
REMOTE TEAMS TOOLKIT 2:
HOW TO GET LEADERSHIP OUT IN FRONT 
OF BUSINESS CHANGE



How do we coach and support our leaders to bring their 
best self to a difficult moment for humanity?  
And how do we make sense of when, where and how 
they show up? 

REMOTE TEAMS TOOLKIT 2:
How to get leadership out in front  
of business change
What were you doing this time last week?

For many of us, the week of March 16th was spent beginning (or returning to) a more remote way of 
life. Between Monday and Friday, our clients shared victories and challenges - everything from mak-
ing online interactions more intentional to hacking in-person rituals for a virtual environment. While 
organizations continue the work to build stronger virtual teams, both large and small scale, the focus 
of this week’s toolkit will be on who leads them. 

Toolkit #2 addresses a concern that has already and visibly made an impression on the marketplace. 
It’s the same question that has steadily risen to the top of all our client calls, Zooms and emails: 

“How do we get our leaders out in front of this thing?”

Finding authentic, high-impact, realistic ways for the world’s C-Suite to move forward as visible 
beacons of committed leadership won’t be easy, and yet their involvement has become more critical 
than ever to secure an enduring culture. Weathering this storm will require a new kind of leadership; 
one that leads from the front and puts the wellbeing of employees above all else. And while many of 
our clients have already constructed healthy communications plans for keeping employees informed 
during the COVID-19 pandemic, we’ve also heard a pressing desire to deeply engage leadership as 
the face of a company’s response. 
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Part 1: A Framework for Leadership Interaction 

How organizations and their leaders shift from simply sharing COVID-19 related information to how 
they create culture-deepening experiences will be the litmus test for success or failure. If you’re de-
vising or putting finishing touches on an employee engagement plan this week, Integral recommends 
using the following simple framework for strategic focus:

1. Engage to reassure  
 and build trust

Example: tactics that demonstrate “Engage” require more hands-on, or 
face-to-face interactions, like via a Daily Standup that your CEO leads

Example: tactics that demonstrate “Listen” mean encouraging your 
leadership to get involved in feedback sessions that pinpoint specific 
employee anxieties, frustrations or even more likely...creative  
solutions

Example: tactics that demonstrate “Inspire” involve leaders sharing 
information, ideas and  beliefs that go beyond business as usual to  
connect employees to a bigger more meaningful vision

Part 2:  Self-Evaluation

Step 01:
Identifying 
Current 
State

Start by asking your leader (or leadership team to) evaluate where they currently think 
they fall in terms of each behavior as a percentage of their focus. 

We all tend to have certain strengths that come more naturally which we tend to give 
more time and attention, neglecting our areas of weakness. You may, for example, 
do an excellent job of engaging with your employee community on a daily Zoom 
meeting, and a pretty good job of offering sources of inspiration via a Slack channel 
or employee newsletter. But perhaps you struggle when it comes to listening to what 
your community needs right now. This quick self-evaluation exercise will bring these 
behavior gaps to your conscious mind.

Complete the following: 

What % of your current approach involves tactics or 
experiences that help you Engage? 

What % of your current approach involves tactics or 
experiences that help you Listen? 

What % of your current approach involves tactics or 
experiences that help you Inspire?

2.  Listen to target  
 priority opportunities

3.  Inspire to connect  
 to a larger vision

85%

10%
5%

Example: Ethan McCarty,  
CEO, Integral Communications Group
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Step 02 
Identifying 
Future  
State

Step 03 
Coaching 
the Gap

Once Step one is complete, it’s time to replicate the same pro-
cess, but this time indicating your “goal” or “desired future” state 
as it relates to where you’d like to be. 

Complete the following: 

What % of your desired approach involves tactics or 
experiences that help you Engage? 

What % of your desired approach involves tactics or 
experiences that help you Listen? 

What % of your desired approach involves tactics or 
experiences that help you Inspire? 

Take time to evaluate your answers for both steps one and two. Considering the 
differences between your assessment of current state and vision for the future,  
use the following questions to get clear on next step priorities. 

• What’s the most important thing for you to signal to your employees right now?
• What would need to change in order to move towards your goal state?
• What personal obstacles are undermining your ability to rank more highly 

against your desired future state?
• What skills do you have access to that aren’t currently being utilized?

65%

15%

20%

Example: Ethan McCarty,  
CEO, Integral Communications Group
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Step 04 
Experience 
Design

What new experiences can your leaders implement to address the future  
vision identified?

Engage Listen Inspire

Daily audio or video post 
answering the question:  
What steps will we take 
today to ensure the health 
of our company?

Leaders change their 
photos on LinkedIn and 
intranet directories to 
photo of them working-
from-home or in-the-field 
wearing protective garb 
(eg. same as field  
employees).

CEO message to  
first-line managers  
declaring a point of view 
on leadership at the orga-
nization during this crisis.

Share survival stories 
through a virtual company 
campfire. Was your  
company around during 
9/11or the 2008 financial  
crisis? What measures did 
you take that showed grit? If 
not, what other survival tales 
can your leaders share?

Celebrate small wins by 
recognizing individuals 
and teams for even small 
accomplishments -- like 
getting a whole team online 
remotely, using digital tools 
well for a week, or reducing 
costs.

Challenge employees to 
make a healthy change, 
and make it with them. 
For example, the CEO can 
commit to a daily medita-
tion or home-based work-
out and share updates on 
Yammer, Teams or Slack.

Facilitated virtual  
listening sessions with 
CEO/Senior leadership & 
line employees with no 
more than six employees. 
Topic: What concerns you 
most and how can we  
collaborate to address it? 

Deep listening program 
combining high-frequency 
polling, virtual focus groups, 
social media research to 
understand, What percep-
tions changed in the past 24 
hours among employees?

Daily virtual dialog prompts 
on Slack, Yammer, MS Teams 
or other tool offering a tip for 
the day and asking for em-
ployees to share theirs.


