
Key Takeaways:

1. Purpose of In-Person Gatherings: Emphasize the purpose of in-person time, distinguishing between team bonding and productivity to align activities with intended outcomes.
2. Balancing Fun and Business: Consider the right balance between fun and business during offsites to maintain engagement without sacrificing productivity or team building.
3. Cadence and Planning: Determine the appropriate frequency and planning of offsites, taking into account budget constraints and the specific needs of different groups within the company.
4. Employee Inclusion and FOMO: Address issues of employee inclusion and fear of missing out (FOMO) by ensuring that gatherings cater to various departments and by sharing experiences company-wide.
5. Remote and Hybrid Challenges: Tailor strategies to meet the challenges of fully remote and hybrid setups, focusing on how best to utilize occasional in-person opportunities for maximum benefit.
6. Cultural Building vs. Work Focus: Shift the focus from purely work-related activities to building company culture and strengthening relationships, especially when gathering opportunities are rare.
7. Utilizing Local Gatherings: Explore local gatherings to minimize travel costs and disruption while maximizing the frequency of in-person interactions among nearby team members.
8. Leadership Role in Attendance: Encourage leaders to participate and lead by example, fostering a culture where attending in-person events is valued.
9. Feedback and Continuous Improvement: Gather and act on feedback from these events to improve future gatherings, ensuring they meet the evolving needs of the team and the organization.
10. Documenting Best Practices: Develop and share documentation on best practices for in-person gatherings to standardize and enhance the quality of interactions across the company.


Transcript:

Speaker 1
Hi, everyone. 

Speaker 2
You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about making your employees in person time worth it. This roundtable is led by Jamie Hodari, CEO of industrious. In this roundtable, Jamie touched on a few topics that are relevant for both fully remote companies and also hybrid companies. For example, we talked about how much in person time should be for fun versus business, the right cadence for off sites, depending on the budget available and who they should be for. What the attendees found particularly insightful was his breakdown on the cadences for executive versus leadership versus all company offsites, and his emphasis on belonging over productivity generally for the reasons to be getting people together in person. So you'll hear more about all of that and more in just a moment. 

Speaker 2
All right, let's get started. 

Speaker 1
Yeah, I would love to just start. I guess it would help me, too, in just thinking about how to position some of this stuff to get a sense of, you know, what your. You know, what your role or company is and just what do you have some sort of formal policy about when people need to come in, if they need to come in, etcetera. Great. 

Speaker 2
So why don't we go? According to my screen, we'll do Sandy, Tobias, Amy, and Julie. 

Speaker 3
So, you know, for us, we're a fully remote company. So what I'm looking for is just learning more about how I can do better when I do get a chance to get in front of my team. So I'm just here for listening to everyone and understanding how they're best, utilizing time with folks when they do get a chance. 

Speaker 2
Sandy, have there been things up until now, reasons where you have brought people together? Like what have been some touchstones up until now? 

Speaker 3
So last July, we had a 33% Rif. So what we did was in order to kind of settle the company, we brought everybody together for an off site, some other reasons. We bring folks together, departments that need to get together, like our sales team leadership meetings. I know there are some other smaller groups that get together to do some fun activities, but I'll tell you, the rest of the company does suffer from fomo when they see those things happen. So I'm trying to learn more ways or better ways that I can take advantage of time when I do get it or even ask for more time together. Right. So hearing ideas of what everybody else. 

Speaker 1
Is doing with their companies. 

Speaker 2
Great bias. And then Amy. 

Speaker 1
Yeah. 

Speaker 4
So we're a counterpart. We're also fully remote and spread across the US. So similar to Sandy, I think it's about how to maximize that time at off sites, the mix between fun and business at offsites, because sometimes if it's too much fun, you're not getting anything done. If it's too much business, you kind of lose some of that ability to build culture. And then how often other teams are doing ad hoc off sites with smaller teams. If that's a positive strategy, we do some of that, but usually it's targeted towards specific client meetings or opportunities as opposed to just like building a culture or function within a team. So how effective is one or the other? And should we be prioritizing more of that? Ad hoc opsites for non project related or specific client related activities? 

Speaker 2
Amy, Julie, and then Tammy. 

Speaker 5
Yeah, so we are also, I think, as Sandy said, 100% remote. Have been since the pandemic hit and let our office go. And now we're too big for our old office and decided to save on real estate. And we've also been struggled through a recent layoff and obviously cost savings is top of mind. But we do have a group of. Our tech team is actually intelliv. They have an office, so we don't have an, you know, I don't have an. They have. They do lots of in person events and amazing things. And over here, we're just struggling to. 

Speaker 1
Kind of, you know, to the events. 

Speaker 5
That we do hold, virtually getting people to show up. You know, we don't have a lot of budget, so we can't. We're not doing, you know, as many, you know, we have to get creative and our engagement team, you know, tries. Our engagement person, I should say, now tries their best. So just curious how if there's anything, any special sauce that people are using to get people to, you know, attend, show up. I'm also having some problems with getting leaders to come because, you know, obviously it's very much lead by example and, you know, encouraging leaders to encourage their teams to come to things is really, I think, is where it starts. 

Speaker 5
And getting that buy in, you know, with everyone being very strapped and as I said, coming off a layoff where everyone's got lots more on their plate than they used to have. It's just having that time. But, you know, how do we make it that people really want to come and make it a priority versus feeling like they have to show up? And so it's. I know many people struggle, so I'm not alone, for sure. 

Speaker 2
Yeah. Great. Thank you, Amy, Julian and Tammy. 

Speaker 1
Sure. Hi, everybody. 

Speaker 6
So we are remote first. We have employees all over the country and some international, but we do have a small office in Manhattan that some of our code, our two co founders and a couple other executive team members are based out of. 

Speaker 1
And then kind of like a few. 

Speaker 6
Random other people in different roles. And then we have a small we workspace that we use on the west coast in LA that we have like a handful of people who come there every so often. So we're remote first, but do have these kind offices that some people go to and people will travel to the offices as needed. But we've been really trying to get into an off site cadence as a company to get that in person time together. So we've been trying to do two full company off sites per year in May and October. And then we encourage our individual teams to have team specific off sites in the quarters in between. So I think for me, it's kind of like, is that thinking about the balance, is that too much? 

Speaker 6
You know, there's obviously cost associated with that, but I think the time historically has been really beneficial in building those relationships. It's just kind of difficult to quantify the impact of that. And then I think historically, a lot of the time has been spent around, like, culture building and trying to use. 

Speaker 2
A lot of the time to have. 

Speaker 6
Fun and just build a team and get to know each other versus being two heads down in the business, just since that's what we're doing when we're not together. So just curious to hear perspectives on that, if anyone has experience one way or the other, or just kind of like best practices around that balance. 

Speaker 2
Excellent. Thanks, Julie. 

Speaker 1
All right. 

Speaker 7
Hi, everyone. And the last one left, I work at visible. I don't think I know most of you, but we've been hybrid for quite some time. And the way we did that is first, you know, we're, we built two amazing offices before the pandemic, or during the pandemic, thinking that when we're going to go back, we're going to have an amazing environment and they're amazing and beautiful. However, we've gone through to reduction in forces. So, you know, both offices became way too big, which is very unfortunate. But, you know, we're a global company and we see huge differences between the different locations. So we landed on two days during the week, Monday and Wednesday, where everybody globally is expected to be in the office. 

Speaker 7
We never made it mandatory in the sense that we're going to fire anyone who doesn't show up, but we certainly set the intention, and we also defined what's the intention when people are in the office. So we encouraged people to change their one ones to that day. We gave like a whole list of best practices, how to best utilize the time in person, which resonated really well in Israel. We have people in the office every day now. They're all back, and we also downsize the office there. So the environment is amazing. So everybody shows up just organically almost every day. Ukraine. Funny. And I mean funny. There's nothing funny about the situation there. But people are coming to the office because it's an escape for them and it's a place to come and be with their community. So that's going really well. 

Speaker 7
Same in Cannes. The only place where it's a big problem is the US for some reason. But we do have a core team that shows up in the office Monday and Wednesday regularly, and then sometimes other days as well. But it still is not the same as in other locations. People still are worried about the cost of commuting and, you know, they feel like the time spent commuting is maybe not worth it. And, you know, all kinds of other reasons and excuses, but we're still sticking to the two days a week where everybody's in the office and we're trying to design a lot of activities and things that will best utilize the time. 

Speaker 1
We have in person together. Great. 

Speaker 2
Tami, is that document that you said with how to best utilize the in person time that you said that resonated, is that something that you'd be willing to share with the group? 

Speaker 7
I have to dig it up. It's been six, seven months now, but yes, I can definitely find it. 

Speaker 2
If it's something that you got positive feedback on, then I'm sure others would be happy to see it. I'm seeing a few heads nodding. All right, I made a little mini agenda here while you were all talking. Fun versus business, company versus team, offsite cadence and time spent in person were things that came up in those. Is there anything, like, big from that level that I missed just to kind of help organize? Jamie, you'll be able to start with whatever you want, but I'm putting them in the chat. 

Speaker 1
But we all. Sounds right to me, I think because other than Tommy so much, everyone kind of has remote first companies. Maybe I can keep it a little light on the, like, once a week, twice a week. What do you do, you know, XYZ, because it just sounds like that's not the place your guys businesses are in. Or plan to be in. And so I don't want to be kind of, you know, harping on stuff that's not going to be as useful. I think I'm a big off site person. Our company is very big into off sites and thinks a lot about what that more episodic but high impact way of gathering is. So we can definitely focus primarily on that. Just actually to say on the industrial side, for us it's a total free for all. We don't, we have about 700 employees. 

Speaker 1
I think 3400 of them are kind of frontline employees that have to be in every day. But for the corporate team, we don't have any true rigid policies and it's very distributed. But in cities where we do have a core, you know, a critical mass of people, we started having people all have to come in at least once a month and now have moved to once a week. And I think that has been effective for us. But there are some quirky things, actually, you share the slides. I can speak to a few things quickly while you're pulling it up. I think a couple of quick things I will say is, can you see. 

Speaker 2
My full, can you see the full screen? 

Speaker 1
Yeah, if you go to the next slide. So let me just do the 2 seconds of what most companies are doing. I think there are very few companies that are requiring people to come five days a week and there are very few people that want to never come in. And I think that's one thing worth noting, is if you're a fully remote company, that's okay, and people make it working from home. But I think there was a lot in the press about people like not having to change other pajamas, etcetera. And what we see in our data, I think this is the next slide is commuting is the big thing, so it's not, people really don't like to commute. And all of the other obstacles that are related to coming in, this is like ten x. Anything else? 

Speaker 1
So there's, if you go to the next slide, there's like some data on it which I don't think is as helpful. I'm happy to send this, but I think if you go to the next one, I can just speak to my own personal experience. So we have a headquarters in Union Square and I live in Brooklyn. And last year, until about middle of last year, I really said to myself, I'm going to be going in, I'm going to go to our headquarters. I think the next slide actually shows the distance from my house. And I looked back because we have a app. I looked back and I basically thought I was going in quite often, but I was going in when I forced myself to only go to our hq. I went in between one and two days a week. 

Speaker 1
And then middle of last year, we said, anyone can go to any industrious they want. And I happen to have one that's about like a nine minute walk, or about a little more than maybe twelve minute walk, or a very quick bike rider scooter. And my wife happens to also be like an access member there. And then when I looked at the data, now, I've been going in more like four to five times a week. So I go two to three times a week to the no commute office, one time to the headquarters, and then between zero and one days a week, I work from home. And I think that's very typical, that if people actually have a place they can walk to, have a beautiful little bike ride to, they do actually tend to do that more so than working from home. 

Speaker 1
Doesn't mean anything wrong when working from home. But it is of a clear data point that the primary obstacle, if you do want people coming in two days a week, etcetera, is, at least in the US, is commuting. And I will say, to back up Tommy's point, that's like, you know, we have locations in France and the UK and the Netherlands and Singapore and Hong Kong, etcetera, and pretty much everywhere else in the world. People, even in the absence of policies, tend to go in more like four days a week and work from home one day a week. And then obviously Americans, it's much more balanced to more like two to three days a week if there is a place nearby or less than that. 

Speaker 1
So that would be my first thing is just if you did, over time, say we're remote, but we want people to have places they can go to, even in their home cities, I would say I would be much more focused on commute than before COVID so, for example, if there are a lot of employees in Westchester, if you actually want employees seeing each other, it would be much better to have a little mini space in Westchester than to expect people to take the metro north into the city with any frequency, because it's just very clear that's not happening these days. On a different note, I think this is the next slide, but I think something, if you go to the next one, this is another thing I would think a lot about, especially if you're ahead of people. 

Speaker 1
But really, anyone in a role like this, there are way more options right now than I think most people are aware of. And a little bit shame on us and some of our competitors, but in general, for not doing a better job of pointing us out. But in the last two years, there's been this flourishing of. You can rent a once a week headquarters, or a once a month headquarters, or every Wednesday, you can get an all your employees can access spaces all around, but only on Wednesdays or things like that. So there's. Or you can get a small office, but with 25 key cards or things like that. So I would say this is something we don't necessarily need to discuss it, in part because I think it sounds like most people are primarily remote. 

Speaker 1
But I would definitely say to you that relative to three or four years ago, where it was like, take a headquarters space or have everyone work from home, there's an enormous amount of kind of complex, a little bit annoying to have to navigate, but really, I think, subtle and very useful subscription options that different workplaces around the world are offering. And I think people save a lot of money doing it too. Because if you don't have people going in all the time, it is much more affordable to have a space only on Mondays or things like that. Is this something that would be helpful for me to elaborate on? Or if not, we can kind of leave it at that. 

Speaker 2
Let's get on to some of the questions that the group brought up, if that's okay, unless anyone has a specific question about this. 

Speaker 1
All right, let's keep moving on. So this speaks to a lot of the questions people had about fun versus productivity. So there are two major like when companies say, we have to have people together, etcetera, there's a lot of things, but you can essentially group them into people who feel like people should be together, because it creates affiliation to the company, it creates loyalty, it creates human connection with the colleagues. And then there's people who feel like people have to be in person to basically get stuff done. There's a certain type of problem solving that only works well in person. There's certain types of meetings that only work well in person. What I would say, I think the next slide speaks to this. But like, you know, essentially you're talking about a belonging value prop for being together versus a productivity one. 

Speaker 1
And I would say, I can say almost definitively, regardless of your company, the belonging one is the more important one. There's just very little evidence that it's actually true that people can only brainstorm in person, or people can only problem solve in person or XYz. But there are a lot of types of human bonding that, for better or worse, kind of can only happen in person. So I would let yourself off the hook. I know. 

Speaker 1
I think it was Sandy or someone had said, look, I want to make sure we're making best use of our time, or I think I would let yourself off the hook a little bit about that use of productive time when in person, no matter how much you think the bonding time, the culture focused time, is too much, I would argue it's probably still not enough, in part because so many employees feel so isolated right now. They are not really seeing people outside of their close friends and family, and their colleagues are one of their only outlets for kind of what people call, like, weak ties or weak relationships, which are an important part of human life. I would argue when you do offsites, when you do gather people, it should be relatively unstructured. 

Speaker 1
It should be very focused, again, on bonding, though I do have some ideas for how to bring some more concrete sort of, you know, company time and work in. 

Speaker 2
Can we pause there and see what comments, unless you had something else, Jamie, that you wanted to add on that point. I'm curious what people's thoughts are about this kind of clear way of saying it, which is that emphasize belonging and. 

Speaker 1
That, like, de emphasize productivity. 

Speaker 2
Right. That it should. It should get the preference when it comes to thinking about how to spend the in person time. I'm curious from the group. Agree, disagree thoughts. What's. What's been your experience with this? 

Speaker 4
Go ahead. 

Speaker 1
Sorry, Tobias. 

Speaker 3
I have some thoughts around it. So it depends on how often folks are able to get together or not. So, for us, if we have a chance to get together, because we're spread all over the US, Canada, and some other countries, we really want to solve problems that are best solved in person. So we do focus on that, but we do find ways, maybe the tail end of the day or during lunch, where we'll break off and go to a nice restaurant. So we're, you know, we're a restaurant or a food tech company. So we try to find ways to integrate that into our day. 

Speaker 3
But for me, it just depends on how often we get to see employees, because they'll tell us we got so much done because were in person opposed to trying to do or have these conversations remotely, that we do try to focus on productivity. But maybe I need to take a little look around that and maybe not emphasize as much. I don't know. May have to try that next time. 

Speaker 2
Tobias. 

Speaker 1
Yeah. 

Speaker 4
So I think we tend to do what Sandy said, too, but I think, I don't think it works the best. And I think I'm likely going to use this as evidence to try to convince us to do the opposite. In terms of, I think I've heard from a lot of other people at lower levels that they're burnt out from an off site that's meant to be more culture building. And we don't actually like, there's some key things that we get together, but we have a high engagement that we can do that remotely. Now, I'm not saying the entire time you should be going out drinking and doing so forth, but we don't build enough breaks or time for the culture. We've emphasized overemphasized productivity, and I agree with your findings. 

Speaker 4
I think it's more important to emphasize that those connections and I don't think we've done the best job. And so I'm likely going to use this as evidence to try to shift more towards the culture and building side as opposed to the productivity side during the off sites. 

Speaker 2
I'll jump in here and just share that we did about a month ago, maybe an off site specifically and roundtable specifically on off site planning. And so I'll drop the link in the chat when I stop sharing my screen here to that. It's in the content library that you all have access to. And I email out every week. One of the things that Lindsay brought as an example in that roundtable was that the biggest waste of time she has experienced in the last few years was being flown all the way to Miami. The whole team, everyone's going to Miami and then spending two days in a conference room with, like, more sunlight and, you know, just like, okay, you're all together. Just like, go brainstorm. Right? And they were like, well, why'd you bring us all the way to Miami? 

Speaker 2
It would have been much cheaper to do that. There are cheaper places to have brought us together to just be in a hotel room thinking, so I'll just name that as, and I'll put the links in the chat in that. 

Speaker 1
Yeah. 

Speaker 7
I think what, just to add to what you said, I think what often. 

Speaker 2
Is being made is the purpose, whether. 

Speaker 7
It'S an off site or a day in the office or whatever it is, I think because it's no longer something that happens regularly, then you try to cram everything into those two days. So it's about training and team building and sharing information and collaborating and solving problems, and you try to do all together, and then you lose the whole point of getting people in the first place. So I think defining that intention and what is the actual purpose to invest that money and effort to get people together is very helpful. I will also add to the days in the office, one of the things that does resonate well with our people. It's less about culture, or we don't define it as culture or an off site. 

Speaker 7
And we very much focused on the community building aspect of it, because I think in the world in general, there's a lot going on, and people are just mentally, emotionally, not in the best place, regardless of where they live in the world. It's just a common theme, unfortunately, right now. And I think what people are really looking for is those personal connections. And it can be around culture. It can be professional, it can be just friends getting together. Creating those very low key, gentle opportunities for people to just be with other people is actually very powerful. So we are very much focused on that versus, you know, creating an offside to intentionally talk about culture and kind of the big thing is too much, I feel, for people right now. 

Speaker 7
So we're very much focused on if we can create one relationship, one additional relationship for someone. For me, it's a win, because that, at the end, creates that sense of, you know, we're one company, one community, driving towards the same goal. So it actually works pretty well right now for us. 

Speaker 2
One thing to say about the purpose and kind of creating that purpose statement is that it goes to one of the points from the beginning about who should be involved is when you create a really specific purpose for why you're bringing people together, you can also define from that who should actually be there. Is it an all company thing? Is it for people at a certain level within the company? Is it for a certain function within the company? That can help be much. You can be much clearer about that as well once you have first decided, why are we bringing people together? 

Speaker 1
Yes. Okay, so I guess a few quick thoughts on my end. I think that people like working towards a goal. They like to know that there's a purpose. I actually think it can be stressful for people if it's like, let's just spend two days in Miami and have a good time together. And so I think to marry the two. What we always do with off sites is we say, here's the four goals of the off site. But typically three of the four, all of us, would think of as being cultural or interpersonal. So we would, and we oftentimes say to people in advance, here's the gallop. 

Speaker 8
About people's enjoyment of their job, for example, if they have close friends at work versus if they don't, XYZ. So you're all going to, you know, whatever, something like that, and then say, the goals of the off site are, number one, to walk away having three new people at work who I could call if I had a difficult problem I had to work on, or things that are sort of oriented in that way. The second goal is to understand the work of four other teams better than I did before the off site. So it's still structured as goals. You're still able to feel like, wow, this was productive time. It's much more oriented towards those belonging rather than productivity sort of thing. 

Speaker 8
Then I think next, I would say on the productivity side, what we and with some of our member companies have seen is the most impactful, and it. 

Speaker 1
Takes a lot of work, is to. 

Speaker 8
Still even make the stuff that is about business decision making structured in a way that could only be done in person. So rather than saying, let's sit in a conference room with 18 people and hash things out, what industrious always does is we create a multi day simulation. 

Speaker 1
Of the business, and everyone's in teams. 

Speaker 8
And the whole offsite is like a color war. And so you have games, you have device that launches watermelons, but also you're having to basically do a simulation of the business over the course of multiple days where you're learning about the p and l, where you're learning about competitive strategy. It still feels like, oh, yeah, there's no way I could do this sitting at my computer. And they're building interpersonal bonds even as they wrestle with some of the more substantive questions. 

Speaker 8
And so if any of you want, I can send you the like rule book and all the digital stuff around that game just as an example of the kind of thing where people could feel like, okay, the company's really spending time to make sure that this time together is productive and interesting and connected, and also the ways in which productive are uniquely sort of well suited for in person time. I know people ask about frequency, so I feel like this is not news, but like, I don't know what others do for us. You know, every book, like five dysfunctions of a team or whatever, it's basically always like, if you can afford it, you're not doing enough off sites. 

Speaker 1
Like, if you can make it work. 

Speaker 8
As a company, they're always more productive than you expect. 

Speaker 1
So I, for example, do three executive. 

Speaker 8
Offsites a year, three leadership team off. 

Speaker 1
Sites a year and one to two. 

Speaker 8
All company off sites a year. So whatever that is, I'm going to eight offsites a year. That's probably at the extreme end, but I think for most people in a leadership position, a company, it's absolutely appropriate to be going to something like four or five company level one or two, a team based one, and a sort of band five seniority level one. 

Speaker 1
Does that resonate for others, or does. 

Speaker 8
That sound like offsite overload? 

Speaker 6
That sounds similar to ours, which I think sometimes it feels a little like overload, especially like, being the planning for some of them. It feels like we end one and we're into the planning for the next one. I'm curious, do you guys require attendance at those? That's a challenge we deal with and that we have some specific employees that come to mind that I know have never been to a team specific or company offsite. And to this point, we've sort of been okay with that and allowed them to not come if they choose. But I'm just curious whether other people have mandatory attendance requirements for those types of in person meetings. 

Speaker 1
Go ahead. Yeah, I think. I think there's an in between that I've seen work very well, which is essentially to make them opt out. So you don't say, hey, you all need to be here. You say, we're having an off site, and if there's any reason, you know, someone can attend, please let us know. And you're implicitly saying, like, you cannot come, but there would have to be a reason. It's not, you know, and then we do get maybe 5% to 10% don't come. And they usually say, you know what? I'm. I've got two kids. This flight is just going to be too much for me or XYZ. And I think mandatory sounds too coercive. And, you know, not giving an indication of the expectation, I think, can actually be stressful for people. I don't know, there's this. 

Speaker 1
I don't know if you guys have read this book, which is, if you work in people, I think it's really helpful, but it is a little, like, oblique. It's this Priya Parker book called the Art of Gathering that's about, like, throwing dinner parties and things like that. And she's very far in favor of, like, it's not cool when you invite someone over for a dinner party, and then they're like, hey, everyone, show up whenever, sit wherever. It freaks people out versus saying, like, please come. At eight, we're going to hang out for 30 minutes. Then here's assigned seating. And so I think with things like off sites, it is actually very helpful to be relatively explicit about the expectation. But I'm very far in favor of we're having an off site. We expect to come. 

Speaker 1
If there's a reason you can't, though, definitely let us know and make it clear, like, we're not going to get in your hair about it. If you can come. 

Speaker 2
I'm a big fan of that book. I did Priya's six part course last year as well, which I use in my. When I, when I facilitate. I plan and facilitate gatherings and off sites. It's very, extremely useful and helpful. But yeah, I don't use it so much for dinner parties, but definitely in the workflow. Amy, sounds like you look like you. 

Speaker 5
I was just going to agree with Jamie and that it is, you know, here, you know, we. And the only off sites we really do for budget purposes is four times a year we do senior team. So it's about 14 people, and we alternate between New York and Tel Aviv. And then it's, you know, we set it up well in advance. Well, we set up well advanced. Now, we didn't used to, for example, I couldn't go to the last one because it was during my kids spring break and that was good for everybody else but me. So I didn't. I didn't go. But, yeah, now it's known that it's like we already planned. We planned June, September, and then there'll be one in January. 

Speaker 1
So. So do all. So you guys don't do an all company off site? 

Speaker 5
No, we used to do one for like, fun. We did a US based and the Tel Aviv based, but our, we don't have the budget anymore. 

Speaker 1
Do others do an all company one or. No, I totally get. The times are in. Yeah. And they are very expensive. Like, the industrious one, I think, is relentlessly frugal. It's at like this summer camp in Georgia. I think it's like $160 a person for two and a half days, including food. But once you add in all the flights and everything, it inevitably is $250,000 or something like that. And it's just regardless of size or business, that's a big check. I would say maybe on this issue of cost that we've experimented with all sorts and have seen other companies experiment with all sorts and really have found that the most rough and tumble cheapest thing that is not going to piss off your teammates, I think, gets the best cultural outcomes. 

Speaker 1
Like, people appreciate it if you fly them to some cool resort in Puerto Rico, but there's something really special about colleagues going together and grocery shopping and cooking a dinner together and serving their colleagues and stuff like that. So I actually think, again, if you're not. If you don't get too far in danger of people being like, what the hell? You're making me come to this thing, and I'm sleeping in bunk beds, I think you have to feel out the culture of your company. But then always, I think the off sites that err in favor of, again, a little bit scrappier, tend to actually have better cultural impact than the ones that feel lux. 

Speaker 2
Yeah, I'll say on that front. I recently ran a two day off site that was up in the mountains, and it snowed, and it was, like, beautiful. And were pretty scrappy in terms of the planning and what were doing during the day. It was, like, relatively simple stuff. And the CEO had asked two rising stars and the team to plan the evening program and gave them a budget that I wasn't aware of that they threw the most elaborate evening party. And it was so unbelievably fun to have, like, one thing that was, like, do whatever you guys want. And they. They, like, brought a casino in to and, like, set it up while were all having dinner in the other room, which was, like, you know, kind of sloppy Joe's style dinner. 

Speaker 2
And then we, like, all came into this room, and there was, like, tuxedo. You know what? It was, like, amazing. So I think also being able to play with that and. And finding, like, something that feels really special when you're doing the scrappy. 

Speaker 1
That sounds right. Yes. Yes. Totally. What else? What were the other questions? I want to make sure that we cover the stuff people wanted to cover. 

Speaker 2
So, Tobias, you had originally asked about fun versus business. We could do, like, how, you know, you feel like you got. Are we good on that? 

Speaker 4
Yeah, I think you covered that. 

Speaker 1
Okay. 

Speaker 2
Company versus team. 

Speaker 1
Okay. Let me say a couple of things on company versus team. So, one final thing on fun versus business, I guess, is to the teams that say, like, hey, we have to spend all day on this planning thing. I think it is valuable to have to ask the leader who's pushing for that to, at the very least, articulate. Like, this is why this would be three x more effective in person than. It's because lots of people need to speak quickly. It's because we're going to have to keep doing more iterations of this throughout the day. It's because it's a very painful subject and you need to be in person in order to be able to navigate the EQ side of it. But a lot of times people are just like, yeah, it'll be easier if we hash it out in person. 

Speaker 1
And like, you know, I'm biased in favor of person and still think most of the time they're wrong about that. And simply saying, hey, maybe we can just articulate why this is so ROI to be done in person can cut through a little bit of the noise. Especially if you finding your company is focusing most offsite time on things that would fall more in the productivity camp on the team versus like just company in general. I see a lot of companies struggle with this because they'll say, I want, like we people do want to see each other, but it's all the people in Denver and one of them's on the marketing team and one of the people, one of them is on, you know, the sales team and one's an engineer. So like what is the value of them being together? 

Speaker 1
They're not actually working on things together and a lot of JP Morgan's of the world right now are obsessed with this specific thing. But it's not just that teammates need to see each other. They need to be in the same function of the organization. And I would definitely say there's a lot of things that constitute work. And I think being with other people on your team and being like, hey, did you just hear what the CEO's and the all company call that? I'm kind of having trouble mining what I feel about that. Or have you noticed XYZ? That's work too, and builds a sense of affiliation. And so I think part of what makes people not end up seeing each other is the company's obsess over. Like, no, the whole marketing team has to be in one place at one time. 

Speaker 1
And that's very hard to do because you might have a marketer in Florida and a marketer in Dallas or something. And I think having people from the company get to spend time together even if they're not on the same team or the same functional part of the organization, I think is much higher impact than people expect it to be. And then periodically, maybe if you're a twice a week company, then once a month it should be the whole marketing team. If you're fully remote, then yes, I think at least once a year a full functional part of the organization should get together. But it's a really high bar and a mix of people from different teams accomplishes 70% of the same outcome. 

Speaker 2
I'm curious if any of you here do any of those kind of just social, geographic based gatherings, happy hours, or any events that people just to be in that collegial space together. Is that something that any of you are doing or have experimented with in any way? 

Speaker 1
We've done it kind of impromptu, nothing. 

Speaker 6
Structured, where we have, let's say, a customer meeting in Texas. So one of our executives is going to be down there. So he has those who are around him kind of come in and meet for an in person gathering, but nothing structured. We talked about doing it last year for a holiday party instead of having a virtual party or flying everybody to the same location, doing kind of like hotspots in different locations where people could have shorter flights to different locations, but we didn't end up doing it. 

Speaker 2
But maybe this year. 

Speaker 4
Similarly, we do it sometimes for new hires. And so if there's a new hire starting and joining and going to meet some people, if there's people nearby grabbing lunch or grab it, spending the day or night together to try to make them feel welcome. 

Speaker 2
That's a nice idea with new hires. Amy, you had taken yourself off with me for a second. Is there anything you wanted to add to there? 

Speaker 5
Yeah. Again, we used to do them, and. 

Speaker 1
You know, we just. 

Speaker 5
It's not part of our budget anymore, but we used to do them. We have, like, an interesting combination of, like, we have a ton of people who live in Charleston, South Carolina, for some reason, and they are in different teams, but they all would get together. Now, actually, they continue to get together. They just do it on their own. 

Speaker 1
So one thing I would say is, like, when you've got a distributed team, it is really nice when teams on their own volition say, like, hey, we actually all went to bowling together, but there is something really, I think, beautiful and connecting about synchronicity, even if you're all around the world. So, for example, like, at industrious, we did something called picnics around the world this September, where we're in 60 something cities and everyone had a very limited budget, but they all did picnics everywhere. 

Speaker 1
But part of the joy was, like, you got the impact of the picnic, and then, like, the french team showing the photo of them, you know, like, in a park with champagne and croissants or whatever, and the Hong Kong team, you know, by the ocean, and it really, like, amplified the impact of that because you were, even though you were distributed and doing something, you were doing the same thing on the same day everywhere in the world with a little bit of guidance for it. And that little bit of structure, I think, really goes a long way. So thank you, Sandy. I can send a lot of this stuff after this, too. I've probably got. I feel like I've been talking a lot. I probably have 15 other tips that I think could be helpful on this front. And again, a few templates. 

Speaker 2
I'm also. I just dropped in the chat. If any of you didn't see this article from the New York Times yesterday about this new study that just came out about remote supervision as being that younger employees are getting less supervision when they're remote. So a resource of something that is an interesting food for thought that I'm in a lot of conversation with these days. And at least, Tammy, it seems like it'll likely be relevant to when people are coming in some of the time as well. Tanner, I know that you've been kind of in and out. I don't know if there's any question that you have anything you want to put in the chat or if you're just here to listen. So I'll give you the chance also to join the conversation just listening. 

Speaker 9
These are great questions. 

Speaker 2
Thank you. Great. Good to see you. What other questions are coming up? 

Speaker 1
I can finish with a metaphor then, if no one has more questions. 

Speaker 2
Tanner, you look like you just took yourself off. I don't know if that's because you wanted to jump in or. 

Speaker 9
Yeah, apologies. This has probably already been covered and I'm joining late, but this team versus company concept is really interesting, especially from a budgeting standpoint. That sounds like many of you are remote. So I'm curious how you think about on a percentage of budget and the frequency in which these should occur or if there is a formula that you would prescribe. Just could be very general. 

Speaker 1
So from my end, here would be my advice. But I mean, this is going to be concrete, so maybe more precise than accurate. But one if, again, if the budget can make it work, one all company offsite a year to, I think the more senior you are, the more off sites you should go to. So there should be at least one team off site, potentially two. And then one or two, essentially. Like if you're on the leadership team offsite and then one or two executive team off sites on top of that. That's a lot. I think it's totally high roi and worth it. But. 

Speaker 1
And then I think if you were really resource strapped and could only do a very limited set of things, I would do one off site for the leadership team and then have each functional team have budget to try, if you can do it, to all see each other in person at least once a year. I think those are the two highest Roi of them all. 

Speaker 9
That's very helpful. Say you had all the resources that you could ask for and so now it's a question of being disruptive to the organization versus accretive to camaraderie. What would you do in that paradigm? 

Speaker 1
I would put industrious basically in that category. I think we're kind of at. We're probably spending as much as I would otherwise spend and like, the limitation is people's time and disruption to the business and taking them away from other things. And for us, I would say two all company off sites a year. Sometimes it's really helpful to have them be every seven months so they're not always on the same date. I mean, this is extreme. So I just. But I think it works. I like this. Okay. 

Speaker 9
I know what the upper and lower bound is. 

Speaker 1
Three in person executive team off sites a year. Three leadership team off sites. One is virtual. Sorry. One is. One is virtual. One is in a big city where the maximum number of people live, so you're paying for the fewest flights, and one is in an Airbnb somewhere where it's really about being out in the country and just bonding and doing karaoke or whatever. And that one is like, whatever. And then every team would do probably two gatherings a year. So the construction team would do two. The engineering team would do too. So if you're super senior, that means you're going to an off site every six weeks. If you're more mid level, you might go to three a year, and if you're upper mid level, you might be going to, you know, five or six a year is extremely helpful. I. 

Speaker 1
Yeah, I don't. I feel like this is not like so many management whatever books. Like, I feel like that this is. They are always like, these are really valuable. And that would be. Obviously a lot of those books are written at a time where people also were seeing each other in the office five days a week. So it's even more meaningful in the current context, I think is part of what makes me skew very far in the direction of if you can make the budget. And then I just think it's okay to be quite frugal with the off sites themselves. 

Speaker 1
So I guess the metaphor I wanted to leave you with, in case it's helpful, is I feel like a lot of work used to be a little bit like, and I used to work in education, so it might be that I'm oriented in this direction, like a high school, where it's like you see your colleagues, you see your classmates five days a week, you go to the same class every day, and you build camaraderie in certain ways that way. And I think the world has moved more to where being in a company is a little more like being in the university where, you know, you see maybe a small group of the people with some frequency, the other Westchester people, the other Charleston, South Carolina people. 

Speaker 1
You know, you might gather very infrequently and see infrequently see the whole college at orientation day or at the football game, and then you're working on difficult problems together in sort of projects and things like that, but that much more episodic, much less frequent, much more, in certain ways random that you just see the people who happen to be in your door most of the time, I would say. Still, when you think about people's level of affiliation and loyalty and connection, most universities people probably feel more warmth towards where they went to college than where they went to high school. 

Speaker 1
So I do think if you're deliberate about it, there's a pattern in that context where there's, you know, there really is a pathway to having people feel even more connected than they did in the era when they were seeing each other five days a week. But on the other hand, I would say true 100% online universities where you never meet another classmate, University of Phoenix, et cetera, you know, those have like an 8% graduation rate. So I do think it's finding that middle ground and saying like, you know, I only see my best friend probably four times a year, but we feel super close, like, you don't need to see someone every day. But I would think about the frequency in other contexts that people see people they care about. How often do people see their family? How often do people see close friends? 

Speaker 1
How often do people in colleges end up seeing all of, and maybe in a pinch you can use some of that as a structure for saying, okay, that's how humans work. That's how humans work. It's probably true in a work context as well. 

Speaker 2
Just thinking about it that way. So what I want to ask everyone to do as we're starting to wrap up here, is to put one takeaway into the chat. One thing that either an insight or a thought or something that you're going to try out. So let's get, let's take a moment and get that from everyone. 

Speaker 9
Sorry, I just have one follow up question, Jamie, if you don't mind. You spoke about these four meetings and I think I entered when you were talking about the time spent and what you should discuss on each. So company on sites. It sounds like this is more about camaraderie. And how long should each of these be for company on sites, executive on sites, leadership on sites, team on sites? Just rough order of magnitude. 

Speaker 1
I think maximum two nights, like a day and a half can totally work. We've done a lot of retreats. Used to do it more often. That were three nights. And even with our all company retreat, that was like, it's so fun. People absolutely love it. It's like everyone starts coming up with excuses. I have to get back to the city, XYZ or they go to bed early that third night. So I definitely think that is the. Yeah, that would probably be the ceiling. And I. And I think especially if you're resource strapped people flying in the morning, spending a day, having an amazing night together, spending the next morning and leaving around noon is kind of, I think more than enough. And two nights is probably a little bit better. More from a socializing point of view, people start to feel really comfortable. 

Speaker 1
So you're more likely to have that amazing game of Quiplash or that long conversation into the night on the second night. 

Speaker 6
Just a tip, if it's helpful to everyone. I was going to say we try to like pair our executive or leadership off site with a full company off site so that people aren't having to travel multiple times. There's still that kind of separate time to meet in person, but we just have that team add like an extra night at the hotel and usually go to a different co working space or something for that. 

Speaker 2
It's a good way of thinking about it. 

Speaker 1
I like that. Yeah. 

Speaker 6
Just to save travel costs. 

Speaker 1
Yeah, absolutely. 

Speaker 2
Good. Well, we have some good comments that came in here. Highlight the belonging over the productivity to see if I could get more budget for events. Scrappy offsites can be more impactful and think about how to bring in special moments for in person challenge. Whether it's truly better in person, describe why. Also belonging is key. Tobias, if you want to talk more about the purpose thing, I'm happy to talk about that offline if you want have people opt out, don't mandate, and want to think of creative solutions for resource strapped companies that can still unlock offsites or something offsite like. Yes, absolutely. Thank you, Jamie, and thank you all for joining today. 

Speaker 1
I'm going to wake dad from his siesta now. So thank you, Jamie. Thank you. 

Speaker 2
All right, everyone, see you soon. 

Speaker 7
Bye. 

Speaker 2
I hope you enjoyed this Benwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to us@communityenwise.com. I'm Maya Dolgen. Thanks for listening. 

