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Remote Right
How to thrive in a post-office world

Brendan O’Leary
Developer Evangelist

           @olearycrew | boleary@gitlab.com

https://www.twitter.com/jessicareeder
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1,300+
Team members in 

65+ countries

100,000+
Organizations 

co-create with us

3,000+
Code contributors

to GitLab
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#10
Companies tech 

employees want to 
work for (CNBC)

Top 100
Medium-sized 

companies to work for 
(Forbes)

7 awards
in 2020

(Comparably)
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The All-Remote team
● Understanding and 

predicting the future of 
work

● Documenting learnings and 
best practices

● Distributing information to 
organizations and 
institutions

● Contributing to coursework 
at Harvard and INSEAD
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Transitioning to permanent or long-term 
remote-friendly operation
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77%
Of remote workers 

were more productive
(ConnectSolutions, 2015)

86%
Said remote is the 

future of work
(GitLab Remote Work Report, 2020)

62%
Would change jobs for 

an all-remote role
(LiveCareer, 2020)

Pre-pandemic
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70%
Now work regularly 

on weekends
(Robert Half, 2020)

69%
Are experiencing 

burnout
(Monster, 2020)

63%
Are discouraged from 

taking time off
(OnePoll, 2020)

The COVID-19 effect
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This is not true “remote work”...

...it’s crisis-induced working from home.
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...from @ChloeCondon on Twitter
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A day in the life..
Monday, April 12
● 9am-5pm
● 37 Slack messages
● 4 meetings

○ Weekly manager 1-1
○ External partner meeting
○ Coffee chat
○ Weekly team sync

● 12 open issues
● 5 shared documents
● 3 emails
● 1 lunchtime walk w/3 year old
● No office!
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Remote team structures

No-remote
Remote 
allowed

Hybrid 
remote

Remote 
first All-remote

A typical organization will fall into one of these
three central categories.

Hybrid-remote is the most challenging to do well.
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Remote is always in transition.
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Meetings, meetings, 
meetings (meetings!)
● Remote can lead to more meetings
● Don’t copy and paste old habits!
● Do we need to talk synchronously?
● Every meeting needs an agenda
● It’s OK to look away (or say no!)
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Establish a handbook

Create and maintain a living document:
your single source of truth
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Don’t do work in your 
chat tool
● No!
● Stop doing it!
● Post a photo of your dog instead!
● Or: automatically delete 

messages after 90 days

#i-made-this

#in-the-parenthood

#dog



16@gitlab | #allremote@gitlab | #allremote

Build trust and 
community
● Results, not attendance
● Be intentional about informal 

communication
● Encourage personal expression
● Be open about your process
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Staying connected and 
building rapport

● Coffee chats
● Talent shows
● Show & Tell sessions
● Team DJ Zoom rooms
● AMAs (Ask Me Anything)
● Global pizza parties
● Virtual trivia
● Kid-friendly chats
● Scavenger hunts
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● Regularly scheduled retreats 
(GitLab meets every 9 months)

● Events and conferences

● Visiting grants to support team 
members meeting for meals

Meet in person too!
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Establish a Remote Leadership Team

● Executive sponsorship is 
essential, but all levels of the 
team should be consulted

● Who is passionate about 
making remote work better?

● Create a “strike team” to 
document challenges, 
prioritize them, and suggest 
solutions.
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Roll with the changes

● This is a process that will take 
time and require flexibility

● Be open about challenges and 
what you’re learning

● Work transparently to build 
trust and understanding

● Understand that this is 
experimental work!
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How we iterate

MVC (Minimum Viable Change): Enables fast 

iteration

DRI (Directly Responsible Individual): 

enables decision velocity

Open merge requests: For async 

collaboration

In-quarter editable OKRs: for Customer focus

What you initially 
thought the goal 
was

What the 
initial 
optimal 
solution 
was

Optimal 
solution 
moved to
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Everyone can contribute
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Define Your Values

COLLABORATION

RESULTS

EFFICIENCY

DIVERSITY

ITERATION

TRANSPARENCY
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https://www.coursera.org/learn/remote-team-management/?utm_medium=institutions&utm_source=gitlab&utm_campaign=externaladvocacy&utm_content=lufthansa
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Let’s connect!
@olearycrew

Twitter / LinkedIn
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Thank you!


