Hybrid Workplace Planner (part 1)
DEEP DIVE INSTRUCTIONS: If you are working with a team on a
"Deep Dive," have each member of the team answer questions
individually. Use the answers as a starting point for discussion such
as, "How aligned are we? What do we already have? What additional
information do we need?
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LOOK MORE CLOSELY / Deep Dive
INSTRUCTIONS: Each column of this template contains exercises

collaboration. If working with a team, we recommend a minimum of
30-60 minutes per exercise. This will allow for thoughtful
completion as well as discussion of the results.

OR

If you're ready to conduct a more
extensive review, do a "Deep
Dive" by working through the
template from left to right,
completing the exercises in each
lettered column (A-H) top to
bottom before continuing.

"DEEP DIVE" (60+ minutes)

WHAT'S ALREADY IN PLACE?

WHAT ARE OUR GOALS?

Duplicate a placemarker ( ) and place it on the spectrum in answer
to the following two questions. Discuss.

Duplicate a placemarker ( ) and place it on the spectrum in answer
to each of the following questions. Discuss.

HOW MUCH OF OUR ORGANIZATION HAS BEEN WORKING REMOTELY?

DO WE HAVE STRATEGY FOR RETURNING TO THE WORKPLACE?

HOW MUCH HAVE WE DONE IN EACH OF THE FOLLOWING AREAS?

Duplicate a placemarker ( )on the scale below and place it in answer
to the following two questions. Discuss.

No One

Everyone

0%

50%

100%

0%

No Flexibility

100%

0%

INSTRUCTIONS: Use the matrix below to complete an initial assessment of where your
organization stands in relation to hybrid collaboration. Your answers should be based on your

complete a quadrant. When complete, reveal your answers and discuss. Repeat for each of the
four quadrants.

ASSESSMENT

What teams are already collaborating in a hybrid fashion?
What have we done well remotely? What evidence do we have?

0%

Very Successful

50%

WHAT ARE WE DOING WELL?

Yes, Complete

50%

What teams and/or functions are struggling? What challenges
are they facing? What elements or practices are missing?

HOW MANY OF OUR PEOPLE COLLABORATE INTERNALLY (WITHIN THE ORGANIZATION)?

50%

POLICY / PLANNING

Complete

Starting

Complete

Starting

Complete

Starting

SURVEY RESULTS

Pre-Pandemic
(2015-2018; n=~1000)

Pandemic
(2020; n=~400)

Post-Pandemic

HYBRID

INSTRUCTIONS: Using the blue stickies below, identify your goals (business, management, etc)
for hybrid collaboration. What do you hope to accomplish as an organization? Next, consider
why your employees would want to incorporate hybrid collaboration. Place your thoughts on

your employees stand to gain emotionally, socially and/or practically. Finally, review both sets of
stickies. Are there any places in which the two overlap? Move those stickies that are similar into
the middle. Discuss.

WHAT IS THE MOTIVATION FOR YOUR
EMPLOYEES TO RETURN TO WORK?

Everyone

0%

INSTRUCTIONS:

Next, duplicate all of the questions in the space below. Working as a team, have each participant drag a question into the "groups" area.
Other participants should drag any questions they feel are similar into the same space. Rotate dragging a question among the
participants and do this until all of the sticky notes have been placed in the "group" area. What are the themes that have emerged?

safety, skills, learning, onboarding,
leadership, etc.

PLACE

PRODUCTS

PROCESSES

POLICY

hardware, mobile devices,
software, etc.

collaboration, etc.

rules, approval, coordination,
travel, visitors, etc.

developer, customer experience designer, or product manager). If you are thinking about the
completed identifying roles, begin moving the "role" stickies into one of the four location
categories of hybrid collaboration. When moving each role, consider what you think is necessary
for the role to be completed successfully.

Different roles in different locations will have varying levels of hybridness. Identify
the different roles you have in your organization.

For each role, place each role where it ideally belongs on the chart below, ranging
from working entirely remotely to working entirely on-site.

10%

60%

25%

3%

23%

73%

x%

x%

x%

ALL REMOTE

CREATE GROUPS

ALL REMOTE

What opportunities will hybrid collaboration unlock?
What can we continue to build upon?

WHAT RISKS ARE WE FACING?
What are the potential downsides to hybrid collaboration?
What do we risk by not doing it? What do we need to avoid?

ON-SITE
ONCE PER MONTH

1. Hybrid is not new.

ON-SITE
ONCE PER WEEK

2. In the future, the balance will be different

ON-SITE
FULL-TIME

WHY WAS HYBRID COLLABORATION DIFFICULT?
Hybrid collaboration is inherently imbalanced, leading to inequalities in collaboration.

Access to different resources
Imbalance in interaction

A

Hard to get equal participation

"We're here..."
"...you're there"

Power shifts
Unintended hierarchies
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collaboration" where location is irrelevant.

SUMMARIZE / Principles + Policies
Once you've completed an exercise in row two of a column,
review your results for any principles or policies that you may
have unearthed or expressed. Principles are guiding beliefs
such as "we want to keep our employees safe" or "we want to
Policies are
rules such as "if anyone must be remote for a meeting, everyone
will be remote" or "Thursdays are mandatory work on site days."

EXAMPLES OF DIGITAL-FIRST COLLABORATION

POLICIES

POLICIES

POLICIES

POLICIES

PRINCIPLES

PRINCIPLES

PRINCIPLES

PRINCIPLES

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

the area provided. They will be used again in section G.
INTUIT

IDEO

Collaboration Experiments
We've run a number of experiments over the past several years. In one large-scale event
with about 100 people (50 in-person and 50 remote), we found unequal contribution.

1. In-person all-digital teams contributed the least
content, but had rich conversations
2. In-person sticky note-based teams contributed
a fair amount of content and also had good
conversations.
3. The remote teams tend to generate far more
content, but have minimal conversations.

The mode of collaboration results in
different experiences and outputs.

This template was developed in collaboration between:

+
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NEXT STEPS / Additional Context
In the course of exploring the exercise topic you may generate
questions or identify gaps in your knowledge. Use this space to
generate next steps and/or capture actions you'll need to take to
assmble or access the information you'll need to have a
complete understanding of the section.

100%

INSTRUCTIONS: Working individually, identify as many unique roles as you have in your group or

ROLES

QUESTION GENERATION
PEOPLE

50%

LOCATION CATEGORY

HOW MIGHT WE BENEFIT FROM
HYBRID COLLABORATION?

100%

Complete

A

B

SPLIT

Starting

50%

No One

survey from pre-pandemic to pandemic (2020) shows a massive shift, which is not surprising.

ALL IN-PERSON

Complete

WHICH DO WE WANT TO ADDRESS FIRST?

WHAT IS HYBRID COLLABORATION?

A

Everyone

PEOPLE

100%

THINGS TO THINK ABOUT BEFORE STARTING

A

No One

PROCESSES /
PRACTICES

HOW MANY OF OUR PEOPLE COLLABORATE EXTERNALLY (WITH CUSTOMERS OR VENDORS)?
Complete Freedom

WHAT ARE YOUR OVERALL GOALS FOR
HYBRID COLLABORATION?

PRODUCTS
(COLLABORATION
TOOLS)

Duplicate a placemarker ( ) and place it on the spectrum in answer
to each of the following questions. Discuss.

0%

Starting

GOALS + MOTIVATIONS

WHERE DO WE HAVE GAPS?

WORKSPACE
(PLACE)

WHO DO WE FOCUS ON?

100%

HOW MUCH FLEXIBILITY DO WE WANT TO PROVIDE?

IN GENERAL, HOW SUCCESSFUL HAVE OUR REMOTE EFFORTS BEEN?
Not At All

None At All

WHERE DO WE START?

PEOPLE

This template can be completed
in either of two ways. If you have
little time or are just getting
started, do a "Quick Review" by
completing only the exercises in
the top row 1.

QUICK REVIEW INSTRUCTIONS: If you only have enough time for a
quick review, complete only the top row of exercises in columns A-G.
This should take about 15 minutes working alone. If you are working
as a team give yourself about 5 minutes per exercise. Upon
completion you'll have a broad view of your preparedness for
returning to work and some idea of additional questions to address.

D

QUESTION STORMING

"QUICK REVIEW" (30–60 minutes)

FAST-TRACK / Quick Review

C

GOALS

INSTRUCTIONS

1

B

CURRENT STATE

So we're ready to return to the
workplace. Or are we? This
template will help you and your
team consider what and how a
hybrid workplace might work for
your organization.

A

Hybrid Workplace Planner (part 2)
DEEP DIVE INSTRUCTIONS: If you are working with a team on a
"Deep Dive," have each member of the team answer questions
individually. Use the answers as a starting point for discussion such
as, "How aligned are we? What do we already have? What additional
information do we need?
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LOOK MORE CLOSELY / Deep Dive
INSTRUCTIONS: Each column of this template contains exercises

collaboration. If working with a team, we recommend a minimum of
30-60 minutes per exercise. This will allow for thoughtful
completion as well as discussion of the results.

OR

HOW SATISFIED ARE YOU
WITH THE PERFORMANCE?

NO

YES

HOW SATISFIED ARE YOU
WITH THE PERFORMANCE?

MEDIUM PRIORITY

HIGH PRIORITY

WHAT IS THIS GOING TO TAKE?

Duplicate a placemarker ( ) and place it on the spectrum in answer
to each of the following questions. Discuss.
No Effort

50%

you see that might propose a challenge to hybrid collaboration. Discuss your answers. In the
space or a meeting room. Using the tools/equipment provided in design your own hybrid
etc. When complete, discuss as a team.

LOOKING CLOSELY
ready. Drag a transparent sticky note and position it over wherever you seen an
issue. Note what's wrong or discuss as a group.
TOUCHSCREEN

R

CHAIR

WHITE BOARD

OUTLET

SPEAKER
PHONE

POWER STRIP

100%

HOW MUCH TIME WILL BE REQUIRED TO DEVELOP OUR HYBRID WORKING PLAN?

HOW SATISFIED ARE YOU
WITH THE PERFORMANCE?

INSTRUCTIONS: Use the two exercises below as a starting point to evaluating and discussing
what space and tools will be required to successfully collaborate in a hybrid environment. In the

On the stickies below, identify as many ways as possible that we
might measure our success with hybrid collaboration. Discuss.

Everyone On Deck

0%

NO

HOW WILL WE KNOW WE'RE SUCCESSFUL?

HOW CAN WE MEASURE SUCCESS?

HOW MUCH EFFORT WILL BE REQUIRED TO DEVELOP OUR HYBRID WORKING PLAN?

Less Than A Month

At Least A Year

< 1 month

A

B

YES

SORT THE PROCESSES INTO PRIORITY GROUPS (OPTIONAL)
LOW PRIORITY

Use the visual toolbox below to design your own hybrid workspace. Choose either a
meeting room or a public space to develop a collaboration experience. How would you
arrange the elements to increase participation and nurture equal participation? Once you've
developed the layout, discuss the pros and cons as a team.

survey from pre-pandemic to pandemic (2020) shows a massive shift, which is not surprising.

A

NO

Do we have
the software
we need?

WORKSPACE CREATION

WHAT IS HYBRID COLLABORATION?

A

YES

Do we have
the hardware
we need?

O

THINGS TO THINK ABOUT BEFORE STARTING

Do we have
physical workspaces?
(shared)

On the stickies below, identify as many processes as you can which are critical to maintaining
our business. Discuss.
WHAT ARE OUR BUSINESS-CRITICAL PROCESSES?

DO

If you're ready to conduct a more
extensive review, do a "Deep
Dive" by working through the
template from left to right,
completing the exercises in each
lettered column (A-H) top to
bottom before continuing.

"DEEP DIVE" (60+ minutes)

) and place it on your
Duplicate the appropriate placemarker ( or
answer (yes or no), then place your answer on the spectrum. Discuss.

WHERE DO WE FOCUS?

INSTRUCTIONS:
associated with completing the process. Or, B) Identify as many meeting types that you perform as possible across your

be performed. Discuss as a team and see if you can reach a consensus on how each meeting should be performed.

MICROPHONE

MEETING TYPES

What are the different types of meetings and modes of collaboration that each process requires? Feel free to use the
the meeting types it requires. Add any that are not represented here.
TEAM
CADENCE &
STAND-UP
MEETINGS

PLANNING &
DECISIONMAKING
MEETINGS

RETROSPECTIVES

INFORMATION
SHARING
MEETINGS

ONE-ONONES

PROBLEMSOLVING
MEETINGS

CREATIVE
DESIGN
MEETINGS

INNOVATION
&
BRAINSTORM
MEETINGS

WORKSHOPS

TEAM
BUILDING
MEETINGS

TRAINING
SESSIONS

COMMUNITY
OF PRACTICE
MEETINGS

MANAGEMENT
MEETINGS

STRATEGY
DEVELOPMENT
MEETINGS

IDEA /
CONCEPT
REVIEWS

VENDOR
MEETINGS

CUSTOMER /
CLIENT
MEETINGS

MATRIX: LOCATION AND TIME

< 6 months

> 12 months +

INSTRUCTIONS: Using row 3 (Summarize), copy all of the principles and policies you've
developed into the area at the bottom of this column. Next, sort them into groups representing
similar themes. Move each group up into a designated principle or policy box. Working as a

SAMPLES

SAMPLE PRINCIPLES:

SAMPLE POLICIES:
1. All meetings will be conducted on a remote platform unless ALL participants have
agreed to meet in person.

2. Foster a multi-disciplinary conversation around solutions.

4. Plan for role-based coordination.
5. Update communication, processes, habits, and rituals.

2. All stakeholders must be given editing rights to all collaborative documents.
3. Employees can work from any location provided they can actively participate in remote
meetings without disruption.
4. Always provide a link to the live document as well as share the document on-screen.
5. Always use Slack to ask questions for which you'd like an immediate response.
6. All working documents must be stored in an accessible cloud-based server.

When creating principles and policies, think about what standards you'd like to set. Things to consider
may include: How is each channel of communication used? What are expected response times? How
should we prepare for meetings? How can we build teams and culture?

OUR PRINCIPLES

OUR POLICIES

EXPERIMENTS

This template can be completed
in either of two ways. If you have
little time or are just getting
started, do a "Quick Review" by
completing only the exercises in
the top row 1.

QUICK REVIEW INSTRUCTIONS: If you only have enough time for a
quick review, complete only the top row of exercises in columns A-G.
This should take about 15 minutes working alone. If you are working
as a team give yourself about 5 minutes per exercise. Upon
completion you'll have a broad view of your preparedness for
returning to work and some idea of additional questions to address.

WHAT TOOLS DO WE HAVE?

H

PRINCIPLES & POLICIES

"QUICK REVIEW" (30–60 minutes)

FAST-TRACK / Quick Review

G

PROCESSES & PRACTICES

INSTRUCTIONS

1

F

PLACE & PRODUCTS

So we're ready to return to the
workplace. Or are we? This
template will help you and your
team consider what and how a
hybrid workplace might work for
your organization.

E

INSTRUCTIONS: Hybrid collaboration is not familiar to everyone and will take some practice to
perfect. The space below allows you to begin shaping "experiments" (prototyped ways of
working) to explore and learn what hybrid collaboration will look like for your organization.

principle or rule might solve for it. Insert the idea and the pain point into the corresponding
business or individual. Finally, complete the sentence which describes what outward signs of
success will look like. Share these prototype ideas with team mates or other stakeholders to
get their feedback. Consider even running pilots to test these ideas. Use what you learn to
inform your next idea. And don't forget to track any principles or policies that may arise from
your explorations.

WE BELIEVE THAT

WILL SOLVE,

AND BE VALUABLE TO

Duplicate the answers from above and use the matrix below to place each meeting type in the area in which you believe it
should be performed.

Insert solutions, principles or
policy ideas here...

Insert pain point here...

stakeholder here...

TOUCHSCREEN DISPLAY

ALL IN-PERSON

SPLIT

HYBRID

ALL REMOTE

LARGE SCREEN DISPLAY

CONFERENCE TABLE

LAPTOP

TABLE
TABLE

SMALL SCREEN DISPLAY

SURVEY RESULTS

Pre-Pandemic
(2015-2018; n=~1000)

Pandemic
(2020; n=~400)

Post-Pandemic

10%

60%

25%

3%

23%

73%

x%

x%

x%

MEETING ROOM

PUBLIC SPACE
WINDOW

REMOTE &
ASYNCHRONOUS

IN-PERSON &
SYNCHRONOUS

REMOTE &
SYNCHRONOUS

WHILE DOING

Insert job-to-be-done here...

WE WILL KNOW
THIS TO BE TRUE
WHEN WE SEE

Insert success criteria here...

WINDOW

IN-PERSON &
ASYNCHRONOUS

1. Hybrid is not new.
2. In the future, the balance will be different

WINDOW

OR

DO

WHY WAS HYBRID COLLABORATION DIFFICULT?
Hybrid collaboration is inherently imbalanced, leading to inequalities in collaboration.

Access to different resources
Imbalance in interaction

A

Hard to get equal participation

"We're here..."
"...you're there"

Power shifts
Unintended hierarchies

3

collaboration" where location is irrelevant.

SUMMARIZE / Principles + Policies
Once you've completed an exercise in row two of a column,
review your results for any principles or policies that you may
have unearthed or expressed. Principles are guiding beliefs
such as "we want to keep our employees safe" or "we want to
Policies are
rules such as "if anyone must be remote for a meeting, everyone
will be remote" or "Thursdays are mandatory work on site days."

EXAMPLES OF DIGITAL-FIRST COLLABORATION

POLICIES

POLICIES

PRINCIPLES

PRINCIPLES

the area provided. They will be used again in section G.
INTUIT

Use this column to assemble any potential
policies developed in earlier exercises.

POLICIES

PRINCIPLES

Use this column to assemble any potential
principles developed in earlier exercises.

IDEO

Collaboration Experiments
We've run a number of experiments over the past several years. In one large-scale event
with about 100 people (50 in-person and 50 remote), we found unequal contribution.

1. In-person all-digital teams contributed the least
content, but had rich conversations
2. In-person sticky note-based teams contributed
a fair amount of content and also had good
conversations.
3. The remote teams tend to generate far more
content, but have minimal conversations.

The mode of collaboration results in
different experiences and outputs.

This template was developed in collaboration between:

+
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NEXT STEPS / Additional Context
In the course of exploring the exercise topic you may generate
questions or identify gaps in your knowledge. Use this space to
generate next steps and/or capture actions you'll need to take to
assmble or access the information you'll need to have a
complete understanding of the section.

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

NEXT STEPS
What additional content or information do we need to gather?
What actions do we need to take?

