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1. Introduction
• Good news: We are in the age where remote work is made possible with 

the basic technological tools that are available to most people.

• Challenge: Organizations have multi-generational workforces – younger 
workers will have an easier time adapting.

• Opportunity: We can use this time effectively to be proactive and create 
measures to be ready if this happens again. Get ready for when this is 
over.

• Reality: The more we all do our part to reduce human contact, allow 
medical professionals and the scientific community a little time to do their 
work; the shorter this will last and we can start to recover.
• We live in the age of global connectivity. At this moment in history, 

we have the technology and capacity to be perfectly productive. At 
better yet, this technology is already in the hands of any working in 
an office. We all have smartphones, we all have laptops.

• I know this because you’re watching a webinar right now :)
• With a little bit of effort, peer-to-peer support, and basic short-term 

reorganization, our imposed remote work experiment can be used 
very efficiently.



2. Getting organized in the new normal
• For the past week, everyone has been in crisis mode. This all exploded 

and everything changed in the span of a week. That was to be 
expected.

• Next week, we need to start going into planning mode, and prepare 
for the coming months of remote work.

• In the short term, you will need to prepare a series of mini-strategic 
plans – 100 days at a time, until the fall. Organizational agility will 
become essential, because the short-term future is uncertain.

• There will be a lot of big moves, but you can take control over them 
by getting started with a few small steps.

• Here are 3 practical steps to adapting to the new normal:
• Step 1: Damage assessment (10-14 days)
• Step 2: Prepare employees for remote work (14-21 days in 

tandem with step 1)
• Step 3: 100-day strategic planning (10-14 days)



Step 1: Damage assessment
• The first step is to assess the current situation

• Priority for organizations: Get a clear picture of your cash 
position – be conservative!

• How is the change affecting us in the immediate (cash flow, 
remote work, loss of projects, clients, resources, or other)?

• What are the potential effects in the short-term, the worst 
case scenario (2-3 months)? No new revenue? loss of more 
clients/projects? supply chain problems?

• What are the potential effects in the medium term (4-12 
months)? What are all your options? Preparing contingency 
plans.

• Don’t worry about the long-term - prepare for the future. I 
believe if we all make an effort, life will normalize in 3-4 
months. So let’s stay home.
• If we are in isolation mode for over 12-months, there 

will be very few options available for most organizations 
and workers.

• So let’s stay positive, make some lemonade.



Step 2: Prepare employees to work remotely
• NOTE: This is adapted from our internal strategies to reflect the speed and 

imposition of the move towards remote work.

• Forget job titles: Mix different teams together
• Don’t worry about what your ‘role was’ for the next few months, find new 

ways to collaborate;
• For employees, it is important to stay relevant and be open to new ways to 

contribute (they may not be exciting, but it’s only for a few months).

• Create internal peer-to-peer training groups
• Mix more tech savvy employees with employees who need support, to 

provide coaching on using: collaboration tools, video-conferencing tools, or 
other online platforms which have now become essential in everyday work;

• Obviously focus on training on the tools you use internally;
• Encourage employees to learn autonomously using online resources (many 

free trainings are available online)

• Rethink time: The usual 9-5 model won’t work, become task oriented rather than 
time oriented (details in Section 3 – Time Management)



Step 3: Strategic planning

• Think in blocks of 100 days.

• The priority is to focus on any existing projects 
that are still active. Time to go above and beyond 
for existing clients or projects.
• Get your teams organized about delivering 

existing projects and include more team 
members to support and learn (even if it 
isn’t in their job description)

• Evaluate internal needs related to:
• Structure
• Employee training
• Innovation (new products or services)
• Strategic planning

Start thinking about your internal organizations ’to-do’ 
list of projects you never had time for:

• The first 30 days will be about damage 
assessment, managing current projects, and 
internal review of potential projects and 
budgets;

• 31-40 days: Start organizing your to-do list (more 
details in Section 4: Best practices for executives 
and management);

• 41-45 days: Assign tasks and deadlines;
• 46-85 days: Teams go to work on new task list;
• 85-90 days: Assess progress and team well-being;
• 90-100 days: Prepare plan for next 100 days and 

assign tasks to teams.



3. Time management
• Build a personal remote work routine and be consistent 

for 2-4 weeks - this will help create personal discipline. 
Create a calendar and post in somewhere visible (on a 
refrigerator, near your home work area).

• Make a remote work schedule for yourself. Decide at 
what time the work day starts (and be consistent), and at 
what time the work day ends (it is important to have a 
hard stop to determine when work time ends, and home 
time begins).

• Start thinking in terms of “objectives + deadlines”. 
Counting hours will be counterproductive during this 
time.
• I know many of you, especially in public 

organizations, require timesheets. Try to make a 
short-term exception to this rule and give everyone 
a block of hours.

• We still live under agrarian time rules…with sunlight – 3 
blocks of 8 hours. Electricity, internet, mobile devices, 
laptops allow us to think differently.

• Do not think in terms of 9-5 - there are 24 hours in a day, 
7 days in a week. Use them appropriately.



4. Best practices for executives and management

• All organizations are in the process of adapting rapidly and assess the impact of the current situation. As 
the leaders of your organization, we need to guide our communities out of the storm.

• We need you to create work, people need to work, each organization has things that should be getting 
done.

• Your employees, clients and stakeholders will be looking to you for guidance and support. This will create 
a lot of stress and pressure as people look to you for answers:
• Keep calm, and take time to think and assess all options. Do not just act on instinct, take a step back 

to see the big picture;
• Manage your mental health (see section 5.4), you need to stay positive for yourself and for others;
• Get a clear picture of your financial situation (best case/worst case scenarios);
• You will need to make a lot of difficult decisions in the coming week. Be decisive;
• Keep in mind that you need to make big, SHORT-TERM changes. Think 100 days at a time until the 

situation improves.

• It’s time to be proactive and undertake some internal projects: structure, strategic planning, internal 
operational costs analysis (aka: find ways to save money), innovation on new products or services, etc...

• There are many things that are out of your control, focus on the things you can control.



4.1 Structuring 
your teams

• Take a week to assess your current HR situation, existing projects, and potential 
internal projects.

• Review your HR situation in terms of number of people in your organization and 
structure teams efficiently - forget job titles for a few months, mix the teams up as 
needed:
• Teams of 1-10 people: Everyone works as a single collective - one person 

leads the group;
• Teams of 11-30 people: Split into smaller subgroups/action teams but 

maintain centralized leadership through 2-3 core leaders who guide the 
subgroups
• Subgroups should be between 5-7 people and have an assigned 

leadership structure (leader of the subgroup, reports to core leadership -
simplify communications from subgroups to core leaders);

• Teams of 31+ people: You will need 3 levels of groups to quickly organize:
• Core leadership: Small group making decisions short-term focus and 

priorities (board, executive committee);
• Subgroup managers: A committee of organizational directors, each one 

will be responsible for overseeing and leading 2-3 subgroups - report to 
the core;

• Subgroups/action teams: Groups of 5-30 people (depending on the size 
of your organization). Assign a team leader responsible for direct 
oversight and communications to managers.



4.2 Communicating with your teams
• Clear, transparent and consistent communications will be essential.

• Avoid large group conference calls to provide general updates:
• A clear, well-worded e-mail will be more effective and reduce 

confusion;
• Consider using video to send short (3-5 minute) daily updates to your 

team. Cell phone quality videos are perfect, don’t overthink it.

• Create a simple communication flow to avoid confusion and reduce email 
overload:
• Leadership core controls the macro vision and the messaging and 

presents it directly to all employees via email or pre-recorded video 
message;

• Subgroup managers (if applicable, otherwise subgroup leaders) are in 
direct contact with the core to define projects and priorities. They 
submit directives to the subgroups/action teams;

• Subgroups/action teams assign one person responsible for organizing 
communications and reporting to their assigned subgroup manager or 
the core.

• Be as open and transparent as possible.



4.3 Build an internal support system
• Some employees will be able to adapt to the current 

situation better than others, a simple internal support 
system will make a huge difference in rapidly preparing your 
organization for the rapid shift remote work.

• Peer-to-peer training. Assign your more tech savvy 
employees to train less tech savvy employees on how to 
use virtual collaboration platforms (Teams, GDrive, Slack, 
video-conferencing tools - the basics) or other trainings to 
help them better operate within their subgroups/action 
teams;

• Create a human support committee (ask for volunteers). A 
small group of people who will be available to listen to 
employees who are stressed or having a hard time adapting 
to remote work;

• Allow subgroups to work collaboratively and encourage 
people to ask for help from their peers. Reinforce a sense of 
community and support.



4.4 Review 
weekly, adapt 

quickly

• In the coming weeks and months, the short-term future is 
uncertain. Agility will be key.

• Consider setting up an internal weekly priorities list (in an excel 
document in a collaboration platform (ex: Teams, GDrive or 
Dropbox) with action items and assignments. Updated every week.

• Subgroups should submit short (1-page maximum) weekly updates 
to leadership teams to centralize organizational reporting and 
progress.

• Develop a clear vision for the 100 day strategy, but be ready to make 
small adjustments as needed based on internal or external factors 
that arise;

• Understand that it will take 2-4 weeks for teams to adjust properly 
to remote work. Be ready to accept a few bumps and irritations in 
the beginning, focus on constantly finding ways to improve.

• Communicate all significant changes as soon as possible (email or 
video).



4.5 See the opportunity
• The current situation has been imposed on us all, and 

yes it is hard. However, remember this disruption will 
be short-term if we all make an effort and we can 
implement measures to be ready for the future.

• Remote work is quickly becoming a standard, 
regardless of the global health crisis, use this time to 
start preparing your organization to operate in a 
decentralized and agile way;

• Most organizations never have enough time to focus on 
internal operations, structure, innovation or strategic 
planning - see this as an opportunity to get ahead, 
rather than fall behind;

• Test your organization’s resilience. What lessons can we 
learn? Take time to reflect;

• Plan for the future. Take some time to consider how to 
prepare so we never get caught off-guard again.



5. Best practices for workers

• Some people enjoy working from home, but this is different. We are 
being forced to work from home. There are side effects you will start 
feeling:
• Onboarding issues, having trouble getting into the rhythm of 

remote work;
• Loss of motivation / having problems concentrating;
• Stress and/or anxiety regarding the current situation and 

uncertainty about the future;
• Increased levels of frustration with coworkers and managers.

• Here are some tips for adapting to your work/home balance…



5.1 Getting into the rhythm of remote work

• A morning routine is crucial – the rest of the day is flexible
• For at least for first 2-4 weeks - this is a standard adjustment period for most people;
• Keep your regular wake up time (as if you were going to the office);
• Have an official start time for your workday;
• Keep your morning routine, act as if you’re going to an office: shower, brush your teeth, 

personal grooming;
• Get dressed – do not spend your day in pyjamas, look the part (business casual).

• Exercise a little each day
• Replace your morning commute, with an at home exercise routine. You can find 

hundreds of them for free online.
• If you have a family or live with other people: Make it clear that the workday has started and 

communicate when the workday ends.



5.2 Define your work area
• Define an area of your home that is committed for work

• For the first 2-4 weeks, consistently use the same space;
• For those with families, it will be clear that when you are in your workspace, 

you are ‘on the job’;
• Add a little touch that reminds you of your office desk (a picture, souvenir, 

stress ball, whatever);
• Clear your workspace at the end of your designated workday – make a 

distinction between work time and home time.
• Set specific times for responding to emails in AM and PM

• Be careful not to over focus on your inbox or internal discussion channel;
• There will be fewer rush instances, allow yourself to concentrate



5.3 Communicating 
with colleagues
• Prepare a written agenda for group conference calls to 

discuss projects or initiatives, it will help organize the 
flow of the discussion.

• Avoid large group conference calls, limit the number of 
people to 10 maximum.

• Take the time to write detailed emails when 
collaborating. A few extra words will help reduce 
misunderstandings;

• Get in the habit of calling people when you do not 
understand something. A 5-minute call is more 
effective than a long email chain.

• Try to organize videoconference lunches or coffee 
breaks with work friends. To stay connected informally, 
and vent about frustrations.



5.4 Manage your mental health
• Remember, this is not pure remote work, this is imposed remote work due to the current situation. 

For some the beginning will be manageable, but after a week or so, you will start to feel the effects 
on your mental health. Here are a few tips:

• Work in blocks of 2 consecutive hours and then take a 30-minute break to do something non-
work related (go for a short walk outside, play with kids, call a friend, or have a personal hobby 
for break times);

• Don’t forget to exercise;
• Cook your lunch and take a full hour lunch break;
• Have a project (different from a hobby): learn a new language, take an online course, learn to 

cook, learn to code, or other);
• Avoid watching movies or shows during break times (that’s an afterwork activity);
• Reduce or avoid alcohol or cannabis consumption during the work week.



6. Tips for families

• For parents or those caring for a loved one, working 
from home will be especially challenging as you try 
to balance these two worlds.
• We recommend different actions for parents with 

younger children (3-12) or with teenagers (13-17).
• For parents with children under the age of 3, it will 

be especially hard as your children will have trouble 
understanding that you need time for work. Try to 
find someone to help with childcare (grandparent, a 
friend, neighbor, offer a gig to someone who lost 
their job). Ask for help.



6.1 For younger children

• For children from 3 and up, here are some ideas:
• Create a learning schedule for them as if they were in school. Provide daily 

learning themes. There are countless online resources available to virtually 
visit museums, learning games, documentaries, etc…;
• Share your schedule with them so they know when you are working and when 

you will be taking breaks and eat lunch together;
• Use at least one of your daily work breaks as a play date;
• Contact parents from your children’s school and organize alternating care days 

where you each take turns hosting (limit to 3-4 children);
• Make sure they get a little fresh air each day, a little walk goes a long way.



6.2 For teenagers

• Provide weekly learning objectives (or have them establish their own learning 
objectives). Have them make a report on a few subjects per week and present 
it to the family;
• Explain to them the work you’re doing and share your work schedule;
• Implement a non-verbal cue for when you need to concentrate or when you’re 

on a call. A sign, object or closed door to a room which signifies “Please do not 
disturb”;
• Give them chores – help around the house, cook a meal, help you with work 

(include them)
• Encourage them to learn something new through an online course: coding, 

graphic design, videography, a new language, etc



7. Communicating and interacting

• There are little things at the office that we 
take for granted.
• The ability to walk over to a colleague's 

desk to ask a question;
• In-person meetings;
• Being around people who understand 

our work dynamic;
• Work friends;
• Proximity to collaborators.

• You need to adjust quickly to a new 
dynamic for communications and 
interactions.



7.1 Communications

• Assign a small group to send written updates to the entire team on a weekly basis (internal newsletter) 
which would include:
• Changes that have happened in the past week or changing priorities;
• Progress reports from various projects;
• Any positive news that you can share, highlight positive actions taken by team members;
• Remote work tip of the week;
• This is a time to be very transparent – knowledge breeds confidence, silence breeds fear
• Create a mechanism for team members to submit updates for reporting;
• Other…keep people regularly informed and connected to the organization.

• Avoid large group calls. They are a waste of time and can cause more confusion.

• Prepare an agenda for all group calls and assign a call moderator.

• Encourage short phone calls between colleagues to clarify ideas of exchange ideas.

• Take the time to send well structured e-mails.



7.2 Interactions

• Call your work friends every few days just to chat.

• Create virtual team lunches or coffee breaks.
• Share personal tips for managing work from 

home.

• Prioritize video calls when possible.

• Create a channel to exchange interesting or funny 
articles and videos (ex: a private Facebook group, 
Slack or Teams channel, other).

• Set a personal stop time to stop responding to 
emails or messages (share that stop time with 
your colleagues).



8. Staying connected 
with clients and 

partners

• In our current situation, we can’t even meet with clients or 
project partners. It will be important to better structure 
your communications in remote client relations:
• Take the time to review the current or new mandate 

and clarify timelines and deliverables;
• Schedule at least one phone call per week (even if just 

for 10-minutes) to check-in;
• Send written weekly reports to keep them updated, 

information will give them confidence that work is 
getting done - remember they have other problems to 
deal with;

• Be flexible with the mandate, there are changes 
happening everyday. Support them in any way 
possible to ensure they continue to appreciate your 
value;

• Maintain relationships: ask how they are doing? 
About their families? Be a friend;

• Propose ideas of additional ways you can work 
together. Are there other opportunities available?



9. Evolving your remote work model

• After 4-weeks of remote work, you will start to get into the 
rhythm of your new normal;

• Take some time to reflect on the past month: what went well? 
where can you improve?

• Be a little more flexible with your routine, but remain 
structured;

• Find your own dynamic, start to experiment different ways to 
collaborate with the team. Remember every organization is 
different, find your remote work culture model;

• Keep up internal communications, this will always be 
important;

• Start thinking of a remote work policy for your team for when 
this is over – be prepared if ever…



Question period



Stay safe! 
Noah Redler
Email: noah@archeinnovation.ca


