
Work Planning Conversation Guide for Managers

A tool to help managers evaluate possible work arrangements for each employee on their team, and to prepare for an update to senior leadership regarding proposed work arrangements. It is recommended that all team members review MIT’s Flexible Work Arrangements policy (EPM 3.1).

Note: Managers may not ask team members if they have been vaccinated. 

Goals of Work Planning Conversations
MIT recommends that managers conduct conversations with their teams and individual conversations with each team member. See below for the goals of each conversation.

Team Conversation | Recommended duration: 1 hour
Team Conversations help managers create a space for team members to share their perspectives and thoughts on future work arrangements. Managers should use this meeting time to listen with empathy and gain insight on the team’s level of comfort, productivity, and preferences across different work models.

Individual Team Member Conversation(s) | Recommended duration: 30 minutes
Individual Team Member Conversations are an opportunity for managers to hear the work preferences of their individual team members. Managers should use this time to gain a better understanding of the ways in which each team member believes that they can be most effective at performing the duties of their job in accordance with the mission of MIT. Managers should listen with empathy. 
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Preparing for each conversation
[bookmark: _Hlk71802816]The following steps will help managers prepare for team and individual conversations:

· Review the Toolkit for Managers (specifically the Work Decisions and Design section)
· Review the work decision scenarios below
· Complete the Work Planning Exercise for Managers
· Review below: Guiding Questions and How to Facilitate Team and Individual Team Member Conversations
· Conduct the Team and Individual Team Member Conversations
· More assistance using the toolkit may be requested on the HR website. 

Note: Prior to conducting individual team member conversations, managers should review the Team Member Work Plan Template.



Work decision scenarios  
These scenarios will help managers to envision how the future of work may affect the way in which their teams work. It is important for managers to come to both the Team Conversation and Individual Team Member Conversation with a perspective on the ways in which different models may affect their team’s mission. These scenarios will also help managers factor in how a team member’s individual preferences/needs may align or conflict with team needs. You can modify these scenarios to align more closely with your team’s work.

Scenario one: Your monthly unit meetings (department faculty, headquarters staff meeting) are fully virtual for participants. 
· Will you or any of your team members be working on campus on those days? If so, for what purpose, when, and for how long?

Scenario two: Admissions of your unit’s next graduate student class is planned to feel “back to normal” in March 2022 with in-person talks, campus tours, and social events. Your recruiting weekend of Thursday-Saturday is the same as that of five other departments this year. 
· To pull this off well and achieve your target recruiting yield, who comes to campus to prepare for the event over the preceding two months of January and February 2022? Who comes in over that specific recruiting weekend?

Scenario three: You are leading the preparation of a major, multi-participant proposal for a new research project or a new MIT subject listing. You present to the deciders on your proposal in December 2021.
· From now until November 2021, where do you need to do your heads-down work on this proposal? On-site or remotely? 
· What would you want to change in this scenario if the administrative/support team members that are helping to complete your proposal deadline work off-site most weekdays?

Scenario four: Your team interacts regularly online and wants to meet up biweekly as a group of 12 people. However, they only want to meet if there is something important to discuss or problem solve each time. Ten of you come to campus on Tuesdays and Thursdays because of the flexible work practices of your team.	
· How do you figure out when to meet, where to meet, and how to cancel meetings at that specific location? Whether on-site or off-site, in-person or virtual – it is up to you. Aim for a specific scheme to feel out the easy and difficult parts of this scenario.

Guiding Questions for Team Conversation
Managers should use the questions below to help guide the team discussion.
· What are your hopes and concerns for the year ahead?
· What has worked well for us in the past year that we want to continue?
· What are some issues that we want to address moving forward if we continue as a hybrid team?
· How can we make sure our schedules don't adversely affect each other?
· How can we continue to collaborate and partner?




Guiding Questions for Individual Team Member Conversations 
Managers should use the questions below to help guide the team member discussions. 
· What are your hopes and concerns for the year ahead?
· What has worked well for you in the past year?
· What are some challenges that you faced in the past year?
· Which work model would support you in being able to fulfill your duties most effectively (on-site, hybrid, remote)?

How to Facilitate Team and Individual Team Member Conversations
Below are a few helpful tips that all managers should consider as they facilitate both team and individual team member discussions. 
· Level set expectations: assure team that you are looking to gather feedback, perspectives, and insights on how to ensure the team can be operating at its most optimal state.

· Share the agenda: these conversations may cause anxiety and worry for some team members; share the agenda ahead of time so that team members come prepared to participate and share their feedback.

· Practice empathy: these conversations may prompt team members to share personal experiences that may be extremely personal to their life. It is important that, as a manager, you display an empathetic posture to establish trust among all team members.

· Listening vs. Debating: these conversations are meant to serve as a true dialogue between your team members and yourself. Ensure that you are allowing team members to finish their full thoughts before responding.

· Share your experiences: practice leadership by being willing to share your thoughts and experiences. Be mindful of when you share your experiences and thoughts in order to ensure that team members are able to share their full perspective without feeling pressured to say what they think you want to hear.

· Communicate clear next steps: ensure that your team members understand the clear next steps for the work planning and decision-making process.

· Establish team rules of engagement: once you and your team have aligned on a work model and arrangement, set expectations for how you will work together. This can include your team’s recurring communications/meetings, norms (e.g., hours), individual roles, and responsibilities.
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