HOPE-FORWARD
STEADYING OUR STEPS AFTER
A CHALLENGING SEASON
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INTRODUCTION
Our way of life has radically shifted. As the world prepares to awaken and return to a more open state, people are
left at varying degrees of readiness. Some people are nervous, while others eagerly await returning to the rhythms
and routines of their lives. It is helpful that we use language that truly reflects what is happening. We are not returning to work, we never stopped working. We may be returning to premises. There is a difference.
As humans we are hardwired for struggle. And in our struggles, we have adapted and found innovative ways of
showing up the best we can during this challenging season. We have persisted despite the hardships and changes.
Yet, for many, it came at a cost.
People, communities, organizations, and teams are tired, depleted, and wobbly, AND it is time we move forward.
We can hold dual truths.
•

We can be nervous and brave

•

We can be done with COVID and worried about what is next

•

We can be tired and push through

•

We can be lonely and want more time alone

•

We can be together and be tentative

•

We can be excited for the world to open again AND even miss parts of lock down

In this season of rising after challenging times, we are in a precious place of opportunity to co-create our future.
As we plan our next moves, it is imperative that we acknowledge the past while also setting a steady course for
re-entry that is research-informed and practical for people at varying degrees of readiness. In this white paper, we
will explore my Resiliency Trajectory Model and use this work as a conceptual framework for re-entry that is based
on the principles of psychological safety, resiliency, and productivity with alignment for purpose.
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Resiliency Trajectory Model (2020)

RESILIENCY
PRIOR
TO EVENT

ADVERSITY
HAPPENS

DECLINE
PHASE

ADAPT
PHASE

RECLAIM
PHASE

RISE

PHASE

The above diagram represents how resiliency unfolds. First, we have our baseline resiliency, formed by my theory
called Everyday Resiliency, which is made up of five core competencies (belonging, perspective, acceptance,
hope, and humour). In turn, these five areas form a person’s self-efficacy, or belief that they can do hard things.
Next, the adverse event happens. The event can be anything that creates the moment everything stands still;
when we are thrust into the present. We are omnipresent in our own life. And for all of us, the current event is
living life within a global health pandemic while a needed racial reckoning unfolded, followed by the ruthless discoveries of the crimes against the Indigenous communities within Canada. We are still in the storm. And while we
are here, we need to recognize that life as we know it is markedly changed. That is when we can start progressing
through four distinct phases of resiliency.

DECLINE PHASE

When adversity strikes or a prolonged season of challenges, we start the journey of navigating through four
phases. It is helpful to think of this as not ‘if’ but ‘when.’ Recognizing that the world is constantly ebbing and flowing through seasons of stress and hardship is essential. Every event we experience has a consequence. And when
that event rocks our present reality, we will feel exposed. This is normal regardless of a person’s resiliency prior to
the event. If you are not even slightly impacted by the adverse event, it does not require you to practice resiliency. You need to be knocked down to get back up or bounce back. Again, if there is no decline, it is not an event
requiring resiliency.
Many experienced the decline phase back in March 2020, when over the course of a weekend many jobs dramatically shifted. Organizations that declared they could never have a remote workforce when remote in 48 hours.
Our familiar routes, both personally and professionally, shifted abruptly. Several people I worked with in March
reported extreme levels of exhaustion. They were tired all the time. I shared with them that they had to learn a new
way of living and being overnight. That is a substantive learning explosion! Many of us probably had not had to
learn that much, that quickly, since toddlerhood. Even the most resilient people take some time and make space
to regroup, refocus, readjust, and land on what just happened. I see people put such pressure on themselves to
bounce back immediately after a setback. You need to give yourself permission to land first, evaluate the damage,
observe the collateral impacts, and then decide.
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ADAPT PHASE

This is the phase when we adjust, shift, prioritize, and practice our flexibility. This is what so many of us did in
March 2020. We reacted to the pandemic by moving our offices over a weekend to remote work, shifting to
learning for kindergarten to university online, and sheltering in place. We were forced to develop new routines
and practices for all areas of our lives. Yet, we persisted. We adapted. We then started responding versus reacting.
We became more intentional and aware of how we would move through the next year of our lives.
And here we are. As Fall 2021 approaches, we are in a precious place.
As Kotter writes in their change management theory, this is THE BIG OPPORTUNITY.
Where do we get to go from here?
This is the season for RECLAIMING.

RECLAIM PHASE

This phase is when we take back our stories. After adapting, we can reclaim our lives the best we can. Through
self-compassion, wisdom, and honouring our struggles, we can bravely make room for the adversity to be part of
our story and make the next right moves. In this white paper, we will discuss what is possible. As C. S. Lewis writes,
“You can’t go back and change the beginning, but you can start where you are and change the ending.”

RISE PHASE

The final phase of my trajectory model is rising. This is when we are far enough on the other side of the adversity
that we can rise. This phase is not just getting back up; it is truly rising. It is a rebirth, a resurrection, and a reunion
with our life. At this point, while we have been truly impacted by the adversity, we have still transformed into wiser
and more connected humans. This is where empathy and compassion prevail, not bitterness and judgement. As
we progress through each of these phases, we truly learn who we are and what we are capable of. Each event
becomes evidence of our strength, fortitude, and openness to learning and growing. Every lived experience is
ultimately transforming us. When life hurts, we have to decide: Are we going to get up or give up? Will this experience push me to tune out or wake up? It holds true the idea that you cannot change what has happened, but you
can decide what you do next, and that matters.

PAGE 5 | HOPE-FORWARD

DR. ROBYNE’S RE-ENTRY READINESS
Steadying and Readying for Whatever Comes Next

As the world awakens from months of stress, grief, pain, change, and uncertainty, it is imperative that
we understand what I term re-entry readiness. This idea applies to everything from workplace to education
and all the daily life in between.

Readiness

is a state of being prepared and willing. If we are prepared but not
willing, we are not ready. If we are willing but not prepared, we are
also not ready for what lies ahead.

Here is my clear and concise re-entry readiness approach. Think of it like traffic lights.

NOT READY!

MIGHT GO
FOR IT!

ALL IN!

People are feeling unsafe,
unsure, and do not feel
equipped to re-enter the
workplace, educational
setting, or typical daily routines, even with precautions.
There are several reasons
that could be contributing to
this: Medical and wellness
reasons, caregiving responsibilities, or even just personal
preference.

People here are on the fence.
They have some concerns.
They are cautiously optimistic.
They are careful and need
space and time to establish
what is okay for them. When
the proper safety measures
are in place, communication is
clear, and they have enough
agency with decision making, they are okay to move
forward.

People here are ready for
patios, trips, concerts, and
hugs. They have a strong
sense of personal readiness. It
is important to recognize that
people here may be willing
but may not be properly prepared. Moving forward needs
to be executed in a manner
that is safe, responsible and
follows appropriate medical
and scientific guidelines.

There should be no judgments made about why people are in their respective zone. We need to respect
and honour each person’s experience. The goal is not to move people through the traffic lights.
The goal is to promote conversation, understanding, and creative solutions.
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SIGNALS: HOW COULD WE LET ONE ANOTHER KNOW?

Where are you and your team members on the re-entry readiness traffic light tool? It would be extremely helpful
if we could have these conversations before the re-entry plan is communicated. In professional settings, direct
supervisors need to know their staff members’ levels of readiness. This applies as well to your family systems.
We need to know how each person is feeling so we can meet and work with people where they are for optimal
outcomes.
For adoption and buy-in of re-entry plans, it is paramount that people have a voice.
How a leader supports a person in the RED is different from supporting a person in GREEN. Prepare conversations and actions accordingly. If a RED is required to return to the work environment, could they provide a sign to
people in their work area that lets others know they are feeling nervous being back in the office? Perhaps a sign on
their door or a red bracelet. For example, these could provide a visual cue for others to ensure they are respecting
the 2-meter physical distancing recommendation. It could also cue that the person is not alone. Others, too, may
be nervous about being back into the work environment. A team could alternatively decide to have this as a group
conversation. Talking in a non-judgmental or persuading manner as a team could also be helpful.
Like most decisions in life, asking those directly involved will almost always yield better results than assuming.
A pre-entry survey could be a helpful tool to gather information quickly. In an optimal situation, you could then
connect directly with your team members for a conversation to explore individual needs more directly.
Here are some conversation ideas for team leaders as they work to prepare their workplaces:
•

How are you feeling about returning to the premise?
(Remember it is not returning to work – people have not stopped working)

•

What would make the work environment feel more comfortable upon your return?

•

What changes would you like to see implemented for this to be a safer space for you?

•

Would it be helpful, if as a team, we discussed degrees of readiness openly?
(Traffic lights - Consent is a must).

•

What would an optimal re-entry or moving forward scenario look like for you?
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In addition to asking questions like the ones listed
above, it is imperative that your teams feel supported. REDS and YELLOWS should know you hear and
empathize with them and that they have your full
support. GREENS should know that you support
them in their full return.
In my conversations with leaders, employees, and individuals, one thing is quite clear: we are at different
stages of re-entry readiness, and our workplace must
not only acknowledge that but accept it and adapt
to it in a meaningful and action-oriented way.
Another approach is to foster your employees’
agency around sharing their level of readiness and
co-creating their preferences for onsite work. Think
of it as a “get to know me” approach.
For example:
Hi everyone! I am feeling a wee bit nervous
at the idea of being back on premise. My
preference is to continue with phone calls
and virtual meetings. When I am on premise,
and my door is open, please feel free to stop
by, however know I am practicing physical
distancing and will be wearing a mask. My
plan is to be onsite on Mondays and Thursdays. The other days I will continue to work
remotely.

ROBYNEHD.CA | PAGE 8

RE-ENTRY READINESS IN ACTION FOR LEADERS
It is important to consider varying degrees of readiness when making plans for re-entry. Not everyone
is at the same state of readiness, and building plans as if they are, will not likely work.

IDEAS TO CONSIDER AND TOOLS
“As companies begin to reimagine the future of work, our conversations must be broader
than the mechanics of returning to the office. Leaders need to ask: how can we redesign our
workplaces as a more positive force for growth, agency, and physical and mental health?”
– Tasha Eurich

Here are some points for consideration and tools for change when our workplaces return to an in-person model.

PSYCHOLOGICAL SAFETY

My definition of psychological safety: When someone
feels safe from external and/or interpersonal risks and
has the capacity and resources to meet their physical
and emotional needs. We need to not only keep our
teams physically safe but also honour and protect
psychological safety. If people feel unsafe, they will
not be able to perform. It is probable that we will see
an increase in stress leaves, medical absences, and
job migration if psychological safety is not preserved
during re-entry.

REASONED APPROACH

COMMUNICATION

One of the goals of communication is to be understood and to understand. As mentioned above, topdown communication with no consultation or input
from those impacted by decision-making can create
a difficult environment for engagement and plan
adoption. You need authentic buy-in. I have already
seen organizations calling Town Halls advertised as
getting input when really supervisors are presenting
the already produced plan. This is not leadership

Getting ‘back to normal’ is not a reasoned approach. There is really no normal. There definitely is not a new normal.
I prefer to use the word FAMILIAR. We had a way of doing things prior to March 2020 that was familiar. During
the peak of COVID, we developed new familiars. And now we are embarking on creating yet another system that
will become familiar to us. If we simply return to what was, we are missing out on the learnings from the past 18
months. Our work efforts from the last year and a half have been one major proof of concept exercise. It is okay
and even smart to take the lessons learned with us into co-creating our future. Being back in the office needs to be
planned and communicated with greater intent than just getting people back to work. The reality is that we never
stopped working! People do not want to ‘return’ just for the sake of ‘returning.’ Be explicit about the why. Trust is
an important piece to explore here. Are you asking people to come back because you do not trust them to work
remotely?
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SOCIAL CAPITAL

When we share experiences with others, we create social capital. When in one another’s company, we build trust,
mentoring opportunities, feedback processes, and comradery. If the organization is exploring a multi-faceted work
location approach (on-site, hybrid, remote, flexible), we want to ensure that those working offsite do not become
second tier. Thinking creatively on how to build and foster connection and social capital will be crucial for team
success.
Irvin Gray, Head of Marketing for Chargifi, provides some excellent suggestions in his paper: ‘Make sure remote
staff don’t end up feeling like second class citizens.’

Introduce Hybrid Meetings

Ensure your technology is up to date to allow in-person and virtual
attendance. Leave space for small-talk and give equal time for
in-person and virtual attendees to participate. Share the agenda
and any other pertinent information ahead of time, so everyone feels
prepared regardless of how they’re joining.

Focus on Inclusive Communication

Whether your employees are in-person or remote (or both), ensure
everyone uses the same platform to communicate. Ensure regular and
equal 1:1 meetings for in-person and virtual employees. This is critical
for your remote workers so they maintain a sense of connectedness.

Promote Hybrid Collaboration

Collaboration can still happen regardless of whether your people are in-office or not. It just needs to be managed
appropriately. Clearly communicate
your expectations around collaboration
and implement tools such as Asana, to
ensure everyone, regardless of where
they’re working, has access to the same
tools and information. Finally, having
set days when project updates happen
provides a framework for your remote
employees to work around and
towards.
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UNDERSTANDING CHANGE: PACE, PLACE, AND SPACE

Although we are hardwired to adapt, our tendency is to initially resist change. It is a protective mechanism that
attempts to maintain control and order to keep us safe in the known. When we embark on change, I like to use
pace, place, and space as reminders.

Pace

Everyone’s pace for ‘change’ is unique to them and the situation. Set
the pace for your re-entry. Expect to be exhausted after your first few
days back. Could you start with half days? Could you set the goal to
go 50% effort, then 75% - build up to peak productivity and performance? Be kind with yourself as you plan and schedule the first few
weeks into a new workflow.

Place

It takes us time to adapt to our new surroundings. Could you plan
some exposure visits back to the office before formal re-entry?
Acclimatizing or re-acclimatizing is helpful. Making time for getting
familiar again with yourself in PLACE will gradually build that needed
familiarity and safety.

Space

During seasons of change, we need
spaciousness. Spaciousness is a cognitive practice of adding mindfulness and
time into our daily schedule and in our
expectations of others and ourselves.
For example, we can make space for
our health by scheduling breaks in our
day; we can make space for adapting
to re-entry with kindness by allowing
for mistakes and patience while we
re-acclimatize. We need spaciousness
to feel safe and have a sense of agency
in our lives. We need to give ourselves
permission to take our time, hold space
for those who need support, and hold
space for us to take care of our
wellness.
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FORTO: FEAR OF
RETURNING TO OFFICE

Dan Bladen, CEO and Co-Founder of Chargifi, has
coined the phrase “FORTO,” otherwise known as fear
of returning to the office. This of course is in direct
opposition to the more common “FOMO,” fear of
missing out. Those of us in the RED or YELLOW will
be experiencing varying degrees of FORTO.
In his article ‘From FORTO to FOMO: How to combat
fears of returning to the office,’ he states that a
hybrid office culture will help with FORTO, especially
when workplaces operate from a remote-first basis.
This means the default is working remotely, but the
option to utilize the office is there, especially for collaborative work. If you are a workplace returning to
mostly in-person working, particularly for your RED
and YELLOW employees, having a policy that allows
for flexibility in work when they are absolutely not
ready to face the office in-person can help.

RE-THINK AND RE-DESIGN

Sometimes the reclaim stage is synonymous with a
complete shift in how we think and operate. In an
interview with SHRM Magazine, Peter Jackson, CEO
of Bluescape, said we might need to completely
rethink how our offices are utilized and the purpose
they will serve our teams and us. He believes that
offices should switch to a clubhouse model, supporting a hybrid approach to re-entry. This means that
while employees are still free to work remotely from

a space of their choosing, the office acts as a hub for
collaboration, meetings, and socialization, and will
include amenities impossible to duplicate at home.
This will create a sense of excitement about going to
the office and encourages employees to do so only
when they want to.
He also explained that he believes “the office” may
turn into “offices”, encouraging smaller offices in
geographical locations that allow localized employees
access. This is similar to a coworking model and helps
your teams in a few ways:

1

It cuts down on their commute times,
helping them to maintain life with
work balance.

2

It eliminates their commute, which for
some is a source of anxiety and stress.

3

It allows for smaller numbers of people to
be working in one place, which can help
your RED and YELLOW team members
ease into re-entry. It is less overwhelming
and provides a greater sense of safety.
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KEEP THE CONVERSATIONS GOING:
WELLNESS IS NOT ONLY FOR A GLOBAL HEALTH PANDEMIC

It has been extraordinary to witness organizations rallying around their people. I have worked alongside some
of the largest corporations in North America who have boldly supported their people at the cost of their profits.
Many companies have prioritized mental and emotional health training and resources. My hope for the corporate
community is that this important work continues. Conversations about our team’s emotional health ought not to be
reserved for only global health pandemics. Keep the conversations going about life with work balance, rest, mental health, and the importance of family and community. True leaders have risen from this collective experience. I
wish that corporations continue to prioritize their people and everyone’s wellbeing. Keep wellness and compassion top of mind. My hope is that, as leaders and organizations continue this work, each and every one of us also
remembers that we have a personal responsibility for taking care of ourselves. How you show up is important too.
Brenden Burchard, a leader in high-performance coaching, talks about the five A’s. I have included my take on key
thinking around each.

AIM

Know your goals,
intentions, where
you are trying to
get to, and what
you want to accomplish. You need a
map before you go
into the forest.

ATTENTION

Be disciplined
about what gets
your attention.
Focus on what you
can control. Be
aware of negativity
and doom thinking. Be mindful of
distractions and
procrastination
behaviours.

ATTITUDE

One of my favourite questions to
help professionals
think about their
attitude is this:
Would you want to
work with you? Be
aware of the energy and outlook you
are bringing into
your day. As our
oldest son Hunter
likes to say, “Bring
the enthusiasm to
every part of your
day and witness the
effects.”

AFFECTION

Generously share
your appreciation,
love, and caring for
others and yourself.
Lead with compassion in all that
you do. Be willing
to hold space for
yourself and others.

ACTION

What is your next
right move? Our
days are made up
of what we choose
to do.
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WOMEN AND RE-ENTRY

This paper would be incomplete without acknowledging the disproportionately negative impacts COVID-19 has
had on women. According to stats Canada, women between the ages of 25 and 54 lost more than twice as many
jobs as men in Ontario, and RBC reported that women’s labour force participation rate fell to its lowest level in thirty years. It’s critical that we look at the data, realities, and lessons learned from this to create workspaces that better
support women, particularly those with diverse lived experiences, upon re-entry.
“The pandemic has also exacerbated existing inequality and has been especially challenging for certain groups of
women, including racialized women, Indigenous women, single mothers, low-income women, immigrant women,
women with disabilities, and those living in rural areas.”- OCC
According to the Ontario Chamber of Commerce (OCC), the pandemic’s effect on the workforce has been coined
the “She-cession” by many economists because of the disproportionate economic impact it has had on women. In
their ‘The She-Covery Project’ report, they list several reasons for this:
•

Business shutdowns and layoffs during the pandemic affected occupations and sectors that predominantly employ women.

•

These same sectors also are more likely where women entrepreneurs operate, and their businesses tend
to be smaller, less financed, and newer.

•

School and childcare closures shifted unpaid hours of family care onto parents, the majority of which
were taken up by moms.

•

Women, who have been a large majority of the frontline workers during the pandemic, have not been
included in plans for recovery.

The pandemic highlighted the existing inequalities in society. With this very stark reality, it is clear that we must
apply an intersectional and gendered lens to the conversation of re-entry.
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WHAT CAN LEADERS DO TO
ENSURE RE-ENTRY READINESS
FOR WOMEN?
1.

Include women in your plans for re-entry. Ask them what they
need to feel supported and genuinely work to implement their
suggestions. Don’t assume.

2.

Dene Moor, from the Globe and Mail, suggests: Be supportive
and flexible with childcare needs, whether pandemic related or
not. Implement funds to support your workers with regular or
emergency childcare needs. Normalize expectations for the men
in your workplace when it comes to family commitments.

3.

Review and revise your workplace policies, practices, and culture
with an intersectional lens. Make them more inclusive. Be committed to gender equity and diversity in your workplace.

4.

Be open to flexible work arrangements (both temporal and
geographic).

5.

Invest in skills and professional development programs for women to help them advance within your organization.

6.

Consider a mentorship program for women within your organization. Research shows that women lack formal mentorship
opportunities, which hinder their professional advancement.

7.

Remember that the impacts of the pandemic are not the same
for all women. LGBTQ+ women, Black women, Indigenous women, women of colour, women with disabilities, and rural women
all experienced the pandemic and its effects differently. Take an
intersectional approach to your re-entry and be committed to
taking the same approach to your workplace models.

This is our opportunity to recognize that the way we operated before
was not working. We have a chance to do better and to shape new
realities in the workforce that can benefit diverse women, and that
starts with a commitment to focus on change upon re-entry.
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FINAL THOUGHT
In any season of change and uncertainty, our wellness is heavily taxed. As we move forward, we need to prioritize our safety and a sense of belonging. We need to live within our values. Be honest with yourself about what
you need, what you want, and what you do not want. Be unapologetic for making the time for your wellness and
taking re-entry at your own pace. No one else can or will do this for you. Our wellness practices and our personal
readiness will be crucial elements for successful re-entry. As we enter into this season of new beginnings, let us go
bravely into the unknown, trusting that we will make the best decisions for ourselves with the best information that
we have in the moment.
Acknowledge how much you have GONE through by acknowledging how much you have GROWN through.
We are all knowledge holders of what COVID-19 did to the world. We are irrevocably connected and changed
by this lived experience. And with lived experience, we gain perspective. It is only through experience can our
perspective expand.
And with our expanded perspective, let us keep top of mind that some of us may be ‘returning to premises’, not
returning to work. We really haven’t stopped working, and suggesting we are going back to work minimizes the
herculean efforts we have made these past 18 months!
My invitation for you: Rise to meet the road that lies ahead with a curiosity of what is possible, compassion for
yourself and others, and courage to trust that come what may, we will be okay.
Let’s hope-forward together.

~
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