
4-19-20
 Sun, 7/19 9:32AM  13:06

SUMMARY KEYWORDSSUMMARY KEYWORDS

working, procrastinating, deadline, procrastination, deliver, roadblocks, project, clear, establishing,

talk, pathway, feeling, morning routine, calendar, heard, people, celebrate, burnout, expectations,

care

 00:00

Hi, everyone, welcome to another episode. You know, yesterday we talked about self care,
and making sure that our people on our teams are taking good care of themselves during
this time that we're working removed. And we're all feeling maybe a bit more isolated
than normal. But today I want to talk about the opposite side. So yesterday, I talked about
what I'm seeing a lot more of, which is people pushing themselves too hard. Or they found
the balance, right, they hit the sweet spot, or they're working too hard, and they're about
to burn out. Today, I want to talk about a third option that could be happening. I haven't
seen it quite as commonly, but doesn't mean it's not happening. And so it wouldn't be fair
to you to tell you to sit down and assess your team and not think about this Third Avenue
of performance. And that is procrastination. Okay, so again, I haven't seen it more
commonly what I've been seeing is people hit their their zone. They're getting their work
done and they're finding a balance and they're taking good care of themselves and
spending time with family or friends or their animals, or going outside or whatever the
case may be right, while still complying with the social distancing. And the stay at home
orders. Okay? Now, what I'm also seeing though, is that people are procrastinating, they
are losing their routine. They're not getting up at the normal time. They're not doing the
normal morning routine.

 01:33

And so they're getting thrown off. Or
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I'm also potentially see, oh, it's a little bit of this. This one's small. Okay, this
procrastination group is small, but I'm still seeing a bit of it, which is they're getting so
excited about the morning routine, and they're so happy to be working from home, that
they're finding all of these other amazing things to do, that they've always been wanting
to do better to care for themselves. I'm going to get up and I'm going to go walk and then
I'm gonna come back, I'm gonna have breakfast, and then I'm going to journal and then
you know, they're coming up with all these morning routines, which is great. But they're
getting up any earlier. That means they're not starting work any earlier, actually, they're
starting work later. And then they want to build a new routine for lunch. And then they
want to build a new routine to get up and walk around and stretch and clear their minds.
And then they want to, you know, stop working by 430. And all of that is great. If you think
about the fact they do want to take good care of themselves. But what's happening,
they're actually putting in so much self care, they're not getting any work done. You know,
and they sit down at their desk Finally, and they're like, Oh, I got, I've got this to do today.
But I really need to do this other thing first, and so they kick that can down the road, and
then we'll get to it. So, what you may be seeing as a leader is that you've asked for certain
things to be delivered by a deadline. Or maybe you haven't set a deadline. You You said,
Hey, get it to me as soon as you can. If you haven't seen it, you haven't heard from this
person. Maybe they're around, they answer you when you reach out. But they're not
proactively joining the group discussions. They're not proactively checking in with you.
They're not following up on the tasks or the responsibilities or the projects that you've
given them. The round, but they're still sort of Mia. Okay. That's how it feels. So you're not
to the point where you're like, what in the heck are they doing? They just, they don't work
for us anymore. It's not that it's the end every time you chat with them, they're fine. And
I'm talking about all of these things. They're getting done. They feel so much better. They
love working remote. So the positive so you're not worried about them, you know, burning
out like you're worried about some of your other folks. So all of that's good. You just can't
put your finger on what might be wrong. You don't want to push too hard. Maybe in your
mind, you're thinking I don't wanna push too hard. Because there's they seem to be doing
okay. I know this is sort of a precarious time for everyone. So what you start doing is you
may start to make excuses for these people. So again, what what you're looking for as you
assess this group, this group of procrastinators, and they're not procrastinating on it
procrastinating on everything, they're just procrastinating on work. Okay? They're doing
everything else great self care, great social media, great. Family, Tom wonderful. They felt
better than they have in a long time. What they're procrastinating on is delivering to the
work expectations that you've established. Okay? So that's what you're gonna see from
them. They may not be quite as vocal in the group. They may not be joining in on your
weekly communication meetings to give updates on what they're working on, or the word
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the updates gonna be to say so either they're not charming in a lot on that front or they
can't I'm still working on that. I'm still working on that. Not a whole lot of detail, just I'm
still working on it. Those are red flags I would tell you to clue into. And you know, don't do
it in front of everyone else, please, please be respectful of the person that you're speaking
with. Don't call them out in front of the whole group, so to speak, you can ask some follow
up questions, but the tough conversation I want you to do privately, out of respect for
them. And that tough conversation is going to be something to the effect of, Hey, I am
happy that you are taking good care of yourself. And I'm really happy that you're doing
well, through all of these changes. And you know, it seemed like you're feeling well and
your family's feeling well, and you go down that pathway. So you want to encourage the
fact that they are doing self care. You want to celebrate the fact that they are healthy and
everything as well. That's really important because you don't want them to swing, the
opposite end of working so hard that they burn out. So you want to celebrate and
encourage the behaviors that they are displaying that are good Right. So at some point in
your message, you've got to do that. But you also need to focus on the fact that they are
not delivering. So it's got to be something of, Hey, you know, I've asked you for a couple of
projects, give me a bit more detail on on how it's going. Tell me exactly where you are, tell
me all the things you have gotten accomplished. And what we're running into? You've got
to ask that question.

 06:22

And the reason why you got to ask that question is because they could have actually
been running into roadblocks and having to overcome some different pieces. And they
just didn't share all that with you. And the project that you asked them to work on may
have been bigger, and much larger of a an overall project that either one of you thought it
would be. And so that doesn't mean they're not trying to deliver to your expectations. It
just means that there were a whole lot of different things happening, and that that person
had to overcome in the project in order to deliver it. Okay, so if that's the case, if they have
been running into a lot of roadblocks and barriers, then you tackle it from a
communication perspective. Okay, that's what I want you to do. I want you to talk about
from a communication perspective, I want you to go, it's okay. Well, I appreciate you
sharing that with me in the future. If you run into roadblocks like these, I needed update, I
want you to start sending me an email that says, hey, Katrina, just want to give you a
heads up, I really thought I was gonna be able to tackle this and have achieved by the end
of the week, I've run into these two things, that I'm not gonna be able to overcome as
quickly. I'm having to ask other people for some help. And so it's probably gonna be next
week. That's what I want you to challenge them to do. I want you to walk them through
that scenario. help them understand why they have to communicate better with you, so
that it doesn't look like they're just not getting the work done. Now, you're not going to
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say it's, Hey, I just needed to look like you're not getting your work done. You need to tell
me, but you need to say I need to be aware, because I've, I've given you a deadline and I
put my calendar and my time to review the project. And those results based on the
timelines that we discussed or based on you can You'd haven't done this week or early
next week, I need to be able to adjust or I also need to be able to step in and help you.
Okay, so that's how you disrupt that. If they go through and they have no details, it's
obvious that they haven't heard of working on it, then that is definitely procrastination.
And you're just gonna have to call it straight out. I'm not talking about being ugly. I don't
ever want you to be disrespectful to your team. But I do want you to hit it head on, don't
dance around it, you know, it has to be something to the effect of. Okay, so what I hear
you saying is we're just not further along on this project that we thought we would be. I'm
not hearing any roadblocks or anything that you've run against, that would prevent you
from delivering to this based on what you committed to. But let's just be really clear. I
want to go ahead and have this completed by Friday. Is there anything that would
prevent me from getting that done? Just ask them. And Paul, don't fill in the space. Be
quiet.

 08:56

Let them come back and tell you if they can or they can't

 09:00

They don't have any other word projects going on, they should be able to deliver it to you.
So the ins should be absolutely I should actually be able to deliver that to you. You know,
I'll get it to you by Friday and through you establishing very clear deadlines, they should
be able to deliver to your expectations. And that's what you're going to have to do for
those individuals moving forward, is establish very clear deadlines. Don't leave it up to
them. Don't leave it wide open. Because maybe in the environment at the office, they were
they would always deliver on time. This is a different environment. And you're going to
have to adjust the way you read certain people. Right, just like we talked about yesterday,
for some people, you're gonna have to encourage them mental breaks. For some people,
you just have to celebrate because they figured it out. For these individuals, you're going
to have to set very clear guardrails, give them a framework to work within and set clear
deadlines because they need it. They can't do it for themselves in this environment, and
that's fine. You just need to know about it. But what you can't do As a leader is you cannot
get frustrated with these people, because they're not delivering to your deadline and not
have a conversation with them. Because they can't read your mind. And they can't know
what you expect of them unless you're clear. And it's okay to say, hey, you're really good
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at delivering on deadlines whenever worth office, I feel like you're missing them a little bit.
Let's go ahead and what we're going to start doing together is establishing very clear
deadlines, and time commitments to help you be successful while you're working remotely.
Then, okay, now, I'm moving on to the assumption and it's one of those two things. And
I've rarely run into anything that it's not either they're working on something, and they
haven't communicated with you the roadblocks, or they're working on something but
they're procrastinating on it because they found all these other cool things to do instead.
And so it's taking them longer, and you're establishing a deadline and setting
expectations with them. They come back and deliver Now it could be Third final option,
which is not procrastination, it's just the fact that they don't want to do the job anymore. It
has gone from burnout, to just no commitment whatsoever. And if that's the case, then
you have to have a clear conversation about do they get to stay on your team? Okay. But
this is the first step in figuring that out. And usually it's you helping them create a plan of
action, a plan of attack, helping them structure their time, asking them to use the
calendar to show you what they're working on. That's really important too. I want to throw
that out there. Don't forget that the procrastinators and the people that aren't delivering,
make them use their calendar so you could see what they're working on. Okay. I would
also tell you to set up calendar reminders with certain people and put the deadline that
you established for them on their calendar. You have to do it all the time. But I would do it
for the first couple of times and then moving forward say, Hey, I used to put reminders on
your calendar. I want you to send me a reminder that says that You know, this is one that
says do and then you flip it, then you make them set it in about you. Okay? But that's what
you can do to help procrastination while working remote. So the challenge today for you
is to continue to think about your team. And if yesterday you thought about a couple of
people who didn't fit the first two groups, they hadn't hit their sweet spot, and they
weren't overworking and reaching potential burnout. They are procrastinating and you're
not hearing a whole lot from them. Go down this pathway of conversation, see if we can
get them on the right path again. All right, celebrate the fact that they are taking good
care of themselves, but deliver timelines and deadlines and communication expectations
around what you need from them while working remote. Alright, so hopefully that helps
continue to assess your team support them down the pathway that each individual needs
because everybody's different. And no doubt we will come out of this. I'm not gonna say
stronger I would like to say stronger, but we're going to make it through and our teams are
going to make Get through and we're going to be able to continue to take care of our
customer. How about that. Have a great day.
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