
Welcome Back!
Did you try the Fist to Five? How did it go?
Put your answer in chat!
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Conversation 2 Toolkit 
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FIST TO FIVE MODEL 

The Fist to Five is a technique for quickly getting feedback or gauging consensus during a meeting. 
The leader makes a statement, then asks everyone to show their level of agreement with the 
statement by holding up a number of fingers, from 5 for wild enthusiasm down to a clenched fist for 
vehement opposition. 

Lack of Consensus Consensus 

No way!  
I’ll block this. 

I see MAJOR 
issues we 
need to 
resolve. 

I see MINOR 
issues we 
need to 
resolve now. 

I see MINOR 
issues we can 
resolve later. 

I am fine with 
this as it is. 

I love this! 
I will 
champion it! 

“Be yourself. Figure out what you are good at. Hire only good people who care. Treat 
people the way you want to be treated. Focus on one or two critical objectives. Ask your 
coworkers how to get there. Listen well. Call the play. Get out of their way. Cheer them 

on. Count the gains. Start right now.” 

Author and Educator, Warren Bennis 



Updates and 
Announcements New articles in your learning quest site: 

• Three Steps Toward Self-Compassion

• Rebuilding Relationships Across Teams in a 
Hybrid Workplace

• Managers are Trapped in a Performance-
Compassion Dilemma 

New Resources in your learning quest site:

• Managing Performance Levels 

• Affirming Others 

• Chat Request Handout

• Return to the Office Tip Sheet

• 1:1 Editable Template

© 2022. All rights reserved. Privileged & Confidential. Blake, Cassels & Graydon LLP  | 2



Leadership 
Conversations

that Matter

Blake, Cassels and Graydon LLP. Privileged & Confidential.
Document Version 1234567890

Conversation 3
Building Performance Capabilities in 

the Hybrid Environment: 
How can we 

reinforce well-being?



Welcome Back: Your Facilitators   

Dr. Sue Cain
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Kathleen O’Connor

ü Dr. Sue Cain
ü Kathleen O’Connor
ü Go to 
https://www.corplearning.com/blakes/
and download your toolkit 

https://www.corplearning.com/blakes/


Leadership Conversations that Matter Calendar
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Conversation 1:
Leading Effective Communication and Efficient Meetings:  
What are the challenges of leading in our hybrid environment? 

Conversation 2: 
Connecting and Collaborating Effectively in the Hybrid Environment: 
How can we strengthen our working relationships and foster openness and respect?

Conversation 3:
Building Performance Capabilities in the Hybrid Environment: 
How can we reinforce well-being? 

Conversation 4:
Delegating Effectively: 
How can we ensure equality and inclusion when we delegate?



\

Agenda 
q Research- Building Performance and Ensuring Work-Life Satisfaction 

in our Hybrid Environment 

q What Blakes Leaders are Saying and Blakes Mindset Principles

q Setting the Stage to Build Performance with an Enriched Office 
Environment 

q Managing Different Levels of Performance 

q Hold Effective One-on-One’s In the Hybrid Environment 

q Giving Feedback-The Aim Model

q Best Practices for One-on-One’s  

q Improve Performance with the Performance Improvement Checklist 

Conversation 3

© 2022. All rights reserved. Privileged & Confidential.

Blake, Cassels & Graydon LLP  | 6

Building Performance 
Capabilities in the 
Hybrid Environment:
How can we build 
performance capabilities in 
the hybrid environment and 
yet assure adequate work-
life satisfaction?



Icebreaker



ACTIVITY

Icebreaker
Building Performance Capabiltiies



FEATURE FILMS ARE 
THE RESULT OF YEARS 
OF SCIENTIFIC STUDY 
COMBINED WITH THE 
EXPERIENCE OF YEARS.



10/11/22 10
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Were you right or        
wrong? 

Were you right or did you 
learn? 



Were you Right, or did you Learn?

• In her book Mindset, the New Psychology 
of Success, author Carol Dweck found that affirming effort 
instead of success allowed for a Growth Mindset.

• Leaders who affirm effort instead of success 
alone  help prevent a Fixed Mindset. 

• A Fixed Mindset means you believe intelligence, talent, and 
other qualities are innate and unchangeable. 

• Leaders can affirm effort so
followers can persist through failures and learn to improve. 

• The catch-phrase for the Growth Mindset is, “I have not 
learned to be successful…yet!...”

10/11/22 12

Resource: Also see article on 
Three Steps to Self-Compassion 



Research- Building Performance and Ensuring Work-Life 
Satisfaction in our Hybrid Environment 



Research:

Building Performance and Ensuring Work-life Satisfaction in our 
Hybrid Environment 
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Managers often feel wedged 
between leadership and employee 

expectations.

Leaders are tasked to build 
performance and support 
work-life satisfaction.

https://hbr.org/2022/04/managers-are-trapped-in-a-performance-
compassion-dilemma

https://hbr.org/2022/04/managers-are-trapped-in-a-performance-compassion-dilemma


Research:

Building Performance and Ensuring Work-life Satisfaction in our 
Hybrid Environment 
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According to McKinsey, — embracing, supporting and enabling employees to make meaningful 
contributions AND balance their personal well-being are critical, emerging leadership skills.

A culture of work–life satisfaction asks leaders to validate and encourage followers to use mental-
health benefits, leave policies, and other ways of setting healthier boundaries between work and 
personal life. 

The effect of this culture can be dramatic - with McKinsey finding that it enables long-term 
performance gains AND employee retention.



Chat: What is the level of difficulty with building 
performance AND ensuring work-life satisfaction?

Do you have any advice to share on balancing these two tasks? 

1-No difficulty; 2-Some difficulty; 3-Very difficult 



What Blakes Leaders are Saying and Blakes Mindset 
Principles 



Survey Results: 1. Please assess your work-life satisfaction in the 
hybrid working environment 
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Better: I am much 
more productive 

while working in a 
hybrid environment

37%

Same: About the 
same as it was 

while working fully 
in-person or fully 

remote
47%

None of the above
16%



Survey Results: 2. How content are your team members with their 
own work-life satisfaction in the hybrid environment?  
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Better: Most seem 
much more 

productive while 
working in a hybrid 

environment
33%

Same: About the same 
as it was while working 
fully in-person or fully 

remote
28%

Worse: Most seem 
to be struggling to 

with work-life 
satisfaction in the 

hybrid environment
5%

My team members 
are a mixed bag 
when it comes to 

how they are 
managing work-life 

satisfaction
28%

None of the above
6%



Survey Results: 3. When you think about building performance in 
the hybrid environment, how often have you held one-on-ones 
with your team members to check-in or improve performance? 
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Infrequently
11%

Often
16%

Regularly
68%

None of the 
above
5%



Survey Results: 4. Have you taken any actions as a leader to help 
create a high-performance environment where colleagues and 
those you lead experience work-life satisfaction as well?  
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Communicating 
clear expectations 

and deadlines

Trusting team 
members to get the 

job done – not 
micromanaging

Apply Blakes Mindset 
with time delayed 
emails. Encourage 

team to take 
advantage of 

downtime. Ad hoc 
check in call on 

Fridays

During one-on-one 
discussions, ensure we 

touch on 
family/personal/non-

work-related 
activities/challenges in 

an effort to gain insights 
into how various 

individual are doing in 
their personal life

Your thoughts? 



Spotlight on Blakes Mindset: The Four Overarching 
Principles 
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Openness and Respect

• Discuss preferred 
methods of 
communicating

• Solicit and provide 
constructive feedback

• Give credit to others 
when appropriate

Respecting Rest Periods

• Reduce off-hour 
messages

• Manage off-hour 
work

• Pre-arrange coverage 
to reduce interruption 
during vacation time

Mindful Delegation

• Delegate fairly and 
inclusively

• Give context and set 
expectations

• Provide realistic 
deadlines

Smart Meetings and Communications

• Send an agenda before 
meetings

• Respect participants’ 
schedules, time zones 
and availability

• Use Reply-All only when 
appropriate

• Copy others judiciously



Setting the Stage to Build Performance with an Enriched 
Office Environment



Resource: Set the Stage with an Enriched Work Environment for 
Building Performance  
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Two Functions:

• It provides a recap guide for coaching people at 

all levels of transition back to the office.

• It also provides some fascinating

research on what people 

want as they return to the office.

 

Return to the Office Coaching Tip Sheet 
 
According to Microsoft, Work Trend Index, leaders can help employees return to the office (RTO) by ensuring 
meaningful connections and collaborative opportunities:  

• 85% of employees would be motivated to go into the office to rebuild team bonds. 
• 84% of employees would be motivated to go into the office if they could socialize with coworkers. 
• 74% of employees would go to the office more frequently if they knew their “work friends” were there. 
• 73% of employees would go to the office more frequently if they knew their direct team members would 

be there. 
 
 

Steps Employee 
Focus 

    Strategy - How to coach  

 
 

Ending 

 
• The focus is on   

concerns for returning to 
the office. 

• There is emotion or 
anxiety expressed with 
the concerns. 

• The focus is on what the 
person is losing, what is 
being left behind, who 
they will disappoint, what 
they must give up.   

 
• Clearly communicate why the changes 

are needed (the “why”). 
• Paint a picture of how the changes will 

result in gains for the individual and 
the organization. 

• Tell the story of those who have 
successfully made the transition. 

• Check in regularly and show compassion 
and offer support. 

• Share your own story of change. 

 
 

Neutral 

 
 

• The focus is on the confusion 
of new habits, patterns, and 
sense of identity, and letting 
go of the old.  

• New patterns and habits are 
being developed and learning 
is occurring. 

• This realignment causes 
stress and frustration.   

 
• Individuals need time to settle their 

emotions. Be patient. 
• Reinforce that discomfort and uncertainty 

is expected and normal. 
• Give positive feedback on small gains 

and on the value of persistence.  
• Don’t let up: keep checking in.  
• Embed the positive change by reinforcing  

stories of the importance and impact of 
RTO.  

 
 

New 
Beginnings 

 
• The focus is on new 

understandings, habits, 
values and attitudes. 

• There is a release of energy 
fueled by optimism and hope. 

• There is clarity around the 
new purpose, and part played 
in the change. 
 

• Communicate and share the 
successes that are a result of the change. 
Celebrate and appreciate the hard work. 

• Reflect on the lesson learned from this 
transition from the end to the neutral zone 
to this new beginning stages. 

• It is also a time to help get other employees 
who are still struggling to move forward 
from the previous stage. 

 

Resource 



What People Want 
when Returning to 
Office 

• 85% of employees would be motivated to 
go into the office to rebuild team bonds.
• 84% of employees would be motivated to 
go into the office if they could socialize with 
coworkers.
• 74% of employees would go to the office 
more frequently if they knew their “work 
friends” were there.
• 73% of employees would go to the office 
more frequently if they knew their direct 
team members would be there.

According to Microsoft Work 
Trend Index, leaders can help 
employees return to the 
office (RTO) by ensuring
meaningful connections and 
collaborative opportunities:

https://www.microsoft.com/en-us/worklab/work-trend-index/hybrid-
work-is-just-work
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https://www.microsoft.com/en-us/worklab/work-trend-index/hybrid-work-is-just-work


Case Study

• You are managing a team of eight. Of the eight, 
one person is reluctant to leave remote work and 
return to the office. 

• The others are willing and even eager to return. 
You find that once everyone came back to the 
office for two days a week, they were on 
staggered schedules.

• You have scheduled one “collaboration day” 
intentionally to ensure that as many people as 
possible are together at one time. 

• Using the research provided, share some ideas 
about how to continue to build an enriched office 
environment to build performance and yet 
support work-life satisfaction.  

How does this research inform you on how to 
provide the best office environment possible? 
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Managing Different Levels of Performance 



Resource:  Managing Performance at 
Different Levels in the Hybrid Environment 
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• Use this guide to  improve how you manage 
others at different levels. 

1. High performance

2. Consistent (average) performance 

3. Under performance

Resource 
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Managing Performance at Different Levels 

 
NOTES: 

What is the experience my employee is having at work, and how can I empower this person to do the 
best they can? 

 

 
Performance Focus 

 
High Performance  

 
Consistent 
Performance  

Under-Performance   

What are your 
developmental goals 
for this follower? 

Expand role  Polish rough edges  Fix performance 
problems with 1:1 
feedback, coaching or 
training 

What do you talk 
about?  

Future: What’s next - 
career development  

Present/future: What 
can be “if only…” 

Present: what is 
required or expected 

What do you hold them 
accountable for? 

Results/outcomes  Sustained contribution 
and self-improvement 

Completing daily tasks 
and meeting 
expectation 

What type of 
opportunities do you 
provide them? 

Lead important or high 
visibility missions and 
projects-Expose them 
to organizational 
leadership 

Participate in important 
initiatives 

Perform tasks and 
increase levels of 
autonomy  

What type of training do 
you provide? 

Leadership 
development and 
training about your 
organization 

Select leadership 
development and 
targeted training for 
personal development 

Remedial training, 1:1 
feedback, coaching to 
review shortfalls and 
plan for improvement   

What type of feedback 
should you provide? 

1:1 feedback that helps 
them extend their reach 
and impact 

1:1 feedback that helps 
them hone their 
performance  

1:1 Feedback that 
evaluates their 
progress 

What should you 
recognize and 
highlight? 

Impact on your 
business and 
department success 

Progress toward 
achieving higher levels 
of performance 

Successful 
achievement of 
requirements 
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Performance Focus High Performance 
Consistent (Average) 
Performance 

Under-Performance 

What are your developmental 
goals for this follower?

Expand role Polish rough edges Fix performance problems with 
1:1 feedback, coaching or 
training

What do you talk about? Future: What’s next  - career 
development 

Present/future: What can be 
“if only…”

Present: what is required or 
expected

What do you hold them 
accountable for?

Results/outcomes Sustained contribution and 
self-improvement

Completing daily tasks and 
meeting expectation

What type of opportunities do 
you provide them?

Lead important or high 
visibility missions and projects-
Expose them to organizational 
leadership

Participate in important 
initiatives

Perform tasks and increase 
levels of autonomy 

What type of training do you 
provide?

Leadership development and 
training about your 
organization

Select leadership development 
and targeted training for 
personal development

Remedial training, 1:1 
feedback, coaching to review 
shortfalls and plan for 
improvement  

What type of feedback should 
you provide?

1:1 feedback that helps them 
extend their reach and impact

1:1 feedback that helps them 
hone their performance 

1:1 Feedback that evaluates 
their progress

What should you recognize 
and highlight?

Impact on your business and 
department success

Progress toward achieving 
higher levels of performance

Successful achievement of 
requirements



What level of performers do you have more of? 

Where do you need to improve  in managing performance? 

Discussion



Hold Effective One-on-One’s In the Hybrid Environment 



Tool:  Hold Effective One-on-One’s
in the Hybrid Environment 
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Tool Alert! 
This is a tool in your toolkit

1

Determine who you need to hold one-on-one’s with and how frequently you need to check-in

2

Determine how you will hold one-on-one’s

3

Use a quick check-in or the 1-10 check-in first to determine the need for a lengthier one-on-one 
meeting



Giving Feedback-The Aim Model



Tool: The AIM Model for Coaching
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Tool Alert! 
This is a tool in your toolkit

Provide acknowledgement and affirmation to reinforce positive behavior or effective performance 
Appreciation, gratitude, and thanks.

The purpose of Improvement feedback is to improve day-to-day work skills
and habits. It can be directed at enhancing job duties, attitudes, skills, habits,
talents, behaviors, and interactions.

This is feedback that is measurement or progress-oriented that is descriptive in nature and 
quantifiable by data. It is a good idea to use a “verbal progress bar” such as the 1-10 check-in to 
determine progress.  



Best Practices for One-on-One’s  
Editable Template 



Resource: Best Practices One-on-One Handout – A Hidden 
Opportunity to Promote Work-Life Satisfaction  
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Take a quick look at the template.
Notice that this is where you check 
in on work-life balance and 
satisfaction.
• Model the way by practicing 

work-life balance.

• Help each team member set 
clear work-life balance goals and 
boundaries to protect them.

• Let’s try some short case studies

Resource 
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One-on-One Meeting Template  
o How are things going (with family, after work hobbies, etc.) 
o How satisfied are you with work-life balance? 
o What are your top priorities this week? 
o What’s one recent win and one recent situation you wished you had handled 

differently? 

o Would you like more, or less direction from me?  

o Are there any skills you would like to acquire in the short-term? 

o How do you find working with the team?  

o Is there anything we can do to improve team culture? 

o Are our meetings a good use of your time?  How can we improve them? 

o Do I give you enough feedback? 

o I have additional feedback for you   

o What are your long-term professional goals?  

Action Items: 

 Items for Follow-Up:  Next Meeting   

  

  

  

  
 

 



Julie is a high performing contributor 

and team member who reports to you. 

• How does your one-on-one focus change 
because of this?

Some ideas:

• Expand her role 

• Future: What’s next  - career development 

• Lead important or high visibility missions and projects-
E.       Expose them to organizational leadership

• Help her ensure work-life balance to prevent burnout

1-Minute Case Study 
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One-on-One Meeting Template  
o How are things going (with family, after work hobbies, etc.) 
o How satisfied are you with work-life balance? 
o What are your top priorities this week? 
o What’s one recent win and one recent situation you wished you had handled 

differently? 

o Would you like more, or less direction from me?  

o Are there any skills you would like to acquire in the short-term? 

o How do you find working with the team?  

o Is there anything we can do to improve team culture? 

o Are our meetings a good use of your time?  How can we improve them? 

o Do I give you enough feedback? 

o I have additional feedback for you   

o What are your long-term professional goals?  

Action Items: 

 Items for Follow-Up:  Next Meeting   

  

  

  

  
 

 



Marc is a consistent but average 
contributor who reports to you. 

• How does your one-on-one focus change 
because of this?

1-Minute Case Study 
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One-on-One Meeting Template  
o How are things going (with family, after work hobbies, etc.) 
o How satisfied are you with work-life balance? 
o What are your top priorities this week? 
o What’s one recent win and one recent situation you wished you had handled 

differently? 

o Would you like more, or less direction from me?  

o Are there any skills you would like to acquire in the short-term? 

o How do you find working with the team?  

o Is there anything we can do to improve team culture? 

o Are our meetings a good use of your time?  How can we improve them? 

o Do I give you enough feedback? 

o I have additional feedback for you   

o What are your long-term professional goals?  

Action Items: 

 Items for Follow-Up:  Next Meeting   

  

  

  

  
 

 

Some ideas:

• Some consistent contributors do not seek advancement but 
are focused on providing a steady performance. These 
people may not appreciate being pushed and prefer that you 
affirm their need for work-life balance.

• Select leadership development and targeted training for 
personal development

• 1:1 feedback that helps them hone their performance 
• Progress toward achieving higher levels of performance



Cindy is under-performing as compared 
to others on the team, and she 
reports to you. 
• How does your one-on-one focus change because of this?

Some ideas: 
• Consider if this contributor may have special learning needs 

• Remedial training, 1:1 feedback, coaching to support effort, review shortfalls  
and plan for improvement  

• 1:1 feedback that evaluates their progress

• Go back to when you were last successful, how can we build off of that?

• Has anything changed in home or life?

1-Minute Case Study 
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One-on-One Meeting Template  
o How are things going (with family, after work hobbies, etc.) 
o How satisfied are you with work-life balance? 
o What are your top priorities this week? 
o What’s one recent win and one recent situation you wished you had handled 

differently? 

o Would you like more, or less direction from me?  

o Are there any skills you would like to acquire in the short-term? 

o How do you find working with the team?  

o Is there anything we can do to improve team culture? 

o Are our meetings a good use of your time?  How can we improve them? 

o Do I give you enough feedback? 

o I have additional feedback for you   

o What are your long-term professional goals?  

Action Items: 

 Items for Follow-Up:  Next Meeting   

  

  

  

  
 

 



Improve Performance with the Performance 
Improvement Checklist 

Editable Template 



The Editable Performance
Improvement Conversation Checklist  

© 2022. All rights reserved. Privileged & Confidential. Blake, Cassels & Graydon LLP  | 44

1. Ask to meet and name the issue.

2. Once at the meeting thank the person and restate the issue.  

3. Describe your perception of the non-productive actions or behaviors. 

4. Paint a visionary picture of that the project ideally requires. 

5. Use active listening to allow the other person to respond.  

6. Think together about options to move ahead. 

7. Agree on next steps. 

8. Set a time to check back in and review progress. 

Tool Alert! 
This is a tool in your toolkit

Do you have tips to offer here? 



Next steps: this week’s challenge
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Try one of the tools or concepts we 
introduced and tell us how it went next 
week!
Take the 4th survey and complete your 
action item on the last page of your 
Toolkit. 



Summary and Key Take-away’s 

Check out the new resources in 
your learning quest site. 
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Review the concept of fostering a 
Growth Mindset by affirming 
effort instead of just success.

Set the stage for the return to 
office by coaching people through 
the change process and giving 
them peer-to-peer contact.

Create strategies to enable high 
performers, consistent (average) 
performers, and underperformers to 
optimize their performance. 

Create the conditions for effective one-
on-ones and access the Aim Model and 
the Best Practices resources. Support 
work-life satisfaction. 

Upskill yourself on effective 
performance conversations for 
performance improvement.



Please Put your Favorite Take-Away in Chat. 
Thanks for Coming, See you Next Week!


