather reinforced than harmed 

by fair responses to harmful behavior and violations. You should set clear 

rules, sanction the violations and start dialogue in a transparent way 

about what has happened.
22

Recommendations
for Leaders
Recognise the issue, start with yourself 

and engage a discussion.



HR can notice the lack of safety in a team or at organizational level, and 

warn or educate managers - including the C-suite - about the 

importance of this crucial factor. Moreover, they shall evangelise about 

steps to create such a culture.

Organizational routines must be in place to support the creation 

and maintenance of safety. Some great examples of such 

structures are:

● Focused Event Analysis (FDA)

● Best Practice Sharing Forums

● Focus Groups

● Near Miss Meetings (HSE)

The important effect is that people come together to openly discuss their 

opinion or mistakes without blaming, punishing or humiliating anyone. 

These practices are highly efficient in the Health and Safety field and 

can prove of great value in other fields of work.

HR department has to be role model for others, where talking 

about fears is normal, effort is valued and success is celebrated. 

23

Recommendations 
for HR
Be a trusted advisor and provide 

suitable forum to foster dialogue.
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Psychological safety is critical for the physical Health & 
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DEVELOR Services 
Build Psychological Safety
This unique program approaches leadership courage as 

a skill that can be developed within a well-developed in 

our Leadership Courage Octagon© model. The 

program forms the attitude and enhances the 

participants' self-awareness regarding fear. It provides 

practical tools to demonstrate courage as a leader.

Our program approaches Psychological Safety as an 

essential condition for a culture of experimentation 

and learning. Without these two factors, development 

and - in many cases - survival can hardly be imagined 

today. We introduce the Psychological Safety model 

with the help of a three-step structure from setting the 

scene to proper managerial reaction to positive cases 

and violations.

➤  

➤  

See details of 
LEADERSHIP 
COURAGE training

Learn more about 
PSYCHOLOGICAL 
SAFETY training

➤  
Open the LEADERSHIP 
FOR SAFETY training 
details

Discuss Your Specific Needs 

And Get A Tailored Solution
Contact Us

https://www.develor.com/big-topics/leadership-courage/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/psychological-safety/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/leadership-for-safety/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/contact?utm_source=capaign&utm_medium=solution&utm_campaign=ttl


Managing
PERFORMANCE
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4

According to HR leaders participating 

in the DEVELOR’s international webinar, 

the purpose of the Performance 

Management System - to help improve 

team performance - is not being 

fulfilled. Vast majority of the companies 

see the need to rethink the way they 

track, review and assess performance.



”The Time Travelling Leader was looking worriedly at a reminder from HR in 

his mailbox - it’s time for the mid-year performance appraisal.

“That damn appraisal,” he growled to himself. He still remembered when 

the system was introduced at his former company in the 90s… The 

awkward moments in the evaluation conversation, the plenty of 

administration…. All this completely useless. The whole review landed at 

the bottom of a drawer and was forgotten until the next time.

“I wonder if the situation has changed since then,”  he though. If he 

wanted to be honest with himself, he had no idea how or what to 

evaluate now, that his team members were away. In the past, when 

everyone was in one place, the situation was simpler. He saw who was in 

the office, what time they arrived and left, what they were doing, how 

many breaks they took… but now he couldn't oversee it at all.

His team as a whole was doing quite all right. Of course, it could always 

be better, but considering the circumstances, it was OK. At least for now. 

Deep down in his heart, however, he knew that by the end of the year, 

he and the team were expected to perform better. 

At the individual level, however, he was more uncertain about how he 

would judge his colleagues’ performance. He didn’t see them. He didn’t 

know how much or how hard they really worked. 

26

Story of a Leader 4:
I’m Lost in Performance 
Appraisals



”
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He began to think about his colleagues one by one. 

John, an experienced professional whose performance is as volatile as 

his mood. A brilliant mind, who tends to send emails in impossible times at 

night, then is half asleep with no added value at meetings during the 

day. He often seems bored and - as he claimed once - he doesn’t find 

any challenges in his work any more. 

Then there was Claire - an easygoing and talkative person, who always 

cheers everyone up at meetings. She is hardworking, but seems to be 

incapable of organizing and planning her tasks. She claims she is 

overloaded, but - Tom thought - the problem rather lies with the lack of 

prioritization of her work. 

Mary, a newcomer in the team. Tom hasn’t even met her in person. She 

was very enthusiastic and positive at the beginning, but by now, her 

proactivity seemed to have waned. She often complains that she 

doesn’t understand her role in the team and is uncertain about what is 

expected of her. 

...and then there is Parker… the trouble-maker on duty. Nothing seems to 

be good enough for him. He has leadership ambitions, but currently 

there is no opportunity for promotion.

All of these were, of course, mere conjectures. He was definitely lacking 

many pieces of the information puzzle. 

“Information...” he sighed.  On the one hand he was amazed by the 

variety of communication channels available in 2021. Besides the 

ad-hoc meetings, sometimes he communicated with his team 

members in WhatsApp. Or in email. Or in both. Or – accidentally – 

nowhere. Sometimes he didn’t even remember which message he 

sent where, or…. if he sent it at all. 



”
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Worst of all, Tom didn’t know how much his team members were 

communicating with each other, or if they communicate at all. His 

stomach twitched at the thought that in this communication noise, a lot 

of important information is probably lost.

He quickly dismissed these disturbing thoughts and returned to 

performance appraisal.

He remembered a conversation with a colleague from HR when he 

arrived, and a document about KPIs… Even then he wasn't sure if they 

were still relevant, but he didn't want to question them. Maybe it is high 

time to do so...



In order for an employee to be able to deliver the right performance, 

three key components are needed: 

1. sufficient level of competencies, 

2. the right motivation, 

and the third component, often forgotten by managers, 

3. the accurate clarity of expectations.

If any of these are missing, individual performance will not be adequate. 

In this situation, various elements are missing from colleagues, causing 

perceptible performance problems. Recognizing these is not easy, 

especially in a situation where we do not meet colleagues in person.

What makes the situation even more challenging is that although the 

company has a performance appraisal system, it is not being applied 

and used properly.

In case of an official performance appraisal process it often happens 

that after setting the goals at the beginning of the year, these plans end 

up in the bottom of a drawer and will not show up until the compulsory 

performance appraisal discussion at the end of the year. In such cases 

these performance reviews are often considered as the necessary bad 

things that the HR requires, because unless the performance is 

consciously followed through during the year, there is not enough 

ammunition for a quality discussion. However, if the goal-setting is 

followed by a consciously elaborated development plan and regular 

performance reviews, the whole performance appraisal can be lifted to 

another level. 29

The Key Problem
Components of Individual 
Performance



From the 3 components of performance mentioned above, 

managers have an influence over the two – competencies and 

motivation - while expectations are fully under their managerial 

control. So first and foremost, the manager must formulate their 

expectations as clearly and straightforwardly as possible.

There are KPIs in use, but the ever changing circumstances make 

it hard to judge, if the KPIs defined months (or years) ago, are still 

relevant. We recommend to review the used KPI set regularly. 

Involve the team members into the (re)creation of KPIs - they will 

embrace them better and feel that the goals are their own. 

Recently a new angle to look at goal-setting has emerged - Objectives 

and Key Results (OKR). OKR is a framework for defining and tracking 

objectives and their outcomes. Instead of control and punishment, OKR 

approach puts development and growth - supervising and supporting 

people - in the centre of attention.

Whichever approach we chose, supervising performance is an ongoing 

effort, not a one-off activity. Regular feedback, open dialogue and root 

cause exploration should be built into the daily leadership routines.

Finally, manager must establish or restore the proper flow of the 

information in the team. Defining channels, setting regular 

routines, or increasing the regularity and efficiency of 

communication between team members can give a boost to 

team performance. 30

Recommendations
for Leaders
Set clear expectations, 

and supervise performance.



HR, as the main driver, plays a huge role in the proper operation of the 

performance management system. Beyond developing and keeping 

the system framework up to date, they are also responsible for the 

engagement of managers in the usage. 

In order to achieve the right result, it is also advisable for them to 

influence all three performance components in relation to managers:

Raise the level of motivation: At the introduction of the system, 

focus more on the overall goals, objectives and benefits of it. 

Usage of personalized benefits for managers (why such a system 

is good for them, personally) can have an even greater effect. 

Define clear expectations: In addition to the explanation of the 

related, mandatory administrative tasks, encourage the 

managers to supervise the performance throughout the year. 

Improve competencies: supervising performance, giving 

feedback or running a coaching or appraisal discussion require 

specific skill sets. If there is no time or competence to develop 

them in-house, it is worth involving an external expert.

31

Recommendations 
for HR
Encourage performance supervision 

throughout the year.
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DEVELOR Services 
Help Manage Performance

In case of communication or collaboration issues, 

Team Sociomapping is a powerful visual diagnostic 

and development tool. It helps the leader and the 

team to analyze the current and ideal state, to bring 

the issues to the surface and to work on a solution. 

Especially so with a professional facilitator to get the 

team to the constructive improvement plan.

Our Performance Management services are 

recommended to all managers who endeavor to 

improve individual and company performance, business 

results and create a stimulating environment. The 

consulting helps setup suitable PM cycle and routines, 

while the training focuses on mastering the skills and 

methods of performance oriented management.

The Essence of Leadership training aims at 

developing, inspiring and motivating employees. We 

make managers aware of the impact of the 

individual performance on the company’s output. We 

put special emphasis on the importance and process 

of giving feedback and conduction of managerial 

coaching discussions in managing performance.

Discuss Your Specific Needs 

And Get A Tailored Solution

➤  

➤  

Ask about
PERFORMANCE 
MANAGEMENT services

More about 
ESSENCE OF 
LEADERSHIP training

➤  
Get familiar with the
TEAM SOCIOMAPPING 
assessment and workshop

Managing and ensuring proper performance is one of the most 

important leadership tasks that cannot function without conscious 

and consistent planning, goal setting, monitoring and feedback. 

Many managers, however, do not take this task seriously enough, 

and experience performance management as a necessary extra 

burden.

Our Performance Management services are recommended to all 

managers who endeavor to improve individual and company 

performance, business results and create a stimulating 

environment. The training focuses on the steps and methods of 

performance oriented management (Management by Objectives 

- MBO). 

The Essence of Leadership course aims at the most important tasks 

of managers: how to develop, inspire and motivate employees 

and make them successful in accordance with the objectives and 

current performance of the organization.

The program makes managers aware of the direct impact of 

the individual performance on the company’s output, and it 

presents how they should take effect on these elements.

During the program we put special emphasis on the importance 

and process of giving feedback, and on the conduction of 

managerial coaching discussions as well.

In case of team communication or collaboration issues, Team 

Sociomapping, a powerful and highly visual diagnostic and 

development tool would support the leader and the team from 

several perspectives: to properly analyze the current and ideal 

communication and collaboration situation, to bring the issues on 

the surface and to work on a solution. With professional 

consultant support, structured action planning can take place 

and bring resolution to the problems. Moreover, the high level of 

engagement of team members also increases the level of 

motivation to put efforts into the solution.

In the meantime, ask yourself and the team the following 
questions:

● What is the current frequency of communication and what 

shall be the ideal frequency?

● To what extent are you depending on the work of others?

● What do you require from each other in order to complete 

your task effectively and increase performance?

Contact Us

mailto:info@develor.com?subject=Performance%20Management%20Inquiry
https://www.develor.com/big-topics/essence-of-leadership/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/big-topics/team-sociomapping-workshop/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/contact?utm_source=capaign&utm_medium=solution&utm_campaign=ttl


Communication
OVERLOAD
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The overwhelming number of boring 

and meaningless meetings and 

countless, unclarified communication 

channels, all cause very serious 

efficiency problems for people and 

their teams. 

5



”The Time Travelling Leader was sitting in front of his computer and looking 

at his calendar for the week ahead. He couldn’t believe his eyes. 

He tried the managerial role at other times in his history, but he had 

never experienced spending so much time on meetings before. He 

understood that in 2021, people communicated mostly online, but 

having so many meetings was really demanding.

“When do these people work if they are constantly sitting in meetings?” – 

he muttered grimly.

If he was totally honest, in most cases, he was only present at meetings 

visually. He had so much work to do that he could not afford being 

continuously, actively involved in subject matter. He usually joined the 

meetings, but he only listened superficially to the conversation.

Meanwhile, he was reading his emails and was working on other tasks he 

had on his plate that day. “Not good practice” he mused, but what can 

I do?” – he thought, excusing himself.  No surprise that he was exhausted 

by the end of the day from the constant multitasking.

He often hears his team members complain about receiving calls while 

sitting in a meeting or having urgent issues to solve for his clients... “No 

wonder mistakes have multiplied recently” - he thought.

What was especially frustrating is that people organized the meetings 

without a break, right after each other, not leaving a single moment to 

reflect on the content. Personnel were jumping from one meeting to 

another; they were often late and unprepared. It was often the same for 

the meeting organizers.
34

Story of a Leader 5:
We Are All Overloaded 
With Communication!



”
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Frequently he received meeting invitations without knowing what the 

meeting will be about and why on earth he needed to be present. He 

could go crazy about those precious minutes – hours, days… - that he 

spent on totally meaningless sessions. “Why don’t people respect 

each other's time…?” – he wondered vacuously.

He really wanted to respect the time of his team members, so he 

organized team meetings on an ad hoc basis only – whenever there 

was a topic or need to discuss. “I can inform them by email anyway” – 

he thought.

At the same time, he was very meticulous with the fewer meetings he 

called for. He sent detailed agendas and preparatory materials and 

tried to squeeze everything to the ppt slides to support him when he 

was talking. And he loved talking, especially if it was his topic... That is 

why he did not understand why he was losing his colleagues’ attention 

so quickly. After only 10 minutes of speaking, he could recognize the 

well-known signs of multitasking on his colleagues’ faces. He had no 

idea what he was doing wrong…

But the meetings were only part of his problems. He loved the variety 

of communication channels available in 2021; he was fascinated by 

the different tools and applications people used. He joined Telegram 

because the management team had a chat-group there. He was 

also on Viber, on a friend’s recommendation. Besides the ad hoc 

meetings, sometimes he communicated with his team members on 

WhatsApp or Skype. His phone was constantly beeping notifications. 

“Hmm, I love these gadgets, but they are a bit… too much.” I will 

either get used to it or go crazy sooner or later” – he rolled his eyes 

hopelessly.

Don’t let the Time Travelling Leader end up in the nuthouse. 



When the pandemic started, there were no clear rules and norms 

created and shared about meetings. Only some informal norms were 

created and “believed” by the managers and staff. Now we are 

heading to a hybrid way of working, when some are in the office and 

some working from home every day. It is even more difficult to manage 

than the fully HO environment. Lots of conflicts will be created with 

demotivation and frustration while the productivity will shrink.

This, combined with the unconscious use of communication channels, 

leads to a serious deterioration in efficiency.
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The Key Problem
Missing & Non-functioning 
Rules & Norms



Start with defining “when”. What are those time frames when meetings 

can be organized? In other words, when not to have meetings at all. We 

highly recommend organizing meetings only half/one hour after the 

official start of the day. Thereby people can start their working hours not 

with an immediate meeting, but planning the day, processing emails, 

having some calls and starting to work on various tasks. 

Have a lunch break with no meetings organized between 12-13 PM or 

later, in line with your culture. No meetings after 4 or 5 PM (one hour 

before the end of official working hours). 

Length of meetings: if you want your colleagues to arrive on time we do 

not recommend having 60-minute meetings, especially not in a row, 

without a break in between meetings. It is very likely that it will make the 

on-time arrival to participants impossible, thus you create a chain of 

delays for the whole day. Organize 25 and 50-minute meetings instead, 

and keep the time (in most programs you can set the default meeting 

duration - change it from 30 / 60 to 25 /50).

Expect your people to arrive a minimum 1 minute earlier. With the 25/50 

minute rule, it is well manageable. You can use the extra time for social 

connection. 
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Recommendations
for Leaders
Keep clear norms, rules and regulations 

to help yourself and your team
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And finally, be well prepared for your own meetings - define the 

objective, design the agenda, select participants carefully, send invites 

& preparatory materials in advance, and create a culture where people 

prepare. 

We often experience - especially in large companies - that there are far 

more people in meetings than there really should be. Save time for 

others - ask yourself when adding your colleagues to the meeting invite: 

“Is her/his participation necessary?” If you feel uncertain about it, it is 

better to skip the person. If you feel: “I want her/him to be aware of what 

is going on, this is why I want to invite”, the better choice is that you 

don’t invite these people, but send them a memo of the meeting 

afterwards. 

Let’s see some basic rules for the meeting memos:

Keep it as short as possible - the shorter the memo the bigger the 

chance that people will read it

List only the decisions and actions to be done - don’t write down 

all unnecessary or irrelevant details

Follow through - the main goal is to track what is executed from 

the actions and what is still there to do

To improve your communication efficiency, select the communication 

channels consciously. It often means to reduce the number of channels 

you use - especially for chat programs. Determine which communication 

channel you use for what purpose and with whom, and then stick to it.

Similarly to the meeting policies, it is also important to define the time 

frame when you are available in chat messages. By being available 24/7 

you risk your work-life balance and productivity. And last but not least, 

don’t forget that you can control the notifications on your phone. With 

some quick, easy settings you can tailor the frequency, sound and even 

the time frame for receiving/not receiving notifications.
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Support the improvement of the meeting culture with meeting policies - 

be the initiator and the ambassador of creating clear principles and 

executing them. The timing and time-related rules of meetings in an 

organization are crucial. You can involve some colleagues in internal 

workshops to create those norms and rules that fit your company and 

culture the best. If need be, involve an external facilitator.

Have a Leadership Operating Model for your managers. It contains the 

regular activities you expect from various hierarchy level managers of 

the company, and the meetings are an important part of such a model. 

Having daily huddles or a regular weekly tactical meeting cannot be the 

choice of an individual, it has to be designed on organizational level. HR 

can create and share templates and checklists to the typical meetings 

to make them even more structured and effective.

Additionally, defining recommendations for the use of additional 

communication channels like different chat or messaging programs - 

what to use, for what purpose and when - could also improve the overall 

communication efficiency in the organization. 

Recommendations 
for HR
Facilitate the way towards rules and 

recommendations for efficiency
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DEVELOR Services 
Improve Your Efficiency
Our Leading Home office workers training-series 

provides practical leadership routines and strategies to 

motivate, supervise and review remote team members, 

and enhance team collaboration by the help of 

technology. 

Unprepared or badly managed meetings without 

follow-up are poisonous. This applies to online 

meetings as well. Our program guides participants 

through the 5 success factors of effective online 

meetings. They learn how to prepare, organize and 

run effective online meetings, with focus on 

interaction and increasing participant engagement.

Discuss Your Specific Needs 

And Get A Tailored Solution

➤  

➤  

Details of training
LEADING HOME 
OFFICE WORKERS

Ask about the
LEADING VIRTUAL 
MEETINGS training

➤  
Discover our
EFFICIENT AT HOME 
training series

Contact Us

In the conditions of hybrid work, we need a flexible 

system that will help us to become more productive, 

ensures efficiency and helps to avoid burnout. Our 

course is based on the Getting Things Done method 

adapted to hybrid work circumstances. This is a 

reliable basis for optimizing the management of your 

tasks and time in remote mode. 

https://www.develor.com/big-topics/leading-home-office-workers/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
mailto:info@develor.com?subject=Leading%20Virtual%20Meetings%20Inquiry
https://www.develor.com/big-topics/efficient-at-home/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://www.develor.com/contact?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
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AVOID POST PANDEMIC ATTRITION

Growth expectation does not necessarily mean promotion. In many 

cases an employee is expecting an environment that enables her to 

express the ambitions, where she can discuss long-term goals and 

wellbeing status. If the current manager does not have the skill to 

nurture this environment, the one in the new company will. To avoid 

post-pandemic attrition companies must strengthen the leaders abilities 

to communicate clearly with employees about their growth and 

development opportunities and that way ensure their employees feel 

valued. 

PROVIDE AN EXCITING LEARNING JOURNEY

Today’s leader is demanding. To join any 

formal development, they will expect a well 

thought out program. A hybrid of online and

 in-person, self-paced and instructor driven learning, 

supported by digital tools and game-based story-driven 

training. To build this, spend time in the design phase and 

utilise any feedback you can. The Time Travelling Leader 

story with further elements is a direction worth exploring. 

Reach out to us to discuss how to build your Leadership Learning 

Journey.

Employees no longer yearn security, but 

rather are expecting growth options.*

Develop People To 
Secure Your Future

* The Employee Expectations Report 2021, based on an analysis of 30 million employee
comments from across 160 countries,

http://www.develor.com/contact/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
https://forms.workday.com/en-us/reports/heartbeat-report-employee-experience/form.html?step=step1_default


We grow 
individuals and 
teams at work.

Contact us 
and help 
your teams 
succeed!

Follow us on LinkedIn 
and Facebook.

Join the international 
community for the 
upcoming events.

https://www.develor.com/contact/?utm_source=capaign&utm_medium=solution&utm_campaign=ttl
http://www.develor.com/events
http://www.linkedin.com/company/develor
https://www.facebook.com/DevelorInternational
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