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RainmakerThinking, Inc. Research

All of our work is based on ongoing in-
depth interview research conducted 
since 1993 in which more than 500,000 
people have participated from more 
than 400 organizations.



Good news: Many 
people have already 
been doing this 
successfully for a long 
time.

We’ve learned a lot 
from them.

The Pandemic has meant many more of us 
are working from home than ever before.

For a great many, this is the first time.

We’ve all been forced to adapt.

Many are thriving. Plenty are struggling.

How can you help people stay focused and 
motivated? 



Without Proximity, 
we miss a lot.

Proximity is basic to human wiring. 

• Sensory data
• Noticing
• Spontaneous interaction 
• Serendipitous value creation (peanut butter/chocolate)

Tangible

• Energy? Synergy?
• Emotional connection? 
• Does it result in greater effort? Creativity? 
• Together we are greater than the sum of us as individuals. 

Intangible



When are we going back to work? 

Place will be in constant flux for the foreseeable future.

Who will go back? When? Why? And how? 

For most of us, going to work will be increasingly rare:
Always for a specific reason.

Working remotely will become the new normal. 



What does this mean for you as a manager? 

Group dynamics change.

Relationships develop differently.

Individuals behave differently.

Communication Cooperation Coordination Collaboration 



Hint: Psychology is the hard part.

Logistics/Tactics Psychology
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Many are thriving on the convenience, flexibility and comfort. Productivity, quality and morale 
are way up.

Plenty are struggling to stay focused and motivated and moving in the right direction.

On their own, they can easily feel unmoored, or unsupported – and get distracted or lose 
motivation.  Instead of asking for help, they may flounder… or try to hide below the radar.

Without guidance, they might start doing things their own way and focusing more on the tasks 
they prefer regardless of higher priorities. 

Most are plugging into the new cadence of team-meetings, touching base, emails, and as-
needed communication… until something goes wrong.

REMOTE EMPLOYEES 



REMOTE MANAGERS
Many are discovering that remote communication forces greater structure, substance, 
efficiency, and focus on clear priorities, direction, troubleshooting, accountability, recognition 
and reward.

Too many are erring, now more than ever, on the side of undermanagement:  With 
employees out of site, they are out of mind, until something goes wrong. 

On the other side of the spectrum, some worry that employees at home might slack off and 
fail to work long and hard enough. 

They may even police employees with monitoring technologies. 

Most have developed a cadence now of team-meetings and individual touching-base, 
emails, and as-needed communication... until something goes wrong. 



Some things 
will never 
change.



There’s work to be done.
Staffing:  Who’s going to do all that work? 

Strategy, attraction, selection, on-boarding.

Performance management: Who’s going to do what, where, why, when and how? 
Guidance and support: Expectations, tracking, feedback, continuous improvement. 

Development: How does everyone keep getting better? 
Keeping hard skills at the cutting edge and bridging the soft skills gap. 

Culture: By default or by design?
Building shared language and practices; shared meaning and traditions. 



Communication is 
the only tool for 
leading people. 

WHAT DOES THIS 
MEAN FOR YOU AS 
A MANAGER?

WHAT IS YOUR 
RHYME AND 
REASON?



Eight costs of 
leadership 

communication 
without rhyme 

and reason.

 Problems occur that didn’t have to occur
 Problems get out of control that could 

have been solved easily
 Resources are squandered
 People go in the wrong direction for days, 

weeks, or months
 Low performers hide out
 Mediocre performers start thinking they are 

high performers
 High performers get frustrated and think 

about leaving
 Managers have a hard time delegating



Practice real empowerment: 
Set people up for success.

Versus false empowerment

“Do it however you think it 
should be done, even though it’s 
not up to you…”

“Sink or swim.”

“Reinvent the wheel.”



Practice real fairness:
Treat everybody like a special case.

Versus false fairness 

“Treat everybody the same.”



Don’t be a 
jerk boss. 

Keep track of what’s going on, so you make good 
decisions.

Make it clear to people what’s up to them and 
what’s not.

Solve small problems before they turn into big 
problems.

Build relationships by talking about the work.

Be strong before anything goes right, wrong or 
average.



DAY-TO-DAY 
GUIDANCE, 
DIRECTION, 

SUPPORT AND 
COACHING.

It’s not about 
the difficult 
conversations.



Don’t blame HR.

Monitor Measure Document



You don’t have to 
be a natural 
leader.



You don’t have time NOT to manage.

You are already putting in the time.

Put in more structure and substance.

Practice management by fire prevention. 



The fundamentals will never change.

Make 
accountability a 

process, not a 
slogan.

Spell out 
expectations 
every step of 

the way.

Track 
performance in 

writing.

Plan resource 
needs and plan 
around resource 

gaps. 

Troubleshoot 
and course 

correct.

Recognize and 
reward 

exceptional 
performance. 



Synchronize and un-synchronize. 

Most of remote work and communication will probably be much more 
asynchronous.

That’s just fine.

How much do you need to synchronize? Who? When? Why? How?

Synchronize.  

And un-synchronize in the meanwhile. 



TEAM HUDDLES
 Synchronize: Daily? Weekly?

 Create belonging and connection.
 Communicate information in the same way at the same time.
 Cooperate, coordinate, collaborate. 

 Distribute agenda and stick to it.

 Document takeaways and next steps.

 Practice good meeting citizenship.



ONE-ON-ONES

One person at a time, one day at a time.  What does that 
person need from you?  What do you need from that person?  

► Who is this person at work?
► Why does this person need you?
► What information needs to be exchanged?
► How should you talk with this person?
► When? And how often? 
► (Where?) 



Prepare for your structured one-on-ones: 
Who are you going to focus on today? 

Who? Why? What? How? When? (Where?)



Every day overcommunicate:  Up, down, 
sideways and diagonal. In teams and 1x1s.

Follow up in writing

Have the conversation:
Progress reporting Troubleshooting Decisions Planning Next steps

Communicate in advance, in writing



Don’t forget to take care of yourself so you can 
take care of all those people who rely on you.

TAKE CARE OF YOUR 
MIND, BODY, AND SPIRIT

TAKE CARE OF THOSE 
WHO RELY ON YOU

PLAY THE LONG GAME, 
ONE MOMENT AT A TIME



Stay strong!  I can help…

Questions?
Don’t hesitate to reach out to me at 

brucet@rainmakerthinking.com

mailto:brucet@rainmakerthinking.com


Check it out! 
Subscribe.
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