
Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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Ten thousand years ago the first agricultural revolution happened which allowed 
us to establish cities and civilisations and it moved the human race from hunter 
gathers to farmers and from tribes to communities and eventually to a societies.  
Focus on farming communities. Success measured by the stability and 
availability of food and resources.

1.

Four hundred years ago aided by the exciting new 17th century coffee houses 
where people from all walks of life came to debate and discuss new thinking, we 
had the enlightenment and scientific revolution which allowed us to reliably 
understand nature and create medical advancements and huge strides in human 
health.  Focus on ideas and thought. Success measured by the improvement in 
life and society.

2.

Two hundred years ago engineers and inventors like George Stephenson, Michael 
Faraday and Isambard Kingdom Brunel contributed to the industrial revolution 
creating rapid economic growth, moving farmers into factories and mills and 
forged giant leaps in technology, and transport and set the foundation for the 
modern age of 20th century. Focus on engineering. Success measured by 
increase in productivity and globalisation.

3.

Just over 30 years ago Tim Berners-Lee created the world wide web and set in 
motion the internet revolution, transforming communications, revolutionising 
education and access to information and knowledge. Focus on technology. 
Success measured communication advances and making day to day life 
easier/faster/more convenient.

4.

Now over the millennia, these key moments in human history have produced 
incredible leaps forward and transitions from one period of our history to the 
next, accelerating progress and transforming our thinking and shaping everything 
that would follow.   

Today we are in the throes of a social revolution, building on the internet 
revolution.  A social revolution which will transform our communities and how we 
build society, how we construct our governments and in particular our 
relationship with the idea of work.  The way we forge human relationships and 
create our social environments will see huge advancements and one hundreds 
years from now it will be unrecognisable from they way we do things today. 
Looking back from 2122 The way we've done things up to now will probably seem 
quaint and at best misguided, at worst destructive.  Focus on people and 
communities. Success measured by happiness and fulfilment.

5.

People are hungry for this change.  The world is changing and work is changing.  

And you'll be pleased to hear that, ironically, business will play a pivotal role in 
this social revolution and defining what the future looks like. 

When I got my first job 30 years ago.  I moved to a new town where I'd never 
lived before and went to work for Abbey National as it was then (now Santander).  
And when I started, work was the main focus certainly of my life and for most of 
the people I worked with.  All ages and life stages.   We didn't hate going to work, 
but it wasn't necessarily something we put our heart and soul into. We all went to 
a big office (roughly 2000 people) and worked 9 - 5 with a little bit of flexibility, 
we had a gym on site, so exercised at work, we had a canteen so we ate at work.  
We even had our shopping delivered to work. And after work we socialised 
together.  We played sport together.  Work was my community, but the work it's 
self was necessary, but not inspiring.  As I grew up a little things perhaps got a 
little more balanced and work life balance became more important, but it was still 
a way to kill time and earn some money and be part of a community.

Things have changed.  The generations coming into the work force have a very 
different views to those of us who grew up in the 80s/90s and early noughties.  
Firstly, they want to put their shoulder to something worthwhile.  They want to 
do really meaningful work that truly adds value to customers and communities. 
Work that has purpose.  Work that is more than just money.   Work that has a 
positive impact.   

Secondly, they want more freedom, they want to be able to live a multifaceted 
life of work and other things.  While they want work to be meaningful, they do 
not want it to be everything. They want it to be part of and the means to living a 
meaningful life. They want autonomy and the ability to work on their terms. 

But you many be sitting there wondering what that has to do with you and your 
business?  Why should I care?  How does this help me get the most out of my 
remote team?  I just want to hit my numbers, make money and enjoy life. 

Well, firstly, we need to think about this, because it's the right thing to do, but, 
here's the kicker.  All the research (Kotter and Heskett, Collins and Poras) shows 
that when you create teams and build businesses on the principles you make way 
more money too. So even if you're a die hard 1980s, Milton Freidman capitalist, 
thinking about the social revolution, understanding and incorporating these new 
concepts of work will increase revenue and profit.  And frankly, going forward, if 
you don't think about this and build an authentic purpose led business, you're 
going to make less money and possible go out of business altogether.

This new way of thinking about work is no longer optional. 

But if we have a new paradigm of work, we clearly need new systems and new 
ways of organising and leading businesses. The old ways will not work.  Do you 
still measure time people are at work?  That's not a great measure of output and 
impact.  Are you still using policies and procedures to controlling people and how 
they work? That's not going to cut it in the future world of work.  Companies have 
used policies and procedures to legislate for the small percentage of people that 
are arseholes, to stop them being able get away with as much as possible and not 
do great work, or fleece the company, but these procedures often curtail the 
ability of the 98% to do brilliant work.

Some of the companies I have worked with over the last couple of years have 
been trying to run remote teams using the same systems and thinking as they did 
to run teams that came into the same space on a daily basis.  It's not working very 
well, so they're thinking remote working doesn't work, we'll have to bring 
everyone back to the office. 

And they're right, if we use the same systems & thinking we're going to get poor 
results.  We need to change our systems and thinking for this different concept of 
team. 

I coach rugby at my local club and one of the representative teams in 
Northumberland where I live.   I've been playing the game since I was seven, 
before the game was professional and on international day, solicitors and 
teachers and bin men used to turn up to Twickenham together and pull on an 
England shirt.  The game has moved on massively since then and if I coached my 
players to play the game that I played 40 years ago, they would get horribly 
beaten every week.   Over the years I have had to learn new ways of playing and 
new ways of coaching as the game has evolved and every year I attend new 
training to understand how the game has developed. 

It's the same for organisational leaders.  You cannot run a business the way it was 
run 30 years ago.  Yes, you still need the same financial metrics.  You still need 
contracts and HR support, but the game has moved on and we need to design 
new ways of playing.  If you want people to do their best work, as a leader you 
need to create the environment, define the playing field and cut them loose to be 
brilliant in ways you would never even considered. 

When I coach I my players, we do skills work to improve their basic abilities.  We 
talk about a game plan for Sunday's game.  We discuss how the opposition might 
play and what we can do to counter that.  I teach the new players the rules of the 
game. What they can and can't do.   But come Sunday afternoon when those 
players walk onto the pitch they are on their own.  There is very little I can do.  I 
spend 40 minutes shouting from the touchlines, but they can't hear me and often 
they wont listen anyway. In those moments in the game, they have to make their 
own decisions.  I can't possibly define and predict every single possible situation 
and prescribe the actions require. The players have to make their own decisions.  I 
can give them the tools and training and explain the game plan, but they have to 
have freedom make choices and they have to have freedom to make their own 
mistakes. Hopefully I have prepared them well enough so none of those mistakes 
are fatal, but they will make mistakes.  As the season goes on they make less 
mistakes and those they do make are inconsequential.  One of things I try to drill 
into my players is that they will make mistakes.  Things will go wrong.  In every 
game people will make mistakes. The role of the other 14 players on the field is to 
clear up after those mistakes. 

Players need autonomy and support from those around them.   And this is how 
we need to think about our new remote teams.  It's not about time and control. 
It's about freedom, trust and support. When building this culture you need to 
consider four things:

Find the right people 6.
Make sure you have people that want to do the job.  The best you will get out of 
people that aren't really interested in the job is mediocrity. They will do the bare 
minimum to not get fired and that is a problem when working remotely, because 
it destroys trust and leaders feel like they have to install more controls.  It's a 
slippery slope.  And this is why some organisations are having issues with remote 
working.  As Jim Collins puts it you have the right people on the bus.  

You need to find people who not only fit your culture, people who are happy to 
put up with the culture, but people that are excited by it and bring if to life.  
People that want to actively contribute to the culture.  People that bring colour 
to. People from different walks of life that can contextualise your culture and 
make sense of it in new and exciting ways 

Give them something to be excited about.7.
But they are not going to get on the bus unless you give them something to get 
excited about. The vast amount of the work I do is in employee engagement and 
commitment.  How do I attract, recruit and retain the right staff, the most 
talented staff, the most engaged and up for it staff.  The last year has been 
labelled the start of the great resignation. Employees are taking control and 
voting with their time.  They are choosing to leave organisation that lack life and 
passion and emotion and go to places that stand for something.  Give them 
something to stand for. 

If I run a restaurant do I want people to come and wait tables, or do I want people 
who can help families make memories that they talk about for the next 20 years?  
Which one of those jobs would you rather do?

Or how about the logistics industry.  In recent months, there has been a huge 
shortage of drivers to get goods around the country.  There are adverts 
everywhere - Driver's wanted. But what if they reframed it.  We are the backbone 
of Britain.  Without us Britain cannot function.  Come and help me keep the 
country running, lets help Britain's five million small business serve the people of 
this great nation. 

Give people something to be excited about and get people that want to do the 
job and you don't need control.   Define your purpose and the impact you can 
have in the world and people will willing give their time and energy. 

"The only why to do great works, is to love what you do" Steve Jobs

Find the right voice8.
This is about making sure your communications reinforce your purpose.  What 
you articulated so well when giving your people something to be excited about 
has to be reflected in your communication - your internal comms, your marketing, 
they way you talk to each, the way you write emails, the way you answer the 
phone. All these things have to line up and say the same thing. 

If they don't people won't believe you're genuine and they will struggle buy in and 
then you're back to minimum required and mediocrity. 

It's the sick of rock principle.  When you buy a sick of seaside rock from a British 
seaside town.  I actually live at the coast and we can buy this where I live.  But 
seaside rock has the name of the town written all the way through it, so that 
wherever you snap it, you can read the town.  

Your culture should be like that.  Where ever people connect with your 
organisation it should feel like your organisation. It should reflect the same 
atmosphere and culture. 

Do things differently9.
And the last one is about your ways of working.  And this is the one I want to 
focus on.   This is what I was talking about earlier.  We need new ways of working.  
Now process, systems, procedures for a new paradigm of work. Like your voice, 
your communications, these have to line up and reinforce what you said you were 
about. If not you're going to working against yourself. Like trying to white water 
raft upstream. 

But in particular when it comes to remote working we need to do 5 things:

Redefine Balance

The word balance is ok when you’re talking about nutrition.  It’s a great thing when 
you’re riding a bike: without balance there is only grazed knees and tears. When it 
comes to work, we need to move beyond balance.

The term balance refers to the ability to separate the different parts of our existence 
so that we do not overwork and give away any more of our precious time for free 
than we absolutely have to? It means completely decoupling paid work from the 
rest of life and never the twain shall meet. It means you as a company exchanging 
an individuals 9am - 5pm for your money.  

When we gathered everyone in one place, it was reasonable to do it all at the same 
time,  It made it easier and more efficient to manage. It did how ever come with certain 
draw backs.   Not everyone does their best work between 9 and 5 and secondly, even 
in an office, people have a lot of ingenuity and they will find ways to slack and get 
away with it, when they want to.

If this paradigm continues when teams are working remotely, then businesses will 
definitely struggle to get the best out of their teams.  it can also have knock-on 
effects. If people cannot manage their own time and are expected to be available at 
their desk from 9 am to 5 pm it will increase social isolation.

Ultimately, this paradigm will reduce productivity, because under the time-for-money 
controlled system, people need to be externally motivated, which is really difficult for 
an organisation to do especially remotely.

When your team is remote, you need to think about fluidity rather than balance - a 
concept that allows us to make sure we live life enjoying the best of both worlds -
being fulfilled in work and fulfilled in life. A way to have enough time to enjoy our 
family and leisure time, and also feeling like we are doing good, worthwhile work on 
something that matters.

To do this well, you need to provide a compelling reason for people to get up, get to 
work and deliver well. They need to understand and articulate the reason the 
organisation exists - the 'why' as Simon Sinek calls it - and allow your teams to see 
the worthwhile, important and impactful work they are doing, so they are internally, 
personally motivated to bring their best, whether in an office or at their kitchen 
table.

Businesses need to realise the one size does not fit all and that if people have a 
compelling, worthwhile and fulfilling cause to be part of, they need less managing, 
less control and CAN be trusted to deliver, whether that's in an office or remotely. 
Finding balance is about allowing work-life and life-life to co-exist in a fluid 
harmony. Sometimes that has strict boundaries. Sometimes that is lots of give and 
take. The ultimate aim is not to de-couple, but find fulfilment, joy and meaning in 
the whole of life, including our work.

We need to be more fluid than balanced. The wider implication of this is that those 
businesses that are actually doing good and do give their people a compelling 
"why" will be better suited to survive in the changing economic world of the 21st 
century and that's good for business, good for society, good for capitalism and 
good for our shared future.

Let's treat individuals like adults and not resources.

Choose a different metric
The great thing about moving to a more fluid rather than balanced operating model 
is that it frees up a company from having to do the management heavy task of 
accounting for and controlling people's time (the hours they "buy") and they can 
allow people the freedom to deliver how the individual considers best. Personally I 
work better from 7 am to 1 pm and then I need a long break, but can do some of my 
best work between 6 pm and 9 pm. After 9 pm I'm done for though, so my phone 
and my emails go off.   

One of the reasons I work for myself and set up The Culture Guy, was because I 
needed the fluidity that I've spoken about and most companies wanted to measure 
the hours I was sat at a desk.  I would be a terrible employee, because I work when 
I'm motivated which may or may not be during day light hours.  My average day is so 
varied. I usually do desk work/meetings from 6 - 12 and from 4 - 9, because those are 
my most focussed and productive times for that kind of work.  During the afternoon, 
I'll be outside walking and ignoring my phone so I can get thinking time. I have my 
best ideas then.  If I worked for someone, they'd likely expect me to be available 
during that time and I'd be pretty useless, but also if I tried to work early afternoon, I'd 
be too tired to do my best work at 4pm.  Some weeks I just have to take a couple of 
days off to reset and get my head clear.   I took yesterday off, so I could have a retreat 
and remember why I do what I do, which helps me deliver this keynote better. 

So if we are no longer going to be exchanging time for money, how do we measure 
the value of an employee to a company. 

Well you need to choose a different metric.  The only reason we have used time in the 
past is because when people worked factories they were needed to be there at 
specific times and different people did the same work at different times.  In the 
knowledge economy, we have however moved beyond, but we are still using the 
same measurements.  This is partly because 30 years ago time was a reasonable 
proxy for work completed  and outputs delivered.  

However, it was the outputs that we really wanted.  It was the clients seen, calls made, 
accounts balanced, reports written, projects completed, code written, bugs fixed, 
problems solved that we were really paying for. 

So let's measure them.  Let's measure the actual deliverables rather than the time.  
What does it matter whether someone completes the work between 9am and 5pm or 
4pm and 11pm, if we get the same results.

What's more it's easier to measure the outputs rather than the time when people are 
working remotely, and by giving me the space to manage my own time, an 
organisation gets better quality work and I get to connect with people when I want to, 
solving the mental health issues of isolation.

Don’t get me wrong, there are situations when prescribing time is needed - we have 
to be available to clients when they want; we have to gather a team together at 
specific times; but often people can be trusted to do the right thing at the relevant 
time, especially if they are motivated by the purpose and have the choice as to 
when or even whether they do the work or not.

I worked with one organisation who implemented unlimited holiday and fully flexible 
working times and both productivity and revenue went up, because if someone was at 
their desk, it was their choice, so they chose to do their job well. (People will often 
surprise you!)

Let's be really though.  There are also some people that will struggle with the 
freedom and lack of outside imposed routine. That's OK too, maybe they need the 
option of coming into the office to do their best work.  Nothing wrong with that. It’s 
all about choice and fluidity.

Choose the right metric and make life easier for you and your people.

Clarify Expectations
Once you introduce this new level of self motivation and self organisation for people, 
they will have a lot of space and a lot of decisions to make themselves about how, 
when and what work they do and when they complete tasks, so it is imperative that 
they understand the rules of the game, the expectations, the framework for making the 
right decisions that reflect the values of the company and the expectations of clients.

As a leader you need to be really clear on what you expect from them.  Are there a 
certain number of calls that are required each day, each week? Are there a certain 
number of billable hours on client projects that are required each week?  Are there 
specific meetings that must be attended? Is there a deliverable that is required on a 
deadline?  Are there times when someone needs to attend a client site to do 
work? And while we are not necessarily prescriptive about daily hours, there maybe 
times when an employee is expected to be available = like team meetings or calls to 
other time zones.  Be really clear on the non negotiables and the expectations.  
Make sure you can explain why those expectations are there.  Arbitrary 
expectations are just unnecessary policies by another name, which we are trying to 
move away from. 

It's not just leaders and managers that need to be clear.  Defining expectations cuts 
both ways. Employees need to be clear on what they require to get the job done.  If 
they have more autonomy in delivering results, they need to make sure they have the 
resources and support they need to meet the expectations of the organisation.  Do 
they require certain tools and software to work remotely?   Do they need access to 
specific people in the wider organisation and perhaps at certain times or intervals?  Do 
they need administrative resources to help complete projects? When are they 
absolutely not working? Maybe after 9 pm is off limits so phone and email go 
off. Maybe the kids are put to bed or dinner with the spouse is between 6 pm and 8 
pm. Maybe there is a business need to be available on the phone from 9 am to 1 pm 
every day.

Whatever the needs are, both managers and employees have to explicitly and fully 
clarify their needs to be able to effectively make remote working a success.  

You won't necessarily get it right first time.  That's OK.  It will be an evolving 
understanding. As long as you are open and foster good communication, you will find 
that perfect balance of prescription and autonomy.  Which brings us to the next 
consideration.

The key to this is that you need to continually remind people of the why.  What's the 
impact we have by doing what we do.  You need to inspire not control 

Communicate Better
While everyone worked in the same geographical location, most communication 
happened organically - chatting over an office divider, popping over to a colleague's 
desk to ask a quick question, or grabbing some coffee together and having a 10 
minute catch up or gossip.

When people work remotely none of this can happen organically and communication 
requires a more organised approach. There are three levels of communication that 
need to be considered and managed.

Firstly, there is the explicitly organised communications - team meetings, client visits 
etc.  The times when we deliberately gathered people for a purpose even when 
working together in an office.  For this type of communication we seem to have been 
quick to move it online with Zoom or Teams and carried on as normal, which is 
fantastic.  

However, it's worth asking whether the same schedule of meetings works as well 
online?  Do you need to look at the duration and frequency of those meetings to 
improve communication and connection for people working remotely?  Face to face, a 
twice a week 60 minute meeting may have worked brilliantly, but perhaps when 
running them online shorter more frequent meetings would work better.  Fifteen 
minutes daily could be better to keep everyone up to date and check in with progress 
and how people are feeling.  More frequent meetings can increase connection to 
compensate for the lack of office banter.

Secondly, how do you replace digital water-cooler time?  When people work remotely, 
how to do simulate those serendipitous moments in the break room, where people 
laugh and chat for 5 minutes while making coffee or grabbing a snack.  Those 
moments that help us build connections and sometimes lead to interesting 
innovations.  This is something you need to be deliberate about.  In offices, this just 
happened.  Remotely it definitely doesn't so you need to engineer it.  

You could try online tools like Wurkr.io that keeps people online in virtual rooms in the 
background so colleagues can drop in if they need to ask a question, or meet up in a 
virtual breakroom when having a coffee.  Perhaps a simple slack channel where 
people can post when they are off to make a drink and others can join them in an 
impromptu video call.   Maybe keep a permanent zoom call running that people can 
drop in and out as when they want to chat to someone.  Find a way to create those 
"passing in the corridor" moments. They are not just an unnecessary side effect of 
office life, they are fundamental in building deeper relationships in high performing 
teams.

Finally, there is the social connections we build in our workplaces.  Popping to the pub 
after work.  Grabbing some lunch together.  Heading to the gym before work.  Like the 
water-cooler moments these are important rituals in developing team cohesion, trust 
and support.  Find ways to reproduce these non work interactions while working 
remotely.  Some organisations gather people together geographically for an extended 
period, like four days away together at a retreat.  Some teams organise online socials 
like poker over zoom.   You need to find something that works for your context and 
your people.  There is no "one size fits all" and It can be different each time.  Ask your 
team what they think, ask your peers what they do, but find a way to create regular 
non work interactions, it will have a significant effect on your teams performance.

How ever you communicate, find the tools and systems that support the team to get 
their best work done and keep them engaged with the organisational purpose.  
What you have may work great, but remote working is so different, you need to try 
alternatives to find the perfect blend that improves engagement and productivity. 

Find new ways to build trust
Trust is the foundation stone of any team's success.  Without trust a team is 
nothing more than a group of individuals with their own personal agendas.  It is 
definitely not a functioning, high performing team. 

Building trust is fundamental.  Brené Brown talks about it often, Patrick Lencioni 
writes about it in pretty much every one of his books.  Trust is absolutely 
necessary, but it is hard to cultivate even when a team comes together in a 
common workspace.  It is twice as hard when teammates don't spend time 
together regularly.  Trust is difficult, for two reasons.

Firstly, trust means different things to different people and secondly, trust takes a 
long time and living through many difficult experiences to grow.  We can go 
through 80 years of life and trust completely very few people.  The trust that we 
are talking about here equates to vulnerability,  openness and exposure to one 
another’s weaknesses and failures.  

Sounds touchy feely, but it is not. 

It is built on a simple and practical idea that people who are able to be vulnerable 
with each other will not engage in politics that wastes everyone’s time.  They will 
forgo their own hidden agendas and personal goals for the good of the team.  
Everyone will be able to grow and learn and become better, increasing results and 
delivering more.

However, vulnerability is difficult and is not often rewarded quickly. In fact it can 
be quite uncomfortable in the short term without much compensation, so 
cultivating it takes determination, perseverance, and courage, but it is definitely 
worth it.  

And like expectations, trust goes both ways, so to build it managers and leaders 
need to regularly demonstrate a genuine concern and care for team members.  
Finding opportunities to show empathy, interest and look after team members 
beyond the deliverables of work.

Equally, team members need to exhibit trust worthiness.  They need to deliver 
what they promised.  They need to commit to the team and show that 
commitment by doing more than the minimum expected.  This is why clarifying 
expectation is so important. 

Mistakes will be made.  Just like my rugby players. Mistakes will be made, but 
with a good team, they help each other reduce mistakes and clear up afterwards.  
And as time passes mistakes get less and the damage gets less and you end up 
with a high performing team.  

Building trust within your team will be the hardest part of the transition to 
remote working, but as leaders you need to create opportunities where 
vulnerability and openness is rewarded and encouraged.  When you manage this 
you will see your team move from a group of people working on the same 
projects to a high performing team delivering exceptional work. 

There you have it five things to think about to help your remote teams become an 
expectational team:

Redefine Balance1.
Choose a different metric2.
Clarify Expectations3.
Communicate Better4.
Find ways to build trust5.

The social revolution is well under way and good businesses are needed to solve a 
lot of the issues that people are raising.  We need businesses that are purpose-led 
and building authentic trusted communities doing amazing work, adding value to 
their customers, their communities and society.

You can be one of those businesses. Thank you. 

You can find all the slides/transcript of the keynote and some other resources at 
https://thecultureguy.co.uk/sits

You can also book a call with me if you want help with your remote team. 
https://thecultureguy.co.uk/book-a-call
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