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Indeed! In addition to being successful global brands, they’re in the top 10 of the 
Fortune 2020 ranking - “The 100 best companies to work for” - which means they 
deliver an exceptional employee experience.

While the methodology focuses on employees’ experience of trust and reaching 
their full potential”, it also considers leaders’ effectiveness and how their people 
live out the company’s values or contribute to new ideas.

What’s the magic behind the scene? 

A disarming simplicity of making people happy to work with a great boss, great 
teams, and purpose. We’ll explore the three critical factors in more detail, giving 
you insights and inspiration on building high-performing teams and culture.
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I - How to become 
the best team leader
1-1 What makes a high-performing team once and for all

We all have difficult project examples in our careers, starting with university or 
college. In retrospect, while looking back at group patterns: ghosting, doing the 
work for someone else, or fighting for the last word is part of the process. 
Sound familiar?

But when you know team building goes through five phases before achieving high 
performance, it gives more perspective to normalize problematic steps when 
conflicts arise, as everyone is fighting for their contribution and role. Here are the 
fives phases of development for high-performing teams:

Most high-performing teams go through five stages of team development.

The five stages of team development - courses.lumenlearning.com - Principles of management 

Module 8: Groups, Teams and Teamwork



Over time and challenging situations, once the relationships have adjusted, conflict 
resolution becomes more constructive. Then, the glue for the teammates to stick 
together remains the trust factor.

This results in accepting the team norms beyond individual interests. You can then 
appreciate the trust factor in a team with a few questions:

• How well the team members are OK with and agree to following the team rules?
• How happy and proud are the team members in the team and want                     

to remain here? 
• How much are they committed to and thrive in collective success?
• How much do they like or value the relationship with the other team members?

Great teams are family-like, but it doesn’t work without building healthy 
relationships with other teammates. Collective success always comes first 
beyond individual engagement, and the most successful athletes 
in the sport show the way:

But high-performing teams aren’t just about healthy relationships. You also need to 
think through how to maximize your team dynamic.

“Talent wins games, 
but teamwork and intelligence 

wins championships.” 
- Michael Jordan



1-2 How can you maximize your team dynamic?

Take the talent Management lens

Before digging into leadership and management, talent management is the first 
step in understanding how to recruit the best team members.

The alchemy of combining specific talents with complementary skills and 
soft-skills can maximize a team dynamic. For instance, you don’t want to have too 
many leaders in a team as it’ll create conflict for power, or too many thinkers, and 
not enough action-oriented people.

Whether it be after the recruiting phase, or later if you’re managing an already 
established team, you want to understand your team members’ personalities and 
how you can play to their strengths.

Suppose you craft your management style based on your experience and your 
role model’s inspiration. Your first duty - in the watermark of any good leadership 
training - will always be to adjust your team member’s personality.

You’ll never guide someone who has a high desire to abide 
by the rules and structure the same way you would a very 
independent personality. There’s a world between them. 
While the latter may perceive feedback as a horrible 
micro-management practice, the former will always ask
more questions every step of the way. If you don’t know
where to start to adjust to your team member personality, 
personality assessment tests are a good start.

Beside, while it can be counter-intuitive, as we think of egos 
battles, you want to know that the best talents put together
in the same team can increase collective success.



“Teaming great talent together acts as a force multiplier”

Research shows: “teaming great talent together acts as a force multiplier; 
increasing productivity geometrically”, and the company can create exceptional 
A-players or task-force teams in charge of strategic projects.

The best companies always weigh collective success over individual performance 
in determining rewards and compensations to foster trust within the team. There 
is no forced ranking here or unhealthy competitions reserving promotions or salary 
increases for the top 10% performers or firing the poor performers.

It’s only the recognition of the collective success that reinforces the impact of 
special teams reunifying the best talents.

Talent selection, clarity in the roles and responsibilities, rewards, and recognition 
programs are internal processes. Now, how can a leader foster trust within teams?



1-3 If trust is the secret ingredient, 
how can you make the magic happen?
Google’s famous study, the so-called Project Oxygen, published in 2008 and 
updated ten years later in 2018, marked a turning point in understanding the trust 
factor from a leadership standpoint.

And if recent scandals show how complex this organization can be, their 
leadership research remains a reference across the board.

Among the “10 oxygen behaviors of Google’s best managers”, 60% of the list 
is for leadership soft skills and helps to build trust within a team: coaching, 
empowerment, communication, being a connector, an inclusive leader, 
a mentor for growth.

But, what’s a good definition of trust?

Fairness and the feeling of safety are the two main components of the trust 
perception among employees. This means people expect to be treated fairly, with 
equal treatment, and transparent processes accessible to all. They should feel like 
they can speak freely, without fear, to their boss or team.

The trust factor has been proven to increase employee engagement as it’s a key 
motivator for people to do their best.

“Communication is the most important skill 
any leader can possess.”

- Richard Branson



A good definition of trust:

Try this.

“In a leadership context, trust means that employees expect their leaders 
to treat them well, and, as a consequence, are comfortable being open 

with their leaders.” - Scienceforwork, 2018

If you don’t know where to start to redesign your recognition and rewards 
program to foster more transparency and trust, our Empulse brand at Xoxoday 
offers real-time rewards in over 70 countries.

“Both the HR and the employees of Brenntag benefited greatly in terms of the
transparency of the rewarding process. The rewarding criteria are well laid out
and communicated to the employees. When rewarding is carried out, all
employees are made aware of why and how the winners were awarded. 
This has allowed the HR to introduce clearly defined engagement programs 
and employees to evaluate these and perform accordingly.”

Let’s dig now into the fundamentals of management and how to ensure 
excellence in execution.



II - Do you know how to 
foster great execution on 
your team?
Understanding your people and working on your leadership soft-skills to build 
trust is half the job.

The other half is execution and how to give everyone on the team a clear vision of 
the destination and how to get there.

And it’s especially crucial in a remote environment where under-communication is 
a natural tendency.

Talk openly about shared vision, goals, metrics, and clear roles where each team 
member is challenging and holding each other accountable for the collective 
success. Follow these recommendations below to clarify roles, and set up goals 
and metrics.



2-1 Here are the three pillars for excellent execution:

1 - Job descriptions/roles definitions within the team

If you don’t set clear expectations as a Manager, you’ll damage your individual 
and collective performance.

People won’t guess at the quality and performance standards. They also need to 
know what are the best practices to get there.

You’re in charge of clarifying anything you can before your people start their job. 
It’ll avoid you micromanaging them and keep their motivation high. At the team 
level, the worst thing, which is a common pitfall, is for your people to do the job 
twice and be in the middle of conflicts if jobs overlap. The first step here is to 
create clear job definitions.

Here are some questions to answer to craft a simple and effective job description:

Who is doing what, to what purpose?
What information is needed to do the job / who is in charge of communicating 
the info?
The three primary responsibilities in the job
What are the expected results in terms of quantity?
What are the expected results in terms of quality?



2 - Set clear and transparent goals aligned with the 
company strategy

Do you know the best practice for setting clear and transparent goals? And to 
measure progress?

The most used methodology for goal setting is the OKR methodology 
(Objectives / Key Results). Google was there too.

The process consists of each team defining their goals with the manager in 
alignment with the overall company goals through a process simultaneously 
bottom-up and top-down. The key results are criteria identified to measure the 
destination’s progression and are generally performed every quarter.

Example for a Marketing OKR:

Goal: Successfully implement the weekly newsletter
OKR 1: Grow subscriber base at least 5% every week
OKR 2: Finalize the content strategy for the next six months



3 - Follow through objectives - How to measure progress

So much has changed in performance management in recent years, and for the 
best! It’s not a secret anymore; traditional performance appraisal is such a bad 
experience for everyone, both managers and employees hate the process. It 
creates anxiety, and it’s tough to avoid any cognitive biases in the  
assessment process.

There is currently a consensus on continuous feedback and its ability to provide 
more timely and accurate data for a fair performance assessment. And hopefully, 
it’ll go mainstream soon.

If we wanted to wrap up the new ultimate management goal, it’d be for team 
leaders to do their best to foster a good 1:1 experience with their team members.



2-2 How to create successful 1:1 feedbacks and  
be a great coach

Feedback is a tough process for managers. It’d help if you remember WHY you 
give feedback:

You can help your people grow if you practice your 1:1 with the right values 
and intentions - Read the book  “Radical candor” .
Well-used it’s a powerful tool to motivate your teammates.
It prevents unfair assessment processes by providing more qualitative data. 
Bear in mind, the exercise is complicated, but the soft skills you’re using to 
give great feedback will serve you throughout your professional life.

Feels better to understand why, does it?

Try this.
Practice deep listening: Listening skills are 
not a given. It’s OK to learn how to be patient 
and focus on what your interlocutor is saying 
without first thinking about your future answer.

You’re the manager: it’s about the other person, not you.

We went through the foundations of inspiring leadership for high-performing 
teams, now let’s take a quick quiz to check what we’ve learned...



A Transparency and seasoned leadership
B Great relationships and solidarity
C Fairness and a feeling of safety

A Role definitions, clear and transparent goals, progress measurement
B Great communication, A-players, clear processes
C Zoom video calls, an inspiring leader, an expert in the field

A A goal cascading methodology
B A process simultaneously bottom-up and top-down to define teams goals
C The acronym stands for: Organize, KPI and Re-do it again

A It increases productivity
B You make your manager role more complicated
C It increases your coffee budget

A Is a good coach and good communicator
B Empowers teams and does not micromanage
C Is detail-oriented and well-organized

1/ What are the two main components of a culture of trust ?

3/ What are the three pillars for great execution?

4/ What is the OKR methodology?

5/ What happens when you put the best talents together in a team?

2/ What are the 2 behaviors which are NOT identified as great leaders attributes 
by Google?

Quiz: are you mastering great leadership basics?



5/5: All good! Bravo, you’re ready to outperform your team goal. Go for it! Less 
than 3: Well, you’re not ready yet, and it’s okay. Maybe you want to work more on 
your communication skills? Or attend a new management training?

Answers: 1-C, 2-C, 3-A, 4-B, 5-A

Check your result, Do you know how to foster  
high-performance in 2021?

III - How to be a better 
manager in the  
virtual world

Very few great leaders are natural. There is a consensus in the management field 
acknowledging that management is a skill to be learned to mitigate the attrition 
risk and people harm. A bad experience is often linked to a bad manager, if not 
100% of the time. 57% of employees in the US quit because of their boss.

There are so many good programs for learning management. It’s a core training 
of any top-notch company. Ask your HR representative for the trainees’ feedback 
on their best management program and open the dialogue to define the most 
suitable for you. Maybe in 2021, learning virtual management is the best idea.

3-1 Learning management is essential



Another way of learning by doing is to use tools to support the best practices in 
your management role. And for this, employee engagement tools can’t  
be overlooked.

They turn best practices into virtuous automatized processes around employee 
motivation, recognition, reward, or internal communication.

Empulse has the specificity of offering a comprehensive tool integrating the best 
practices in Management.

For employee engagement, Empulse provides surveys to help executives perform 
workplace diagnostics and identify what needs to be done.

3-2 Using the right tool is a must-do

3-3 How Empulse can help you

Employee engagement and internal communication



Survey results are the best compass to employee morale, and they can 
provide insights on a feeling of belonging, trust, and, in general, motivation and 
engagement at work within organizations’ teams and geographies.

It’s a necessary step to make data-driven decisions by taking your team’s pulse. 
And it fosters the best experience.

The Pulse survey tool captures your employee morale and uncovers the most 
significant improvement opportunities. It can be research-based questions to 
check sentiment and Employee Lifecycle surveys, including exit or wellness 
surveys or open-ended feedback.

You can also discover at-risk employees to give them more attention and support 
them in their work.

Beyond the data, there is also guidance to managers with some  
recommended first steps. A strong leader should be capable of making fast, data-
driven decisions.

How does the pulse survey tool work?



Within the admin console, reports and insights are accessible to your selected key 
people, making the improvement process more transparent.

“The leader is one who, out of the clutter, brings simplicity... out of discord, 
harmony... and out of difficulty, opportunity.” - Albert Einstein

Empuls has a straightforward way to help in your core managerial activities. You 
have at your disposal an easy tool for ensuring the best experience possible for 
a 1:1. Our customers find 37% of their employees have better clarity on goals & 
vision. Obviously, 1:1 feedback remains the best tool to align goals within  
the organization.

What do you think is the most powerful driver of employee engagement?

Employers with good recognition and career development programs demonstrate 
higher productivity, revenue, customer retention, and employee retention.

Aiming for outstanding execution

Recognition and rewards



“Both the HR and the employees of Brenntag benefited greatly in terms of 
the transparency of the rewarding process. The rewarding criteria are well 
laid out and communicated to the employees. When rewarding is carried 
out, all employees are made aware of why and how the winners were 
awarded. This has allowed the HR to introduce clearly defined engagement 

programs and employees to evaluate these and perform accordingly.”

The most proven method of living out core business values is to lead by example 
and reinforce positive behaviors. Why? These offer a strong psychological 
dimension for motivation as they give meaning for pursuing the effort over time.

Here is an example of Xoxoday customer testimonials illustrating how Empulse 
can help increase transparency with a new rewarding system:

For this, Xoxoday’s Empulse tool provides badges for each company’s values to 
show appreciation and value the employee’s impact. It can also be badges to 
celebrate teamwork across the board.

Besides, a transparent recognition and reward process is the cornerstone for trust 
and fairness perception, the attributes for high-performing teams as  
described above.



IV - Bonus tips for 
high-performing virtual 
team culture

In the US, 71% of employees are currently working from home VS 20% before, and 
54% would want to work from home after the coronavirus outbreak ends.

In India, if 69% believe their productivity has increased while working remotely, the 
aspiration for the future is more a hybrid model that combines remote work and 
work in the office.

For instance, In this context,  the first challenge in remote work is to accommodate 
the constraints of the Industry .There is also a huge difference between work 
requiring more concentration like development, design, or content marketing 
than more collaborative jobs where production is the result of brainstorming or 
decision-making processes.

4-1 Take into account your industry context



The ability to adapt for a company also depends on its culture and infrastructure. 
Tech, Finance, and Insurance industries are ahead in all countries and can lead 
the way on the best practices below.

Here is a quick overview of the main challenges and solutions. We’ve also 
prepared a small toolkit to help you catch the differences between in-person and 
virtual management styles.

The default communication in the virtual world is no talk. It means you need to 
force communication to compensate for the absence of in-person meetings or 
water-coolers spontaneous chit-chats.

4-2 Tips for remote teams, virtual trust for beginners

4-3 A lack of communication can damage trust  
and teamwork

“In India, people stick to an organization because they have a personal 
relationship with their peers and managers. Replicating that in the virtual 
world, within a distributed workforce can be a huge challenge. And building 
trust in such a situation, more so” - Kaushik Sarawgi -Managing Director 

of Global Outsourcing Solutions, APAC, RR Donnelley



Try this.
With Empulse, You can start great social 
conversations among your team based on 
shared interests. By creating more groups 
to socialize, easy access to organizational 
news and celebrations, our customers 
report 62% of their employees feel more 
connected and informed.

Now that you understand all the remote management challenges for building 
virtual high-performing teams, we wanted to share some actionable tips in a  
four-step process. Hopefully, it’ll help you to craft your own virtual  
management style.

V - Your toolkit for 
adjusting your virtual
management style
Another great way to learn management is role modeling. You want to pick from 
the leaders you most admire, their best behaviors, and then crystallize them in 
your own style and magic. And you test it. This is how it works. To help you, we’ve 
identified below four steps and differences between the virtual and in-person 
world to customize your personal toolkit.



Step #1 - Your calendar looks different 
but remains your number one tool

Step #2 - You value efficiency over 
everything else with written communications

Watercooler chats and their spontaneous conversations don’t exist anymore, so 
you need to create communication opportunities by organizing virtual meetings. 
Here are the priorities:

All these meetings can quickly be “too much”, and it’s imperative to limit their 
numbers to a digestible number of three per day.

This is the most reluctant secret of the best remote productivity 
recipe.For clarity purposes, everything needs to be written, 
defined, and shared across the team with transparency.

It’s such a relief when the work is done without interruptive 
questions and countless notifications in Slack, Microsoft 
Teams, or additional amounts of emails.

Everyone wins by gaining more work focus. For this, asynchronous 
teams lead the way as they’ve learned for a long time not to 
disturb in the middle of the night the other time zone.

The most important one is your 1:1 check-in with all your team members, 
to go through the week’s top priorities and be able to coach them.
Then, follow the team meetings, and other potential cross-teams 
meetings that are critical from a communication standpoint, to ensure 
successful execution with role clarity and work progress.
In the end, you can add the socialization piece.

1. 

2. 

3. 



Step #3 - You want to respect 
your people’s work-life balance

Step #4 - Pick your tools carefully to communicate 
and document each meeting when needed

The most precious currency in the virtual world is flexibility, the 
professional translation for... freedom. If people work longer hours in 
the virtual world - if their home allows them to do so - they want to have 
personal time to focus  or resource themselves.

For this, the good practice is to set up a limited availability time period or, 
even better, to define at the team level when people can chat together.

Here is the list of situations with their corresponding tool that can be documented 
in your team-code-conduct:

Your 1:1 weekly-meeting: it should be a mix of video calls and summaries to 
track progress in a shared doc or tool with your team member.

Team work progress communications: project management tools, simple Excel 
sheet, Google docs or OKR tools enable monitoring on goals execution.

For quick questions: pick up the phone or use a team communication tool like 
Slack or Microsoft Teams.

To make decisions: for sensitive matters, it’s always better to have a video call 
to adjust live communication based on visual cues.

Socials: there are many team-building options in the virtual world, and video 
calls remain the best medium for virtual coffees, lunch, or games.

Brainstorming sessions: tools like Miro recreate the whiteboard where 
everyone can participate in a more creative process.



In conclusion, managing high-performing teams in 2021 is the 
balance between a strategic mindset fostering a culture of 
resiliency and trust, the team leaders’ ability to learn to be a better 

manager, and innovative tools to ensure excellent execution.



At Xoxoday, we deeply understand the intrinsic and extrinsic motivation and 

engagement drivers of people, be it an employee, supplier, contract staff, gig or 

consumer. We bring simplicity and continuity to a complex, everyday problem.
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