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The following strategies are ones that I have developed and leaned on in the last 2 ½ years as a program manager of 10 staff. Happy to connect with anyone about these or strategies that you have used – laura.newman@doh.wa.gov.

Build trust
· As a new, remote team that was created as part of the Washington State Department of Health (WADOH) COVID-19 response, our team faced many challenges in terms of pivots in our work, fuzzy roles and responsibilities with other teams that were rapidly created at the same time as we were, and uncertain future funding landscape. Trust building was and continues to be an essential component of our team so we can be productive, resilient, and feel like we know the boundaries of our control.
· I knew there were going to be some challenging times (see above), and anticipated needing to have difficult conversations with the team. Before those conversations happened, I set up a 1 hour trust building exercise with the whole team. We did it in person, during our 1x/month in person program meeting.
· I based the activity off a vulnerability and managing change section in Brene Brown’s Dare to Lead book (page 35).
· I told our team that I knew there is a lot of change happening around us, and that I was feeling some anxiety about it, too, and that I wanted their feedback about what they need from me in order to feel supported in their work. I posed four questions and wrote all responses from the group on a large post-it board. Treated it as a brainstorm; no bad or wrong suggestions.
· What do you need to feel like you can share challenges and ask questions within this group?
· What would get in the way of sharing and asking questions?
· What does support from me look like?
· What questions or areas of concern do you have right now that I can try to answer or elevate?
· I collected the answers and wrote up a code of conduct with them and sent them to everyone for their visibility.

Create personal and team systems to encourage work boundaries and address burnout 
· Taking time off (I do my best to model taking time off, not checking email while I’m off)
· Scheduling all virtual meetings with a 5 min delay to build in breaks between meetings
· Have one opportunity per month to hold an in-person meeting (outside under my covered patio for the majority of the pandemic…it doesn’t get too cold in Seattle and I have a propane space heater!)
· I carved out program meeting time to talk about boundaries, burnout, resiliency
· Opportunities for team members to share what personal work boundaries and routines work for them (optional sharing)

Develop intentional culture of resiliency
· Acknowledge burnout and stress regularly with team and remind them of WADOH support – taking time off, Employee Assistance Program (accessing counseling through workplace)
· Encourage staff participation in resiliency or burnout webinars/workshops through WADOH, CSTE, etc.
· I held an optional workshop with the team to talk through how to identify core values, pointed staff to resources for them to pursue exploration of core values on their own
· Established a rotating social chair position on team. I was doing all the below activities for our team until I realized that it would be less work for me and more fun for others to rotate the responsibility! I got feedback from one team member that being given permission to think about this during the workday made them feel more connected to the team and invested in the work.
· Every month, one person volunteers to be our team’s social chair
· Responsible for coming up with a 20-30 min team building activity for our team’s once monthly in-person meeting
· Come up with one 5-10 min social check in activity (question, conversation) during team’s weekly virtual team check in. Our team keeps a list of potential activities if the social chair needs some inspiration.
· Assign a team member to share a joke during weekly program meeting for “Joke Thursday”. We have a virtual wheel spinner with everyone’s name on it, so the social chair spins the wheel to determine who should bring a joke to the next meeting.
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