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We are moving back into a more stricter lockdown in a lot of countries as a 
surge of COVID cases emerges, so this Cuttings summarises two articles 
from HRZone which highlight the need to review management and HR 
policies as a ’new normal’ of more flexible and hybrid working practices 
emerge. My own experience of introducing flexible working practices in 
Scotland in the early ‘noughties’ supports the issue raised in these articles 
about the lack of trust demonstrated in HR policies and supervisory 
practices that undermine these efforts. We need to address management 
attitudes and skills training if we are going to get the best out of the current 
and emerging working environment. 
 
The other article also focuses on one of the skills needed by managers - 
coaching - and comments on some research work reported in HBR. 
Managers think they are coaching when they are just telling people what to 
do (albeit nicely!), but they can massively increase their effectiveness with 
just some short training interventions. 
 
No Public Courses this year - a casualty of COVID restrictions and the 
volatility of the oil and gas world means that my annual trip to SE Asia has 
been cancelled, and is unlikely to re-emerge in the future. 
 
If you would like a downloadable pdf of this edition. it is published on my 
website, along with copies of all past editions, click here. 
 
Enjoy, and stay healthy and safe... 
 
Geof Cox 
  

In this edition 
 
How to get the best from hybrid 
teams with many more teams operating 
remotely or semi-remotely, some 
thoughts on good practice. 
 
Most managers don’t know how to 
coach… but they can learn managers 
think they are coaching when they are 
merely telling. Some training priorities 
and tips from HRZone 
 
HR for a new personalised age HR and 
management policies and practices need 
to change in order to reflect the total 
flexibility required in the ’new normal’ 
and the need to measure though 
outputs and outcomes not inputs. 
 
Plus, a collection of Snippets to further 
provoke your thinking and reflection and 
details of Book Sales from our online 
shop  

How to Get the Best from Hybrid 
Teams 

 
Many organisations are looking to use a hybrid model of working in the near 
future, where where some employees work in the office and others work 
from home. A recent global study by Adecco found that 77% of executives 
think their business will need increased flexibility around office and remote 
working. And the feeling from employees is that nearly 50% want to be able 
to spend at least part of their week working remotely, and 75% of them 
wanting to have flexibility over their working schedule. 
 
Flexible working and hybrid teams (some working in the office and some 
working remotely) are not a new phenomenon but they may become the 
new normal for office working post Covid-19.     

Snippets 
A collection of thought provokers and 
quotations…  
 
“The real opportunity for success lies 
within the person and not in the job.” 

Zig Ziglar 
 

“Fight for the things that you care about, 
but do it in a way that will lead others to 
join you”  

Ruth Bader Ginsburg 
  



 
Benefits to organisations include increased productivity, motivation and 
retention of employees, and to not provide this extra flexibility may risk 
difficulties in recruitment.   As we know from previous studies, increased 
flexibility does not come without challenges, which include a ‘them and us’ 
culture which in turn leads to a reduced motivation to work as a team, 
misunderstandings, withholding of information and lack of trust.  So, 
ensuring success for a hybrid organisation means moving away from old 
structures, processes and methods of communication and being prepared to 
discover a new way of working - some things to consider: 
 

• Invest time to really understand your employee’s preferences with 
regards to their  own remote working environment, what their 
challenges have been and what positives they experienced that can 
be built on. 

• Remember that there are no rules - we have already seen that the 
impossible is possible, so do not be constrained by rigid mindsets or 
previous rules. 

• Strong teams feel a sense of identity, working towards a common 
goal, and this is  even more important in a hybrid environment. The 
shared goal needs to be understood and individuals need to see how 
their and others’ work is valued and contributes to that goal. 

• Keep working on redesign of your organisation, even daily, to 
continue to improve and create momentum. Trial different 
approaches and processes, learn what works and what doesn’t by 
implementing quickly. Don’t spend weeks or months perfecting an 
intervention – remember, there is no right answer. 

• Adopt the same working principles for everyone whether they are 
working from home or the office to reduce the likelihood of a ‘them 
and us’ culture creeping in.       

• Performance needs to be measured on results and output and not 
on where or how the work is done. You therefore need to have work 
and development plans for everyone, with specific and measurable 
goals for them to deliver, which adds up into the overall team and 
then company goals 

• When you hold meetings, make sure everyone has a shared 
experience by all using the same remote platform, even if some are 
in the same office environment (side discussions in the office are not 
shared with remote workers, so they feel left out). 

• Encourage informal interactions - chats, virtual lunch and coffee/tea 
breaks. It takes more effort to build trust with and between remote 
workers, and it is through these informal channels that this happens. 

• It’s important to take time out to celebrate achievements, and at a 
time of intense change, this means planning for quick wins to 
celebrate, not just waiting for the bigger successes.  

 
Hybrid teams could offer a solution for businesses looking to reap the 
benefits that flexible and remote working bring in terms of employee 
experience and retaining top talent in the foreseeable future. To 
ensure success, all members of the team need to feel included and that 
communication between office and home based staff flows effectively in 
order to avoid a ’them and us’ feeling. 

“If something is important enough, even 
if the odds are against you, you should 
still do it.” 

Elon Musk 
 

"The privilege of a lifetime is to become 
who you truly are." 

C. G. Jung 
 

 “The best way to find yourself is to lose 
yourself in the service of others.” 

Mohandas K. Gandhi 
 

 “Develop enough courage that you can 
stand up for yourself and then stand up 
for somebody else”  

Maya Angelou 
 

“Opportunity is missed by most people 
because it is dressed in overalls and 
looks like work.” 

Thomas Edison 
 
“Diligence is the mother of good luck.” 

Benjamin Franklin 
 
“It’s what every rational firm does – 
when something goes well, you do more 
of it, which is great until that thing no 
longer goes well. Sunk costs – and their 
associated fallacy – then mean you 
double down on trying to make it work, 
rather than exiting while you have the 
chance in order to focus on growth 
areas.”   

Adam Gale 
 

“However difficult life might seem, there 
is always something you can do and 
succeed at”  

Stephen Hawking 
 

"I never think of the future. It comes 
soon enough.” 

 Albert Einstein 
 

"It is my belief that it is of the very 
essence of every problem that it 
contains and suggests its own solution. 
This I believe to be natural law.” 

 Louis H. Sullivan	
	



 
  
USEFUL LINKS  
Click here to read the complete article by Lorna Watkinson in HRZone 
 
New Directions offer consultancy and training on remote working and 
leadership.  For more information Click here   

"If you think a professional is expensive, 
try hiring an amateur.” 

‘Red’ Adair 
 

"Discovery consists of seeing what 
everybody has seen and thinking what 
nobody has thought.” 

 Albert von Szent-Györgyi 

Most Managers Don’t Know How to Coach 
…But They Can Learn. 
 
Research carried out by for a recent HBR article that showed that most 
managers don’t understand what coaching really is. So when managers say 
that they are good at coaching, many think that coaching is just telling their 
employees what to do (albeit nicely). In fact, coaching is helping employees 
to learn not just teaching them. The good news from the research is that 
managers can improve their coaching skills in a short amount of time (15 
hours), but they do have to invest in learning how to coach in the first 
place.  
 
The first observation of the research was that, when initially asked to 
coach, many managers instead demonstrated a form of consulting. 
Essentially, they simply provided the other person with advice or a 
solution. This kind of micromanaging-as-coaching is often reinforced as 
good coaching practice by peers who recognise their own approach and 
assume that this is the right way to do it. 
 
When conducting training for the managers in coaching skills – the skills 
participants struggled with the most were “recognising and pointing out 
strengths” and “letting the coachee arrive at their own solution.” Clearly, 
these are not natural behaviours for many managers who have been used 
to giving advice and solutions, so these areas need to be highlighted and 
practiced so that managers can become more effective as 
coaches. That said, the research so far carried out demonstrates that even a 
short training programme from coaching experts can produce good 
improvements - multiple assessments of participants by experts before and 
after the training course resulted in a 40.2% increase in overall coaching 
ability ratings across nine skills categories, on average.  
 
So training in coaching skills can improve the coaching effectiveness of 
managers. What should this entail? First, there needs to be a clear 
definition of what it is and how it differs from other types of manager 
behaviour. This shift in mindset lays a foundation for training and gives 
managers a clear set of expectations. 
 
The next step is to let managers practice coaching in a safe environment 
before letting them work with their teams, and even a short course 
targeted at the right skills can markedly improve managers’ coaching skills. 
 
The research study also supports the idea of receiving feedback from 
coaching experts in order to improve. The risk of letting only non-experts 

HR for a new 
personalised age 

As a ‘new-normal’ emerges, HR 
professionals need to think about what 
this means in terms of the personalis-
ation of work.  

One size does not fit all, it never did. 
But until now we’ve tolerated a small 
range of working options like job share, 
part-time, office or home-based 
working, because that’s what was 
available. The idea of true flexibility has 
been perceived as too difficult. But, 
given that we now look at a future 
where we need much more flexible 
working, and we have provided this to a 
large number of people in order 
to manage the crisis, the genie is out of 
the bottle, and it’s time that we look 
more widely at our practices.  

We need more of a ‘Martini’ culture – 
anytime, anyplace, anywhere. Forget 
about making arrangements with 
individual members of staff for child 
care or for sick and ageing relative 
care. What we need is a truly agile 
approach where staff make their own 
decisions about where and when to 
work. 

Staff want this, organisations can see 
the benefits, so why is it difficult?  The 
resistance comes from managers' lack of 
trust and out of date HR practices. How 
will we know what they are doing? How 
will we know if they are working hard 
enough? The truth is, without trust we 
have a nightmare of tracking and update 
meetings, spot-checks and reporting… 
endless meetings about what people are 
supposed to be doing and not enough 
time to actually do it.  

The only answer is to trust people. We 
have to move away from supervising 



help might reinforce and normalise ineffective behaviours throughout an 
organisation. Specifically, coaching experts could give feedback on how well 
the coaching skills were applied and if any coaching opportunities have 
been missed.  
 
Coaching is a skill that needs to be learned and honed over time. 
Fortunately, even a small amount of training can help. And a lack of training 
not only leaves managers unprepared, but may also result in a policy of 
managers’ reinforcing each others’ poor coaching practices 
 
USEFUL LINKS 
Click here to read the full article from Julia and Trenton Milner in HBR 
 
New Directions offers consultancy and workshops on coaching. For more 
information Click here  
  

people and their activities towards 
removing the obstacles that prevent 
people doing their best work. We will 
have to implement outcome-based 
reviews. Measure people on results not 
how many hours they do.  Managers 
need new skills to coach, to be much 
clearer about what success looks like 
and measure through outcomes.  

A personalised future requires 
rewiring of our HR brains. Unpick 300 
years of Industrial Age thinking about 
what work looks like.  
 
USEFUL LINKS 
Click here to read the full article from 
HRZone	

 

Book sales - NEW low prices! 
 

                                            
Getting Results Without                            Ready-Aim-Fire Problem  

Authority                                                            Solving 
 

                  £8.00                                                     £5.00                 
Bundle both titles for £12.00 

Price includes p&p in the UK, for deliveries outside the UK add £1.00.  
 

Click here to go to the secure Online Shop. 

Cuttings 
Cuttings is a bi-monthly collection of 
ideas and comments published 
elsewhere which have attracted my 
attention over the past couple of 
months. It is designed for readers who 
are interested in individual, organisation 
and management development and is 
free.  
 
It has been published continuously for 
more than 20 years by New Directions, an 
international network of consultants and 
trainers who work together to learn, 
research, design and provide consulting 
and training in individual, management, 
and organisation development.  
 
USEFUL LINKS 
Past issues of Cuttings 
New Directions website 
Getting Results Without Authority 
 
Contact details 
Phone: +44 (0)7753 626284 
Skype: GeofCox.NewDirections 
Email: geofcox@newdirections.uk.com 
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