SYNTEGRITY

LEADING THROUGH
COVID

KEY PRINCIPLES TO
STRENGTHEN YOUR
ORGANIZATION IMMEDIATELY

The experience of remote working
can lead to inefficiency and reduced
cohesion.

84%
41%

said that workplace challenges or
concerns dragged on for a few
days or more

feel that their organizations aren't
focusing on the right things to
strengthen resiliency

Source: Harvard Business Review; Workplace Trends; Zoltan Lippenyi and
Tanja van der Lippe, "Co-workers working from home and individual and team
performance", March 2020.
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EXECUTIVE
SUMMARY

Global events are testing management teams
and exposing flaws in operating models like
never before.
Operators in essential industries are running flat out. The
importance of digital transformation has suddenly become
unambiguously clear to just about everyone. And as
usual, organizations are struggling to figure out how to
engage people in effective ways amid all the noise.

42%
report they now experience
higher levels of anxiety during the
workday

31%
of remote workers said
they needed to take a day off for
mental health, due to struggle
keeping work/life balance

Every executive is asking themselves ‘how do we come out of this situation preserving and/or
enhancing our competitive position, or our ability to deliver on our mandate?’ That all starts with
what you’re doing today, during the acute phase of the crisis.

Now more than ever you need to

empower and activate people to deliver on their accountabilities, while compressing the time it
takes to make quality decisions on the big questions… and that requires a special set of
capabilities and approaches…

Source(s):
Harvard Business Review, Workplace Trends, March 2020.
Business News Daily, A New Work From Home Model, March

2020.
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WHILE THIS CRISIS IS UNPRECEDENTED, ALL COMPLEX
CHALLENGES ARE BEST MANAGED WHEN YOU

UNIVERSAL UNDERLYING
CHARACTERISTICS THEY EXHIBIT A N D P R O V E N
UNDERSTAND THE

WAYS TO APPROACH THEM.

This document is intended to provide leaders across industries and sectors with
competent, creative, and battle-tested ways to think about their biggest
challenges, to address novel issues introduced by recent global events,
and to achieve the following:

Deliver durable solutions that drive real impact by

knowledge

harnessing the

within and around their ecosystem, and positioning key

stakeholders at the center of the solving process to create
implementable solutions

Accelerate decision-making and mobilization through a

approach

co-creative

that offers real-time visibility into insights, barriers and

solutions without requiring weeks of internal “selling” after completion

Strengthen stakeholder buy-in and alignment by creating purposeful and
effective interactions that help

break through silos

For the past two decades, global leaders of Fortune 500 companies and
governments have

challenges,

applied our formula to solve their most complex and acute

align a critical mass of people, and mobilize action in days rather

than months or longer.

We hope you find the following useful.

*FOR A FULL LIST OF OUR CONTRIBUTION TO FORBES LEADERSHIP ARTICLES, VISIT HERE.

SYNTEGRITY

PAGE 04

3 KEY PHASES TO LEADING
THROUGH COVID

Phase 1

- How to Synthesize and

Understand Your Challenges

Phase 2

– How to Avoid the

Common Mistakes of Solving

Phase 3

– How to Achieve Better

Decisions and Deep Alignment with
Remote Teams

How to Syntesize and Understand Your Challenges
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PHASE 1

How to Synthesize and Understand Your Challenges
Even in a highly complex environment, you can greatly improve your odds
of surmounting critical organizational challenges by applying the right lens and
approach to problem-solving.

According to Dave Snowden, a Welsh management consultant and researcher who
specializes in making sense of complexity, the first step in determining your
response to a new challenge is to identify the type of problem you’re dealing with.

His Cynefin framework identifies four distinct domains -

complex, and chaotic

simple, complicated,

- and argues that a leader’s response should be different

for each one.

With COVID-19, leaders were initially operating in the chaotic domain, which
Snowden describes in the following way:

In a chaotic context, searching for right answers would be
pointless: The relationships between cause and effect are
impossible to determine because they shift constantly and no
manageable patterns exist—only turbulence. This is the realm
of

unknowables.

A leader’s immediate job is not to discover patterns but to stanch the bleeding. A
leader must first:
1. act to establish order
2. sense where stability is present and from where it is absent
3. then respond by working to transform the situation from chaos to
complexity, where the identification of emerging patterns can both help
prevent future crises and discern new opportunities.

Leaders who try to impose order in a complex context will fail, but those who set
the stage, step back a bit, allow patterns to emerge, and determine which ones are
desirable will succeed. They will discern many opportunities for innovation,
creativity, and new business models.

PAGE 06

How to Syntesize and Understand Your Challenges

SYNTEGRITY

PHASE 1
Chances are that no matter how chaotic this may still seem, you’re now operating
in the complex domain.

Unlike the first few days of the crisis, there’s a temporary new normal and some
measure of consistency day-to-day. In this context, it’s time to ask yourself how you
will crack the complexity of the next few weeks and months ahead - with people
working at home unable to do their jobs in the usual way, supply chain disruptions
for you and your customers, urgent projects put on hold, revenue losses mounting,
and so on. How will you ensure your company functions effectively now and hits the
ground running when the coronavirus has run its course and things return to relative
normalcy?

As you emerge from crisis mode , how will you ensure the new normal for

your organization is an improvement on the old normal?

Before you can find clarity on the solution to any complex, enterprise-wide
challenge, you have to start with clarity on the question to ask.
A great question:

Engages all the right people

and catalyzes great

conversations

Gives boundaries to the challenge

without biasing or

unnecessarily constraining the answers

conveys a
sense of urgency for action and results
Sets an aspirational stretch goal that is within reach,
Calls for action, names who will act, and

but only if things change

For example, when it comes time to reflect about what you learned during this time
and how to apply those insights going forward, you might ask:

“During the coronavirus, what did we learn about ourselves, our business, our
priorities, how we work, how we compete and how we deliver value? And what can
we do over the next six months to institutionalize those insights so that we're
noticeably better all the time, whether operating in business-as-usual or crisis
circumstances?”

Why start with a question? With a complex challenge, the process of developing a
question drives deeper thinking about the challenge itself, which results in a better
expression of the challenge.
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PHASE 2

How to Avoid Common Mistakes of Solving
At the same time that you’re thinking about new solutions and possibilities that arise
from your key questions, you and your team may be experiencing information overload
around the crisis, dealing with too many unknowns and rapidly shifting information.

Systems science can help explain why it’s so hard to think through all the moving
parts related to these circumstances.

The Law of Requisite Variety states

that: “Only

variety destroys variety.” In the context of the current crisis, this means that only a
group of people with the right mix of job functions, geographies, business units,
hierarchical levels, backgrounds, expertise, authority, and stake can collectively
match the complexity of what’s going on around them.

You likely have a small group of go-to people that you rely on when solving difficult
challenges, in addition to various partners, vendors, and other external sources
of expertise.

Because of the scale of information and complexity introduced by the crisis, small
groups of isolated talent will not be able to address the full scope of the situation,
regardless of their ability and experience. Incorporating the breadth and depth of a
large, high-variety group is crucial when looking to develop high-quality solutions to
complex, enterprise-level challenges.

In order to confront the complexity of the current crisis, leaders must assemble
a high-variety group of people from in and around their organization and avoid
three common mistakes.

PAGE 08

How to Avoid Common Mistakes of Solving

SYNTEGRITY

3 COMMON MISTAKES IN
PROBLEM SOLVING

Common Mistake #1: Absence of the Voice of
the Customer
Your workforce is tuned in to what’s happening on the front lines and
knows much of what your leadership team doesn’t know about what
customers need and want. Some of these people remember similar times,
what was done, what worked, and what failed. Some of them come from
other industries. Some used to be customers or competitors themselves.
Some are Millennials and some are near retirement. They have the
data, information, and first-hand knowledge about your customers to
inform smart decisions. Use them to address the customer blind spots.

SUCCESS
starts with

Common Mistake #2: Strategy is developed in
an isolation chamber by only a handful

requisite variety,
many-to-many
connectivity,
and a collisional
process
that fuels deep,
durable alignment

It’s not enough to just tap into your workforce’s intelligence, you must
mobilize and motivate them to do what’s got to be done. This is
particularly important and difficult right now as the coronavirus disrupts
day-to-day working patterns. Have them work together with you to get a
handle on where the biggest challenges and opportunities lie, to ideate
on what could be done, and then to agree on what will be done. They're
usually left out of strategy until it’s a finished product; instead, engage
them as co-authors of the strategy.

Common Mistake #3: Ownership, timelines,
and deliverables are assumed
Circumstances are difficult right now. People are distracted and off their
game, likely concerned about their jobs, their parents, and their family,
and feeling disconnected and isolated. They likely can’t work on the same
things in the same way that they had been a few weeks ago. They need
new clarity on what to work on and what the expectations are in terms of
timelines and deliverables.
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How to Craft Deep Alignment and Clarity with
Distributed Teams
The New Normal: Conducting Video Meetings

Given the added complexity of social distancing, here are some tips to improve the
effectiveness and efficiency of staff and leadership meetings in
a distributed environment.

Separate what can be done offline from

#1

what must be done together in a meeting.
Some purposes can be achieved offline asynchronously - while others can only be
achieved together - synchronously.

Asynchronous tasks include gathering data, forming opinions, brainstorming ideas,
polling, asking and answering questions. These tasks may be important inputs to
meetings, but they can waste precious time and make people feel disengaged and
frustrated. Have people do these tasks outside of meetings.

Synchronous tasks include having difficult conversations, debating key issues, and
reaching and testing for consensus. Don’t try to achieve these ends through
telephone calls, text, or social media. They can best be done in video conferences.
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#2

Separate meetings about operations from
meetings about the future.

Some people’s primary function is to deal with the here-and-now, allocating
resources, assigning tasks, adapting in real-time to new information, and issuing
communications. Other people must be focused on looking at what’s happening
around the organization, what we are learning, what we are anticipating, and what
we need to be doing next week, next month and next year as a result. If you mix
both together in the same meeting, that’s a recipe for disengagement and
frustration.

#3

Keep the number of people directly involved in
meetings low, while keeping variety high.

How many faces can you see on your video conferencing screen at one time? That's
the number of people you should invite to the meeting. For most video conferencing
platforms, that’s probably 12 or less.

The tension you should feel is that the law of requisite variety states that you must
engage large, diverse groups of people in high-stakes, complex moments like this
one. But right now, you’ll have to invite a smaller group that best represents the
variety of the larger group.

#4

Assign a good moderator to run the meeting.

The moderator should stay out of the discussion and run the meeting - redirect the
discussion if it’s getting off-track, interrupt individuals who are droning on or
dominating, establish and manage meeting protocols and etiquette, and capture and
share the output. Because they can’t get involved, they can’t be a senior leader or
even someone with a lot of stake in the outcome.
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#5

Give each person a clear role.

First off, establish video conference etiquette as a standard for all your meetings.
Next, layer in some behavioral roles that you will ask people to play during the
meeting. We use Member, Critic and Observer roles:

Members (85% of meeting attendees)
Members are accountable for contributing to a great meeting result. They jointly
determine the scope for your meeting and have full discretion to use any or all
feedback as they see fit.

Critics (10% of meeting attendees)
Critics are responsible for providing concise and relevant critique and guidance.
Consider what the members need to hear: are they on track? Are they misinformed?
Are they spending too much time on an irrelevant discussion? Are all members being
given equal voice? Critics may only speak when prompted by the moderator.

Observer (5% of meeting attendees, if any)
Observers are listeners. They have no speaking role but are encourages to take
notes and contribute after the meeting is over.

In short, Members own the meeting, do most of the talking, and are responsible to
produce results; Critics listen and are intermittently given the floor to offer concise
critique on the progress and content of the Members’ discussion; Observers can only
listen. Behavioral roles can prevent individuals from dominating, from remaining
silent or being suppressed, and from feeling like they’re not being heard.

Your moderator will enforce these roles - for example, interrupting Members every 15
minutes to give the Critics five minutes to speak, and holding Observers on mute
while using a private chat to take feedback from them and relay it to the Members if
and when appropriate.
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#6

Iterate, rather than trying to get all the way
there in one meeting.

Most of the time, you can’t get to a decision or a solution in a single meeting. Three
iterations are usually necessary when you’re discussing something important. This is a
reflection of how wide and deep the various facets of the challenge are, not a sign
of inefficiency.

PAGE 13

How to Craft Deep Alignment with Remote Teams

SYNTEGRITY

PHASE 3
Securing Alignment
Alignment is difficult and essential. It requires a certain style of leadership
and can be advanced by taking certain steps.

As a leader, you need to adopt these 5 principles for alignment:

1.

Be open to being wrong

2. Suspend preconceptions
3. Start to build alignment from the beginning
4. Make the process of building alignment a human
experience
5. Expend the extra effort

These 5 steps will get your people aligned around how to solve a given problem:

1.

Pose the problem as a question

2. Engage requisite variety
3. Connect people directly to each other
4. Hold high-quality, high-speed interactions
5. Diligently sustain alignment

Use the Alignment ‘Cheat Sheet’ on the next page to better understand how to
apply the 5 principles at each of the 5 steps.

POSE THE
PROBLEM AS A
QUESTION
ENGAGE
REQUISITE
VARIETY

CONNECT PEOPLE
DIRECTLY TO EACH
OTHER
HOLD HIGH
QUALITY, HIGH
SPEED
INTERACTIONS
DILIGENTLY
SUSTAIN
ALIGNMENT

Use this table to understand how the five steps and the five leadership mindset principles

work together. This offers at-a-glance guidance on how to secure and sustain alignment

Set aside your
cynicism about
productive
meetings with large
groups - make it
work

Identify and involve
people with a wide
variety of beliefs
and views that
challenge yours

Frame an openended,
uncomfortable, and
ambitious question

BE OPEN TO
BEING WRONG

Assign meeting
roles that force
people to listen,
speak up, and
challenge

Believe that
anything can
happen when the
right people are
connected

Don't just involve
the same people
you always do.
Include a high
variety

Restrict bias in the
question

SUSPEND
PRECONCEPTIONS

Treat every new
start as a chance to
re-align

Use iteration to
progress in unison
from
understanding to
ideas to decisions

Think from the
start about how to
build connections
before, during and
after

Engage people
from problem
determination all
the way through to
action

Co-create the
question with
others

START FROM THE
BEGINNING

Ensure ongoing
engagement with
check-ins and
course-corrections

Give people time
and space to listen,
reflect, debate and
to change their
position

Value each
connection point
equally, treat each
as an opportunity
for a breakthrough

Think beyond
function and role,
to ensure you’ve
got a great mix of
attitudes &
characteristics

Make the question
compelling and
provocative

MAKE IT A
HUMAN
EXPERIENCE

Be vigilant and
overprotective
when it comes to
the alignment the
group has achieved

Ignite a large
number of
collisions in a short
amount of time

Activate each
connection
repeatedly,
optimize value
realized

Meticulously
construct your
hand-picked list of
people, optimizing
for variety

Apply multiple
iterations to get
the question right

EXPEND THE
EXTRA EFFOT

by doing the right things in the right way.

Be a role model for
great listening,
open dialogue, and
productive friction

Demand an agile
action plan that
grants autonomy
to try things and
freedom to fail

PRINCIPLES

Embrace
experimentation
and decisive action
on what works and
what doesn’t

ALIGNMENT

STEPS
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SUMMARY

We hope this paper has given you useful information to apply as you acknowledge
current complexities, create appropriate questions, convene the right group of solvers,
and move to execution.

The guidance is based on 20 years of experience and learning helping organizations
across sectors and around the world solve their biggest and most complex
challenges.

Don’t hesitate to ask for our help in better understanding and applying the advice
provided here, so that you’re best positioned to successfully work through your
complex challenges… especially now, especially in the midst of the most complex
challenge any of us has ever experienced.

Source(s):
Cracking Complexity: The Breakthrough Formula to Solving Just About Anything Fast ,
Harvard Business Review , Workplace Trends, March 2020.
Business News Daily , A New Work From Home Model, March 2020.

May 2019.
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