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~PLAYBOOK-

HOW TO SUPPORT YOUR
TEAM MEMBERS THROUGH
LIFE'S BIG MOMENTS




[f you're reading this,
congratulations! You are
the type of leader who
cares deeply and 1s
committed to your people.

This playbook will support you in living into that commitment. Life is full of
big moments — and odds are, your employees will look to you for support
during the good — welcoming children, moving cities — and the challenging —
dealing with infertility or bereavement and loss.

We're here to make it just a little easier for you to support your teams in the
best way possible.
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“Many emplovees call
having a child the
most important pilch
poinl in their career.
Don't let your people
play the manager
lottery leaving the
organizalion
vulnerable to losing a

valued teammate.”
— Sarah Olin, LUMO Leadership
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CMO HOUSE

We’ll cover a tew
thines.

#1: HOwW you can create
psychological safety on your team

#2: How you personally can
support your employees — both
those going through lite's big

moments and those who might
be backfilling for their coworkers
on leave

#3. HOw your organizations can
systemically support your
employees with policies and
advocacy

BLACK GLASS

LUMO
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Creating Psychological
Safety

The goal here 1s radical empathy in service of team
building, living the company commitments and values,
and increasing the overall joy and productivity at work

LUMO
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BLACK GLASS LUMO

Set your values-based

team culture &
behaviors

Connecting the values and mission
of the organization to your
leadership approach supports you
and your team in meeting a
common goal. And regardless of
your organization's values, a
leader’s values must include a level
of commitment to empathy,
relationship, charitable
assumption, open communication,

trust and inclusivity. Cultivating
these values — and the behaviors

and ways of working that align with
them — needs to be part of your

'outine as a leader. Time spent
ouilding or reinforcing this

foundation will help give your team
empowerment, focus and direction

— as well as secL

psychological sa

[l

’.'e-

ty and

.

It any of these has ever been an
iISSue — on your team or across the
organization — you're going to have
some definite course correction to
do culturally:

e [here has been direct or indirect
retaliation against employees
who take their provided leave —
e.g, lower performance reviews,
getting passed up for

Dromotions or projects

e Employees with commission
compensation structures wno

take extended leaves have had

their deals “covered” by other

team members and have missed
out on comp if those deals are
signed while they're out

e Other employees refer to leave as

“vacation” or “time off”




EMO HousE
To be specific...

1. Get an accurate picture of your 4. Be specific in your next steps —
cultural starting point by hosting 5. Then, follow through
interviews and running a survey o Make changes
with your team members o Track how you're moving

2. Digest this starting point — be toward your desired future
curious rather than defensive — state — we love pulse surveys
and start to identify what might here!
need to change 6. And keep following through...

3. Bring your team together to o Useyour T:1s and team
collectively build your team meetings to do gut check
culture in a workshop setting and have real talk on what

a. Level set on where you're continues to work and what
starting from might need tweaking

b. |dentity where you want to
go — co-creation is key herel

This is not a time to be WE CAN HELP

directive We're always here to prepare for and
c. Discuss what needs to start, facilitate team conversations. And

stop, and continue today ir check out this helpful worksheet from

order for that future to be the LUMO.

reality
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Personally Supporting
Your Team Members

Both those going through the big changes and
those who aren’t (at that moment)



CMO HOUSE BLACK GLASS

#1 L.nsure your
employees know that
they have official
support in the first place

Don't rely on your HR Business

DID YOU KNOW?

Partner. You, as the manager, need

to know what your benefits are and According to the CDC, Employee

tell your teams about them! Assistance Programs are offered by
97% of large employers, but only 5.5%

And as a marketing expert, you of employees use them, even though it

should feel more than comfortable is free and completely voluntary

sharing feedback with your CHRO

and People teams on how they

might make this information clear
— and even exciting
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#2 Make preparing for
any leave easy

Make the actual process of
submitting for leave coverage
seamless. Again, don't rely on your
You need to

HR Business Partner.
nave at least a basic understanding

of how the process works:
e \WVhat coverage is provided by the

company?
e \Who areyo

e How doest

request?

Ur leave partners?
ne employee initiate a

e How much work is the employee

required to
o |Imagine

you're al

amount

navigate this qu
ready s
should require t
of work

do?

youre t

h

ying to
ickly, when
ressed. It

e minimum

e |sthe process clearly

documented?
o Push you

netter

HRBP to make it

o Have a conversation with your
CHRO or CPO peer to
champion this

o Remem

el em

experier

involved
10

cels a

D

A

oyee
uge brand

puilder, so you need to get

And give them templates (e.q.,
coverage plan) to easily plug
and play.

WE CAN HELP

Here's a coverage plan template
& here are some away messages we like!

Check out LUMO'’s Crucial Conversations
and Leave Agreements worksheets as
well.


https://docs.google.com/spreadsheets/d/1Swj8SJC_s6KhvNIYMKAaDytAiY7ST5yHzXST8B5Ub6s/edit?usp=sharing
https://docs.google.com/document/d/1rO48ppQDp_CuS8Wc1egDpp1qaSh-FSExfwRT_YZX-2A/edit

CMO HOUSE

#3 Honor the leave &

show empathy

Don't bother them. Seriously.

That's it. That's the post.

Bonus

set up t

for any

11

ole]

Nts if you work with

nel
messages received while
they are out!

r inboxes to auto de

1 to
ete

T th
Sen

reg

T th
Sen

MOon

ey're welcom
them a gift
'y and a food delivery gift
N Baby arrives.

d

ISt
card whe

ey're working throug
nDay f
ths of a meditatio
therapy service.

C
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flowers and

INg a

from

Daby:
heir

O

N loss:

- a few

1 Of
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#4 FKase the returns

Returning from leave is a huge 1. Help them identify some
moment of upheaval and quick wins to help them
transition. Again, please don't rely regain any confidence they
on HR to make re-entry smooth for may have lost while out

your team members.

2. Map out a growth plan for
t's your responsibility to help your them so that they know you're
returning team member regain still invested in them and their
confidence in their work (especiaHy career trajectory
important if the leave was long)
and feel invested in, valued and set 3. Realign with them on what
up for success. they want to get out of their

job. Their intentions might be

different from before their
leave, as they likely have
experienced a huge shift in
nerspective. Don't assume
that they want or are
motivated by the same things
that they were before

12
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#5 Be there for the
employees who are at
work every day

Pla
anc

we love p
data and t

thougrl
Michel
does s

| can commit

DUring

S

S

Before:

the current work

Uppor
From others?”

Note: If you
Upport, do

N for leave open
ask your team for feedback
pefore, during and after. In addition
to asking open-e

y as a grou

:)_

nded questions,

Ulse su

tS O
e IS out
Upport

on

'veys 1o ga
rack trends over ti

- "How are you feel

0acl

cdoyoun

eeC

? What
? From

‘her

M

"Let's talk about your

N covering XYZ whi
eave? What
ook like? Here's what
to you...”

INg a

K]

€.

e

DOUT
nd of

Te:

need to hire temp
it, swiftly

After: “What worked what didn't

work? Look at suppor
rces, and comm
ime, what shoulc

‘esoL
Next ti

differently?”
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Spend the
what's goir
if it's not a
now that you ce
little things with t
(obviously tons o

cVverl
S

|[der additional wor
them — as a partner. Put
rself on the coverage plan!

goni

(f

'ime to still

N thei

nuge

K With

KNOW
- lives —
moment,

)

ebrate the

nem t
" these tips

00

can apply to vacation time as

well).

We hope this one
1ze you

don't

pena

for someo
ng back vacation time or
extending hours

clawi

CeIm

IS ObVi

Ous:
oyees

P

ne else’s leave by

LUMO
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Systemically Supporting
Your Team Members

This means with formal policies & advocacy
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#1 Advocate for benefits
& policies betore they're
needed

Some examples:

15

—quity in policies for all parents
and caregivers — birthing
parents, adoptive parents, etc.
regardless of tenure or level
Benefits that allow for employees
to continue accruing vacation

days, commissions and bonuses

Sup

ementary benefits for
birthing parents — lactation

consultants, pelvic floor

€ave

~ertili
Abortl
Childcare subsidies

therapists, etc.
Miscarriage and pregnancy l0ss

'y benefits and leave

on support and leave

Covered therapy sessions,
massage, acupuncture

USE YOUR PLATFORM TO PUBLICIZE YOUR
COMPETITIVE EDGE

Look no further than the
#ShowUsYourLeave campaign that took
LinkedIn by storm. You should use your
personal platform & social media to
showcase your benefits to the world and
spark conversation.
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#2 Share cultural
practices with vour

C-sulte peers

Be a cha

nge agent by sharing what

you do — even the things that you

don't get

amongs

have honest and open dialogue

right. Ideally you already

L your peers and with your

boss / C

-0,

This means sharing the playbooks
and templates but also your
cultural practices and norms. Get

them on

board by sharing the

impact this has had on your team

— throug

prove thi

16

h stories and data (pulse

surveys on employee satisfaction
and engagement go a long way to

ngs like this out!)

WE CAN HELP
We're always here to help you prepare for

and facilitate peer conversations.
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#3 Drive
whole-company
conversations

CMOs are taking on more remit
related to employee experience

and employer
you have mo
ever to push-

externally.

Consider s
resource g

oup (E

NDONSOT]

ng an e

il

RG) to

el

brand, and given this,
e permission than
‘he conversati
within your companies anc

On

Dloyee
D

employees navigate different types

of leave.

—ncourage those
shareable resources — for example,

-RGs to compile

a parent ERG could crowdsource

ana comp

ile childcare options that

can be shared with expectant

parents.

17
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Or go even bigger. Cancel all

topic.

We love the example that

8,000 sho
175,000 e

s inorderto b

mployees throt

racial bias training progra

meetings for an entire day and
oring together your whole
organization to talk about this

Starbucks set when they closed
INg

gh a
m.

LUMO


https://stories.starbucks.com/stories/2018/beyond-may-29-lessons-from-starbucks-anti-bias-training-and-whats-next/

CMO HOUSE

BLACK GLASS

#4 Use your platform

and purchasing power

Call out others that arent doing
enough for their employees.

PUt pressure on others to Improve
DY requiring vendors to meet
certain requirements (e.g., we only
do business with companies that
orovide a minimum of 12 weeks
naid maternity leave).

Think twice about doing business
with state governments in places
that don't support access to
‘eproductive care

18
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We’d love to hear
from you.

Ok, that's it! We'd love to hear from
you if you found this helpful — or if
there are things we missed.
Parenthood should be a team
sport.

You know... “it takes a village” and
all. Leadership is not just about
waiting for the village to present
itself; it's about creating the village
that you want and need.

19
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LUMO
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About LUMO

When it comes to parental leave, it's often unchartered territory
for all involved. From HR leaders to managers to employees
themselves, this transition can be overwhelming, confusing and
disruptive — leading to losses in retention, productivity and
careers. But it doesn't have to be that way.

LUMO is the leading solution for progressive organizations that
understand supporting employees through this transition isn't
just good to do — it's good for business.

Only LUMO was created by coaching, DEIl and career
transformation professionals. From curriculum to coaching to
community, LUMO is a trusted advisor and partner to client
companies across industries. And with over 50 years of
combined experience in supporting parents through this
transition effectively, their proven approach leads to more
consistent retention, improved productivity and better outcomes
overall for both employers and employees.

20
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https://www.lumoleadership.com/
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WORKSHEET 1

Emplovee Relationships

Use the worksheet on the following page to assess your strengths in the
areas discussed. For each employee you supervise, score your relationship
in the following areas on a scale of 1 to 5.. After completing this worksheet,
for each employee, choose an action you would like to take in service of
improving your relationship with this employee.

Example: Trust

| notice that | tend to micromanage Charles when | delegate a project to him. With his
going on parental leave, | check in on the status of his projects and tasks more than | have
with other employees. There is an opportunity for me to extend Charles more trust and
micromanage less. | will meet with him to set a plan for checking in and stick to it. | will ask
Charles what additional support is needed.

Instructions: Copy this worksheet as many times as needed to assess your
relationship with all employees you supervise. Score your relationship with
this employee in the following areas on a scale of 1 to 5 (1 = not
established, 5 = well established) and define your actions to take.

CEmployee

Score | What's going well? What could be better? Action to take

Empathy

Trust

Generosity &
Charitable
Assumption

21
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WORKSHEET 2

Crucial Conversations

CRUCIAL CONVERSATION STARTERS:

mater
includi

1. What is your p
. How can | sup
. What Is most
. What do you r
OW are you g

2
3
A
O.
6
/
3
9

alis to
ng all a

. What do you n
. Are you aware

. Is there anything you'c

Import
eed during your
etting support
. What are your expectations of me while you are out or
eed upon return?
of company po

an for
DOIt yo

eave?

dl

U in leaving
t while you

Disclaimer: Every company has a unique approach
| e used in conjunction with your com
pplicable state and federally regulatec
Human Resources Department or policy administrator.

d

ra

€C

S

he tea

e Oor

PREPARING FOR CRUCIAL CONVERSATIONS:

BLACK GLASS

icies around leave?
ike to discuss with me that we haven't talked about yet?

leqve”?

LUMO

0 their employee leave processes. This
pany's established policies surrounding leave,
laws. Please consult with your company’s

M and company better in your absence?
your leave?
ition to leave?

before, during, and after leave?

YES

NO

Are you calm and o

nen? Ready to connect?

Are you c

ear on wh

COonversal

lon?

at you hope to accomplish by having this

Are you relations

Nip to the person as a capab

e part

ner?

own?

Are you ready to
their person and their perspective — even if it doesn't matcl

orainstorm or reach across the tab

e 10 su

Dport

you

Are you ready to discuss the topic without trying to prove a point
or change the other person?

Are you reac

y to listen and collaborate?

Are you ready to hear new ideas?

Will your attitude support learning, sharing and problem-solving?

Have you createc
share their thoug

Nts and

concerns”?

a safe environment for your direct report to
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WORKSHEET 3

L.eave Agreements

THOUGHT STARTERS

Disclaimer: Every company has a unique approach to their employee leave processes. This
material is to be used in conjunction with your company’'s established policies surrounding leave,
including all applicable state and federally regulated laws. Please consult with your company’s
Human Resources Department or policy administrator.

1. What agreements do you currently have with your employee for their leave?
2. What agreements have been created with the members of the team supporting

the employee on leave?
3. What agreements need to be created in order for you and your leave employee to

be prepared?

LEAVE PLANNING CHECKLIST

IN NOT

COMPLETE PROGRESS | STARTED

My employee and | have co-created (in writing) a leave
nlan that supports us both

am clear on what is most important to my employee in
‘egard to their leave

| have an overall understanding of our company’s policies
around |leave

| have an HR point of contact for questions and concerns

My employee has an overall understanding of our
company’s policies around leave

My employee has an HR point of contact for questions
and concerns

| am clear on my employee’s exit plan

| am clear on my employees plan for returning from leave

The team is clear on my employee’s exit plan

The team is clear on my employee’s plan for returning
from leave

have communicated to my employee my intentions for
connecting during their return from leave




