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It’s not the strongest of species who survive, not the strongest. But the 
most adaptable - Charles Darwin 

Whether you  are a manager in a startup, small, mid or a large enterprise, 
you would be experiencing the fluctuating market dynamics or the war 
cry for social distancing amidst the global pandemic. Businesses world 
over are working through these speedbrakers, with strategies that would 
help them adapt to a change never seen before. What remains constant 
is the need to get all hands on deck to work towards business results.  
 
Keeping employee safety and social distancing as top priorities, Remote 
working or Work from Home is the top choice for most companies. 
What’s more?  You not only get to add to your ‘Go Green’ Karma, but also 
leverage amazing talent beyond physical proximity.
 
As a team Manager,  who is now left with managing a distributed team, 
it’s important that your team delivers, irrespective of the mode of 
working.     
 
Here is Fitbots Goal Getters guide of best practices for Managers, that 
would help your remote teams stay supercharged and productive. 

1. Goal setting aligns teams 

In the current times, Goal Setting is making a transformational shift from 
focus on laundry task lists to Driving Outcomes.

Goals are no more a hand it down or a cascading process, but one where 
teams Connect and Align to Company/ Department outcomes.  

You might have heard about OKRs (Objectives and Key Results), the goal 
framework that is taking organizations by storm. It being an open source 
framework is easy to use and customize to your team culture.
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https://www.fitbots.com/post/goal-setting-not-working-get-on-to-okrs


Be it OKRs / any other goal framework you use, it’s important to first 
discern that there are three parts to a great goal! 

1. The Objective defines the ‘Why’ we are doing what we have set out to 
do. Objectives need to be emotive statements that teams remember.  

2. KRs are the outcomes which teams are moving towards. These are 
the metrics of success which define the ‘How’.  For instance, 

     increasing Customer Satisfaction/NPS to 90% or increasing user 
     engagement from 20% to 50% is an outcome. 

3. Task lists are the priorities/To-Dos. They describe ‘What’ needs to 
be done to get you there. For instance, building a feature is a task to 
increase customer satisfaction.

Goal setting blooper: 
Most goal setting exercises start with To-Do’s/Task lists 
which become a futile exercise, when they are 
misaligned to outcomes you are trying to achieve as a 
team.

2. Prep before your goal setting
 
Remember the old saying ‘Failing to prepare, is preparing to fail.’  Before 
you get your teams to a goal discussion, stop a moment to prepare. 

• Set 2 Hours: As a team manager who is getting ready for goal         
setting, set at least 2 Hours for your goal discussion with your teams. 

• Send Pre-Reads to your teams: Prior to the meeting, reach out to 
your Department/ Function manager for any department/ company 
goals which have been pre-set, and pre-circulate it to your teams (The 
more your team understands the direction, the more focussed will be 
the discussion). 
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• Select your favourite video conferencing tool: 
     Zoom Conference has a conferencing and a sub conferencing 
     feature. With Zoom you can use breakout rooms, whiteboards, 
     simultaneous screen share and more.      
     Google Hangouts is a really popular video conferencing tool too. You           
     can run screenshare, chat and present with features like pointers.

• Attendance: Get your virtually distributed team to commit to a time 
that matches all time zones. Remember, everybody should contribute.

                  Make sure everything is recorded through communication 
channels, E-mails or your OKR platforms. Clear and specific 
communication is the magic pill for successful remote teams. 

3. Go creative with icebreakers 
Virtual meetings can get verbose and boring, especially when you don’t 
have the person in physical proximity. Here are a few fun games for your 
teams to make it interactive. 

The Selfie Game 

• Each member takes a selfie with their pet/hobby exhibit or something 
they most associate with or something they do apart from work when 
they are working remote. 

• Share your selfies with the others 

• Spend a minute talking about your picture
   
There’s just a whole lot you can learn about each other!  
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People Bingo 

• This one needs a bit of planning. One person in the team can 
      volunteer to pre-collate fun facts about each other.  

• List down the names of all your team members and ask someone to 
cross out a name when guessed, against a question. 

• Get your fun fact list to go something like this! 

 » Who in the team can go 30 seconds underwater while doing a flip!  

 » This person can mimic 10 famous people in the world! 

 » Who can do 200 pushups without a break!

 » Someone who has been part of a reality show in the past…

• Hand over that prize to the one who guesses the most about the     
other! Err… we would recommend an e-gift card of course :)

Get ‘em Talking

Communication, trust & collaboration are the 3 key pillars of remote 
teams. But most often than not, these are the 3 most missing elements 
when teams work remote. As a team manager, think about small steps 
that would help you lay this foundation.

• Find the best time of the day when everyone across all time zones are 
active for meetings.

• Encourage informal interactions through non work related commu-
nication channel the team to share lighter moments of life. Slack, 
Whatsapp, Line, Messenger or any other channel. 

 
• Create a hobby club where people can share exchanges over similar 

interests - book club, photography, music, movies, fitness, games etc. 
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It won’t always be noise free

With circumstances driving the need for working remote, your teams 
may not always have the luxury of having a completely noise free 
environment at home. Make them feel comfortable with this situation, 
accommodate for some junior participants at times during the call. 

Accommodating the real life feel makes you break the stress of never 
ending focus on targets.

Welcome the kid in the room with a small giggle, let the parent feel less 
embarrassed about the noise, tell them it’s not their fault if the neighbor 
had some drilling work going on, smile at the pet which just snuggled up 
to its master.  This is where EMPATHY steps in.

                Want to make it engaging? 

We recommend all team members are on video during team calls. 
Not for micromanaging, but to make  sure they feel belonged to 
a team! Be realistic, social remoting takes time but it definitely 
builds great relationships over time.
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4. Facilitating a Goal Setting Discussion
Assuming that you already have your company/ department goals/OKRs 
written up by your leadership team, it’s all about aligning and connecting 
your team goals.  

Divide your meeting to discuss three themes:

Let’s start with Writing Objectives 

The power of crowd sourcing thoughts can help you as a team to come 
up with some great objectives. Remember, in OKR crafting, the 
Objective is the ‘Big Why’. An emotive statement which helps one define 
‘what needs to be achieved’.

• Get all in the team to list down words which will help you define your 
Big Why for the quarter! 

• Post them on the collaborative chat window 

• Have one person in the team do an affinity map

• Do a team consensus using a ‘hands-up/like if you agree’ exercise to 
finalize the Big O for the quarter. Using Polls on Slack/a Raise your 
Hands for an ‘Aye’ icon in your video conferencing tool gets people to      
engage well in the discussion.
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For Instance: A Marketing team in a high growth startup came up with 
their Big O of “ Drive super fast growth MQLs”. The product team chose 
“Build a stable and simple Food Delivery service platform”.

Selecting your Outcome Measures with KRs 

List down metrics which will help measure the objective. For instance, if 
the Big Objective is to: 

‘Build a stable and simple Food Delivery service platform’ 

List down all the metrics to measure this:

•	 No.	of	new	users	
•	 Repeat	orders
•	 No	of	Suppliers
•	 No.	of	features	used	
•	 DAU
•	 Customer	satisfaction
•	 Profitability
•	 Reduction	of	bugs	

•	 Circulate	it	back	to	your	teams	after	the	meeting
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Your OKR Template

5. Being a coach to your teams 
Progress check-ins on outcomes are important meetings, that need 
discipline and cadence.  

During progress check in meetings, managers are at their best if they 
ask a few powerful coach lead questions:
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Lead with Trust: 

We understand that working in an office environment is very 
different from being in the unknown of what your teams do when 
they work from home/remote workplaces. But then, how does it 
matter? Focus should be on achieving results and not 
micromanaging time. Empowering them with your trust and 
confidence will go a long way in making them accountable for their 
own performance.

6. Handling Team Emotions

 
Remote workers are no different from your co-located team members 
and why should they be? Although they are many times considered to be 
self motivated to work despite any constant monitoring, they need 
reinforcement equally or sometimes greater than those working within 
office spaces.

Showcase & celebrate their achievements like client appreciation, criti-
cal milestones, development efforts etc. just like you would in physical 
office spaces. Designate virtual meets to recognize their efforts and 
achievements and ensure they feel celebrated & cared for.

Countless studies highlight the impact of warm relationships on 
emotional well-being. Most of this is attributed to the hormone oxytocin, 
cutely nicknamed the ‘cuddle hormone’.

So take time to reach out to your remote team members over a call, send 
out virtual hugs or schedule a Hangouts reunion with team members 
from across the world. You’d be surprised how good you and your team 
will feel after that!
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Remote working has been around for a while, but to accept and adapt to 
it for a longer term is not an easy feat. Don’t be harsh on yourself if you 
ain’t getting it right the first time. It’s okay to learn from your experiences 
and that of others. Let your team understand that remote work is 
different, it takes time to get into a perfect working mould. Let them 
know you don’t promote overworking. Address issues around 
disengagement, loneliness, miscommunication and feeling of non 
performance regularly.  

Managers as coaches can create wonders in their teams. Be there for 
your team at all times but build a sense of accountability and ownership 
amongst them. 
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Write to richa@fitbots.com or fred@fitbots.com for more questions on 
making OKR implementation happen.

“A group becomes a team when each member is sure enough of 
himself and his contribution to praise the skills of others”
- Norman Shidle 

http://richa@fitbots.com
http://fred@fitbots.com

