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Context to the nugget conversation

Darleen speaks about how leaders need to look at the way an organization works and the cadence to
ensure that people are not overloaded with responsibilities and information. She goes on to say that
it is less about technology but more about how it is used and applied in an organizational context.

Transcription
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Deepak Jayaraman (DJ): Picking up on one of the things you said Darlene about how we
communicate context or cues in a remote setting, what have you seen some of the interesting things
that leaders do to ensure that the communication is packaged with cues and context both in the way
it's sent and the way it’s read?

Darleen DeRosa (Darleen): Yeah, | think that people this is an area people are struggling with. | think,
in the very beginning of the pandemic, you know, people were really worried about their employees.
So, they are checking in, they are having these big townhalls, they are doing surveys, they are
gathering a lot of data and | think many organizations over-indexed on let’s have a lot of virtual
happy hours and too many meetings. And it was just like, let’s just give you, we are trying to be
communicative, but we went overboard and we are actually creating more stress and anxiety in the
system when people are already busy. So, that was one thing we saw early on. | think, now we have
seen a bigger shift that people have gotten used to the virtual setting and realized that your tone in
an email or a text might be misconstrued. So, | have seen many good examples of leaders being
more thoughtful, even things like, if your status on instant messaging is red meaning you are in a
meeting, don’t ping someone just because you have a sense of urgency and need to do that, send an
email or have a delayed send on your email. Be... re reading things. Don’t send an email if it might
have any significant news in it or anything that might lead to conflict or feedback in emails; | used to
see really bad examples of this where leaders would actually try to coach people through email and
you and | might say, well, that’s just ineffective, but | believe that a lot of the communications get
distorted with technology and have what we call a neutrality bias. So, if you think the intent of your
message is positive, it might be perceived as neutral. If you think it’s neutral it’s more likely to be
perceived as negative. And so, best-in-class leaders are very thoughtful with their communication,
are picking up the phone when it’s a more sensitive issue, having calls or video chats with people,
those types of things are really important to help detect cues.

DJ: Hmm, and | guess there are two choices, right? One is, is the communication synchronous or
asynchronous and second is, is it just text or is it layered with voice and visuals. So, | guess, leaders
have an opportunity to make the choice on both fronts to transmit cues.

Darleen: Absolutely and what we say is match your technology to the task. So, for things that are
complex like coaching, conflict management and even some types of brainstorming doing that on a...
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it’s a very synchronous tool like video conferencing is going to be the richest like face-to-face, right?
It’s the closest to face-to-face that we have right now for most of us. Using things like email just to
summarize your points and having a meeting where you need a dialogue and you need people to
actually make decisions and problem-solve don’t bring people together just to have a meeting. So, |
think again, what we saw early on and you may have seen Microsoft’s big article recently, they did a
huge analysis of technology over the last year, meetings have gone up, you know, hundreds of... and
the percentage increase in meetings is ridiculous. The use of instant messages is way up and what
they basically concluded is people aren’t using technology effectively and they are not necessarily
being thoughtful about their audience like you were saying earlier with the Uber example. So,
there’s so much information and digital overload and fatigue right now that leaders have to be much
more cognizant of when and how to interact using some of these technologies.

Reflections from Deepak Jayaraman

DJ: Just to quote the specific example from Uber, this was something | picked up from an email
exchange | had with Pradeep Parameswaran — Head of Asia Pacific for Uber. This is what his Email
signature read “We work flexibly at Uber. I’'m sending this message now because it suits me, but |
don’t expect that you will read, respond to or act on it outside of regular hours.”

It is such a simple but a powerful signature that gives the recipient agency and puts him or her at
ease. Apart from being mindful and thoughtful in our conversation, | was struck by how we could set
some of these defaults so that we create a productive workspace and minimize anxiety around us.

End of nugget transcription
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RELATED PLAYLISTS YOU MIGHT LIKE
Context based leadership: You can access the playlist here.

Communication: Communication and story-telling is at the essence of building culture in an
organization. Lessons from an ad-guru, mythologist, armed forces officer, motivational speaker and
more about how one could think about narrating compelling stories. You can access the playlist
here.

SIGN UP TO OUR COMMUNICATION

Podcast Newsletter: Join 1000s of leaders who benefit from the Podcast newsletter. Not more than
1-2 emails a month including keeping you posted on the new content that comes up at the podcast.
High on signal, low on noise. Sign up for the podcast newsletter here.

Nuggets on Whatsapp: We also have a Ll ANV EILE T Re I il I F-(e I N E N R LT M Ry i b))

where we share 2-3 nuggets a week from the Podcast archives to provoke reflection. If that is of
interest, please click here and send a message stating “INTERESTED”. Do also add this number to
your Phone Contacts so that we can broadcast our messages to you when we share a nugget.
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Darleen DeRosa - Nuggets

e 77.01 Darleen DeRosa - Relationships in a 2D world

e 77.02 Darleen DeRosa - Driving Accountability virtually
e 77.03 Darleen DeRosa - Communicating thoughtfully

e 77.04 Darleen DeRosa - Office of the future

e 77.05 Darleen DeRosa - Remote leadership with Boards
e 77.06 Darleen DeRosa - Remote apprenticeship

e 77.07 Darleen DeRosa - Transitioning remotely

e 77.08 Darleen DeRosa - Remote Leadership hiring

e 77.09 Darleen DeRosa - Managing your energy

About Deepak Jayaraman

Deepak seeks to unlock the human potential of senior executive’s / leadership teams by working
with them as an Executive Coach / Sounding Board / Transition Advisor. You can know more about
his work here.

Disclaimer and clarification of intent behind the transcripts

This written transcript of the conversation is being made available to make it easier for some people
to digest the content in the podcast. Several listeners felt that the written format would be helpful.
This may not make sense as an independent document. Very often spoken word does not
necessarily read well. Several of the guests have published books and the language in their books
might be quite different from the way they speak. We request the readers to appreciate that this
transcript is being offered as a service to derive greater value from the podcast content. We request
you not to apply journalistic standards to this document.

This document is a transcription obtained through a third party/voice recognition software. There is
no claim to accuracy on the content provided in this document, and occasional divergence from the
audio file are to be expected. As a transcription, this is not a legal document in itself, and should not
be considered binding to advice intelligence, but merely a convenience for reference.

The tags that are used to organize the nuggets in the podcast are evolving and work in progress. You
might find that there could be a discrepancy between the nuggets as referenced here and in the
actual podcast given this is a static document.

All rights reserved. No part of this document may be reproduced or transmitted in any form or by
any means, or stored in any retrieval system of any nature without prior written permission.
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