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ABSTRACT

Why is it so difficult to get things done in business today, despite apparently unending meetings and emails, you may have
wondered. Why does it take so long to make decisions—and even then, they aren't always the best ones to make? We aren't the
first person to believe that there must be a better way. Many organisations have found success in addressing these issues by
reorganising their organisational boxes and lines: who does what and who reports to whom. We have found that this practice has
a tendency to become almost obsessively focused on vertical command linkages, and that it seldom addresses the underlying issue
that, in our opinion, is poor design and execution of collaborative interactions.To aid in our attempts to connect across our
enterprises, we're awash in real-time virtual interaction technology, which ranges from Zoom to Webex to Teams, as well as
group texting apps such as WeChat and WhatsApp, and everything in between. There appears to be no justification for failing to
collaborate. What exactly is the problem? It is less difficult to interact. Collaboration is more prevalent than ever, yet meaningful,
effective, and value-creating collaboration is still lacking. Furthermore, when involvement is taking place, the quality of that
engagement is diminishing. Every minute spent on a low-value encounter depletes vital resources that could be spent on more
significant, innovative, and powerful endeavours.
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Collaborative setting

It's no surprise that a recent McKinsey poll indicated that 80 percent of CEOs were exploring or had already implemented changes
in meeting structure and cadence as a result of the evolution in how people work as a result of the COVID-19 epidemic, according
to the results.

The truth is that the majority of CEOs report that they regularly find themselves spending much too much time on unnecessary
conversations that sap their energy and cause them to get overwhelmed with information.

Three crucial encounters in a collaborative setting

It has been discovered that classifying collaborative contacts by kind and making a few adjustments as a result can result in
significant improvements in a short period of time. There are three major kinds of collaborative relationships that has been
noticed.

a) Involvement in decision-making processes, including complicated or ambiguous judgments (for example, investment
decisions) and cross-cutting routine decisions (such as quarterly business reviews)

b) Solutions and coordination that are innovative (for example, producing new items) as well as ordinary (for example, meeting
regularly) (such as daily check-ins)

¢) Sharing of information, including one-way communication (such as video) and two-way communication (such as text
messaging) (such as town halls with Q&AS)

How to improve collaborative setting?

Below, is the outline of the major shifts that must occur in order to enhance each category of collaborative engagement, as well as
the tools that may be used to identify and address problems as they occur.

Making decisions: Determining who has the authority to make decisions.

What exactly does it mean to be "in charge" of a choice if you're not given the opportunity to make one? What happens if you're
told you're “Responsible™? Whether or whether you cast the deciding vote rests on the person responsible. How do you deal with
folks who need to be "consulted"? When they are assured that their opinion would be taken into consideration in the final
response, may they exercise their right to reject a choice if they believe their contribution was not properly considered?
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Quality debates actions
Bocialan Cross-cutting Web Make routine decisions | Standard set of Routine decisions
Making routine decision | interaction routine decisions
Well-defined
protocol for
approvals
Most time spent on
exceptions or
escalations
Innovative Physical Identify innovative Innovative problem Potential innovative
Eeaifive session collaboration solutions solving Solutions to solutions preparation
sellufiets e be brought into a for a decision meeting
. decision meeting
Routine Web Coordinate actions Get | Round-robin Usually Considerations and
working session | collaboration input Crowdsource short next steps
ideas
One way Broadcast Share information No interactions Awareness of new
required Other information
effective
mechanisms; eg,
Information memo, email,
sharing podcast, vlog
Two-way Physical Share information and | Interactions Awareness of the new
interaction answer questions (eg, Q&A) required mfrc])rn’rmﬁtlorr]];nd
to be successful concerns a
questions addressed

The majority of CEOs report that they regularly find themselves wasting a disproportionate amount of time on meaningless
conversations.

It's no surprise that one of the most important criteria in making quick, high-quality judgments is to be clear about who is
responsible for making them. Consider the case of a renewable-energy firm that has seen great success. The firm adopted a 30-day
accountability and transparency policy to encourage accountability and openness.

The challenge of putting this into action When it comes to making sure everyone is "happy" with a choice, especially our bosses
and important stakeholders, it is frequently counter-intuitive to our risk-averse nature. Executing and maintaining this
transformation will need tremendous bravery and leadership.

Solutions that are innovative and well-coordinated: Innovation that is unrestricted

Routine working sessions are quite simple to organise and conduct. Finding new and creative methods to discover and drive
toward answers is something that many businesses deal with. Is it more common for you to direct your employees' actions rather
than empowering them to develop creative solutions? While bureaucracy and micromanagement may temporarily alleviate the
pressing desire to "get stuff done,” they are a formula for catastrophe in the long run. Because of this, organisations are less
responsive to the market and consumers, their leaders are less focused on strategic goals, and employee engagement suffers as a
result. Key success factors, according to our research.

The challenge of putting this into action When it comes to making sure everyone is "happy" with a choice, especially our bosses
and important stakeholders, it is frequently counter-intuitive to our risk-averse nature. Executing and maintaining this
transformation will need tremendous bravery and leadership.
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Because of this, organisations are less responsive to the market and consumers, their leaders are less focused on strategic goals,
and employee engagement suffers as a result. Our research recommends that managers should have a five-minute "role card" talk
with their direct subordinates in order to maximise their chances of success. Within the context of this discussion, managers
expressly set out the decision rights and accountability measures for every direct report. As a result, what happened?
Organizational role clarity made navigation simpler for workers, accelerated decision-making, and resulted in decisions that were
far more customer-focused.

To effect this transformation, it is critical that everyone understands who has a voice but no vote or veto power and who does not.
Our study suggests that, while it is generally beneficial to include more individuals in decision making, not all of them should be
decision makers—in many circumstances, just one individual should be the decision maker (see the sidebar "How to define
decision rights" for more information). Don't take anything for granted.

The ability to empower people as well as spending more time on high-quality coaching contacts are important aspects in winning
firms.

Take, for example, Haier. Organizing itself in an open ecosystem of users, inventors, and partners (see sidebar "How
microenterprises empower employees to drive innovative solutions” for more information), the Chinese appliance manufacturer
divided itself into more than 4,000 microenterprises with ten to fifteen employees each. As a result of this transformation,
employees were transformed into entrepreneurial spirits who were held directly accountable for their customers' satisfaction.
Haier's microenterprises are allowed to create and expand without much guidance from the company's headquarters, but they all
follow the similar approach to target setting, internal contracting, and inter-unit coordination. The organisation has gone from
being innovation-phobic to being entrepreneurial at scale as a result of empowering workers to generate creative ideas. In the
three years since 2015, the company's listed home-appliance division, Haier Smart Home, has risen by more than 18 percent a
year, and sales is expected to reach 209 hillion renminbi ($32 billion) in 2020. Along with a spate of acquisitions, including the
2016 acquisition of GE Appliances, the firm has launched a number of new projects that have generated more than $2 hillion in
market value.
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J
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Exhibit. The DARE Model

Giving others the ability to make decisions does not imply abandoning them. Contrary to popular belief, effective employee
empowerment does not imply abandoning them to their fate. Employee empowerment necessitates those leaders provide them
with both the tools they need and the appropriate amount of direction and participation. In our experience, leaders should take on
what we refer to as the coach role: they should not tell people what to do but rather give advice and guardrails, assure
responsibility, and stand aside to allow others to come up with answers.

Haier was able to cultivate an agile environment through the use of a range of tools, including goals and key results (OKRs) and
common issue descriptions.
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Information sharing

Work that is done throughout a company that concentrates inventive organisational energy on the most essential problems.
However, not all businesses are capable of doing so, and some will never be ready for enterprise agility. However, every business
has the ability to take steps to enhance the timeliness and quality of choices made by personnel who have been given authority.

Those managers who are excellent trainers, for example, have often benefitted from years of dedication on the part of mentors,
sponsors, and organisations. We believe that all organisations should do more to improve the coaching skills of managers and to
assist them in creating the space and time necessary to coach teams, rather than spending their time filling out reports, presenting
in meetings, and engaging in other activities that divert their attention away from making an impact through the work of their
teams.

However, while great coaches take time to develop, something as simple as a daily stand-up or check-in can help to foster
horizontal connectivity by providing teams with the opportunity to understand what others are doing and where they require
assistance in order to move work forward without having to assign specific tasks to individuals in a hierarchical manner. In
addition, you may also want to think about how you are encouraging a focus on results rather than activities, both in the short and
long term. How is your business proactively expressing an emphasis on impact and results above tasks and activities, whether
through OKRs or something else? What do you use as a yardstick? What method is used to track it? How is the performance of
your employees and the performance of your teams handled in relation to this? Over what time spans are we talking?

The significance of psychological well-being

Keep in mind that psychological safety should be a top priority as you embark on this trip. No matter how effective a coach a
leader or manager is, it will be practically hard for them to break through disempowering patterns such as continual escalation,
hiding issues or dangers, and being reluctant to raise questions if their staff do not feel psychologically comfortable.

It is important for employers to be on the alert for signs of frequent problems that indicate that serious obstacles to psychological
safety exist under the surface. Consider posing the following questions to yourself and your teams to determine the level of
psychological safety you have established: Is there a safe area for employees to voice their concerns or express dissent? Do they
get the impression that if they make a mistake, it will be used against them? Do they believe they have the confidence to take risks
or seek for help? Do they have a fear that others will try to bring them down? Do employees believe that their individual abilities
and talents are valued? If the response to any of these questions is not a categorical "yes," the organisation most certainly has
space for growth in the area of information sharing. Information sharing: Interactions that are appropriate for the situation.

What, if any, of these situations seem familiar? Your days are filled with meetings that consume a large amount of your time, yet
you feel as though nothing has been done. You flit from one meeting to another, and you don't have time to ponder until 7 p.m.
when you finally get some downtime. You may be perplexed as to why you are required to attend a succession of sessions in
which the same things are delivered over and again. You're completely spent.

An growing number of businesses have begun to see the need of pushing relentless meeting efficiency and asking if meetings are
genuinely necessary for the sharing of information at all in order to be effective. Live interactions can be beneficial for
information sharing, particularly when an interpretive lens is required to understand the information, when the information is
particularly sensitive, or when leaders want to ensure that their team members have ample time to process the information and ask
questions after it is shared. Having said that, the most of us would agree that most meetings are not especially beneficial and
frequently fail to achieve their intended goals.

Observations have shown that many firms are shifting away from the traditional one-hour meeting format in an effort to improve
attention and productivity. Shorter meetings (15 to 30 minutes) are becoming the new standard. Taking Netflix as an example, the
company embarked on a redesign initiative to significantly increase meeting efficiency, which resulted in a strictly deciders
regulated meeting procedure. Meetings are limited to 30 minutes in length. A memo, a podcast, or a video blog should be used
instead of meetings for one-way information sharing. By requiring attendees to examine materials in advance and substituting
presentations with Q&A sessions, two-way information sharing during meetings is restricted. The company has been able to
minimise the number of meetings by more than 65 percent, according to preliminary statistics, and more than 85 percent of
employees support the strategy.

Another method businesses are employing to increase the quality of information exchange and other sorts of interactions that take
place in a meeting environment is to make meeting time a scarce resource for all attendees. Some firms have instituted "no-
meeting" days to reduce meetings. Microsoft's "Work Life Choice Challenge" in Japan saw the implementation of a four-day
workweek, a reduction in the amount of time employees spent in meetings, and a 40 percent increase in productivity.

In a similar vein, Shopify has instituted "No Meeting Wednesdays" to allow workers to spend more time to initiatives that they are
enthusiastic about while also encouraging innovative thinking. The Move-line product team also has a Tuesday "Maker Day,"
which gives them the opportunity to innovate and solve tough challenges without being distracted by meetings.

Lastly, no meeting could ever be regarded effectively scoped without taking into consideration who should be invited to join,
since there are actual financial and transaction expenses associated with meeting attendance. Leaders should take the time spent in
meetings with the same seriousness that businesses do their financial capital.
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Conclusion
Before attending every meeting, every leader in every business should ask themselves the following questions:

What is the purpose of this meeting? What exactly is my role? Will cutting down on live information sharing and concentrating on
discussion and decision-making allow me to shorten this meeting? Our recommendation is that you excuse yourself from meetings
if you have no influence over the result and to instead receive a fast update through email instead of attending. If your attendance
is not required, the meeting will still be successful (and potentially even more so!) even if you are not there. See what happens if
you give ita go.

Increased productivity and speed, as well as more creativity and innovation, may be achieved inside any organization—and this
results in improved commercial success. We hope that the information provided above has piqued your interest and prompted you
to experiment with some new approaches to increase the efficacy and efficiency of cooperation within your business.

Safety and relatedness on a psychological level as a basis for high-quality interactions inside and across teams.
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