Remote Working Approaches That
Worked (And Some That Didn't)
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In 2009 “40% of some 386,000
employees in 173 countries have
no office at all.”

http://wWw-01 .ibm.com/industries/government/ieg/pdf/working_outside_the box.pdf



The 105-year-old technology giant
is quietly dismantling its popular
decades-old remote work
program to bring employees back
into offices, a move it says will
improve collaboration and
accelerate the pace of worR.

https://www.wsj.com/articles/ibm-a-pioneer-of-remote-work-calls-

workers-back-to-the-office-1495108802
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IBM, a Pioneer of Remote Work, Calls
Workers Back to the Office

Big Blue says move will improve collaboration and accelerate the pace of
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International Business Machines Corp. 1BM1.09% A is giving thousands of its

remote workers in the U.S. a choice this week: Abandon your home workspaces

and relocate to a regional office—or leave the company.

The 105-year-old technology giant is quietly dismantling its popular decades-old
remote work program to bring employees back into offices, a move it says will
improve collaboration and accelerate the pace of work.
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Speed and quality are often
sacrificed when we worR from
home. We need to be one Yahoo!,
and that starts with physically
being together.

http://allthingsd.com/20130222/physically-together-heres-the-
internal-yahoo-no-work-from-home-memo-which-extends-beyond-

remote-workers/

All'Things 1)

“Physically Together”: Here’s the
Internal Yahoo No-Work-From-Home
Memo for Remote Workers and Maybe
More

ARY 22,2013 AT 10118 PMPT [0S | FEE | o+ | RS =]

Courtesy of a plethora of very irked
Yahoo employees, here is the
internal memo sent to the
company about a new rule rolled
out today by CEO Marissa Mayer,
which requires that Yahoo
employees who work remotely
relocate to company facilities.
“Speed and quality are often
sacrificed when we work from
home,” reads the memo to
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Why this talk
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Close Proximity Leads to Better Science e el

5 B e . Stay informed via email on the latest news,
'Study remfomes the need to create architectures and facilities that support frequent, physical T e e e T ]
interactions.

u m n E First Name

Last Name
Katie DuBoff December 15, 2010

Absence makes your heart grow fonder, but close-quarters may boost your career. Email Address
According to new research by scientists at Harvard Medical School, the physical proximity of S
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@charleshumble

Have done most things in IT
from desktop support to CTO

First managed a team in 1997

Became editor-in-chief of InfoQ
in 2014

Also play in a band



Why this talk

e Remote only company with a
unique culture

CYMedia

InfoQ QCon

e InfoQ operates world-wide
with an audience of around
1.5 million

e 7 QCons around the world



Remote working upsides

e Ifyou are an introvert, or on the autism spectrum,
not having to always interact with people face to
face can be liberating

e Working remotely means that you can flex your
work around your life more



Remote working upsides

e No commute

e Amazing peace and quiet meaning you can really
concentrate and do proper deep work

e A work environment that you can tailor to your own
personal needs



But ...

e Being able to flex your work time around your life
also means you need to be very, very disciplined
about actually doing work



o o . Getting Things Done
M itigations the art of stress-free
productivity
. from the New York Times bestselling author
e Some sort of time David Allen
management system 23

An all-new
updated
edition

0
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Pomodoro

e Helpful when you need to blast through
something (like email):

Choose a task
Set a timer for 25 minutes

Work on the task until the Pomodoro
rings

Take a short break

Every 4 pomodoros, take a longer
break




Separate
Office

Video: 1982: Pebble Mill
at One: Roald Dahl

https://www.facebook.com/
bbcfour/videos/474640292909006/




I’'m allowed to sit at my desR, I'm allowed
to stare out at the world, I'm allowed to do
anything | like, as long as it isn’t anything.

What I love about that is I'm giving myself
permission to write or not write, but
writing is actually more interesting than

doing nothing after a while.

https://tim.blog/2019/03/28/neil-gaiman/

Neil Gaiman

MARCH 28, 2019 BY TIM FERRISS

Neil Gaiman — The Interview I've Waited 20

Years to Do (#366)

“The biggest problem we run into is going, ‘This is who I am, this is
what I'm like, this is how I function’ while failing to notice that you
don't do that anymore.”

— Neil Gaiman

Neil Gaiman (@neilhimself) is the bestselling author and creator of
books, graphic novels, short stories, film and television for all ages,

including Neverwhere, Coraline, The Graveyard Book, The Ocean at the

End of the Lane, The View from the Cheap Seats and the Sandman series
of graphic novels. His fiction has received Newbery and Carnegie
Medals, and Hugo, Nebula, World Fantasy, Bram Stoker, and Will Eisner
Awards, among many other awards and honors.
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e Amazing peace and quiet when you can really
concentrate and do proper deep work



e Amazing peace and quiet when you can really

concentrate and do proper deep work

e HmMmm....
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Hmmm...




Mitigations v

Set a status >

e You probably need a

(- NIGHT SHIFT '(E Preferences

company—w@e ez ax
communication

I Friday s, C4media
pOlICy 23™ February

Customize Slack

m o ” ° Fair currently. The high will be 4°. Clear Analytics
tonight with a low of -4°. ' '
e “Do notdisturb” Is : Sign out of cAmedia
The first thing on your calendar today is

[ ]
“15Five and weekly review", and it started over
yO u r rl e n an hour ago.

Sign in to another workspace ...



Deep Work

e Bill Gates famously conducted
“think weeks” twice a year



Deep Work

e Bill Gates famously conducted
“think weeks” twice a year

e It was during a 1995 Think week that
Gates wrote his famous “Internet
Tidal Wave” memo that turned
Microsoft's attention to Netscape.
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If you are interested in exploring
this topic more | recommend
reading Deep Work by Carl Newport

DEEP
WORK

RULES FOR
FOCUSED
SUCCESS

IN A

DISTRACTED

WORLD

Cal Newport

\uthor of So Goesd They Can't [gosre Your



But ...

e No commute means less time for reading/listening
to podcasts/whatever it is you do on your commute

e Less exercise: you won't be walking to the bus/
train/office



Mitigations

Schedule time for yourself
to, for example, go for a
walk/run every day

Get a fithess tracker




A big win for remote work

e Awork environment that you can tailor to your own
personal needs

e | have worked in some truly terrible offices






Sigh me up
e Look into how much it might cost

o Isyour computer up to the task? Do you have a decent
monitor? Keyboard?

o Do you have/can you get high speed internet?

o How much is a good office chair?



Mental Health

Burnout is a real, serious issue.
Loneliness an be a real problem.

Make your social life (and your family) a real
priority.

Also pets can help.
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Kate [ Tumble

Mental Health

e There is a growing body of
evidence that getting out in 3
nature really helps. TngﬁNG
e There are a lot of aspects of C4 o S
Media’s organizational design
The small joy

which specifically help with this of putsing

onefootin
JSrontof another




Make remote work work

Upsides for a remote company:

o Your overheads are low

o If you get your hiring right your employees are
happier and more productive

o You can hire the best people because location is
largely irrelevant



A remote team may be less
productive than that same team
if It were co-located, but may still
be more productive than the best
co-located team you can form.

Martin Fowler

https://www.martinfowler.com/articles/remote-or-co-located.html

martinFowler.com I

Refactoring Agile Architecture About ThoughtWorks N W

Remote versus Co-located Work

There isn't a simple dichotomy of remote versus co-located work, instead there are
several patterns of distribution for teams each of which has different trade-offs and
effective techniques suitable for them. While it's impossible to determine conclusive
evidence, my sense is that most groups are more productive working in a co-located
‘manner. But you can build a more productive team by using a distributed working
model, because it gives you access to a wider talent pool.

CONTENTS

The Many Shades of Remoteness

Most people are more productive when co-located
Remote teams are often more productive

Pay attention to communication patterns
Remoteness and Agile

Conclusions

Martin Fowler

W AGILE

¥ PRODUCTIVITY

® TEAM ENVIRONMENT
¥ TEAM ORGANIZATION
¥ COLLABORATION

One of the most profound consequences of the information age is the ability to do
so many things while ignoring location. I no longer need to visit most shops,
libraries, or travel agents. (I'm looking forward to the day I don't have to visit a
dentist.) Most of the world has seen this, but it's particularly obvious to software
developers, who are generally at the front of the digital transformation.

Yet when it comes to developing software, many developers do not take advantage

of th, ihilities of d comnuters aboo got 2 lot of nre



https://www.martinfowler.com/articles/remote-or-co-located.html

Hiring
Location isn't entirely irrelevant

o Some countries have very complex tax regimes you
need to understand

o Not all locations have decent internet (even in the
UK!)

o Timezones can be a problem at scale



Hiring
Interviewing remotely Is particularly hard:

o Have a probation period of, say, 3 months

o For key hires fly them somewhere and meet in
person

o Have a really robust onboarding process



Trust

These are C4 Media’s core values:
o Transparency
o Integrity
o Continuous Improvement
o Service

o Accountability



Transparency can create a shared sense
of purpose

We have a one page business plan and
a set of dashboards in Google that are
open to everyone in the company




Communication: meetings

At C4 we've found the following meetings useful:
o Standups / daily huddle
o 1-2 weekly departmental calls
o Tertile planning

o Annual all hands



Meeting rituals
e Checkin

e Meetings should be
conducted on video if at all
possible

e The core protocols are helpful
here

https://www.infog.com/minibooks/high-performance-teams



https://www.infoq.com/minibooks/high-performance-teams

One on one meetings

OREILLY®

e One on one meetings are The
sacrosanct Manager’s
Path
e Aoneononeis not astatus Acudetor
meeti ng - %E‘\’;‘i;‘]%:{gg

e Tryto keep notes in a shared
d Ocu m e nt Camille Fournier




Tools

Slack for IM - | also use this for daily journaling
Zoom for video conferencing

Workplace for “water cooler” like chat

Google Docs for remote collaboration

15Five for weekly private retrospectives



15Five | camedia 15Fives High Fives Reporting 15Five Plus
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Reviewer
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Print
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What wins did you have this week (big or small)?

Add a new answer

What challenges did you face this week? Any stuck points?

Add a new answer

What have you learned this week? (optional)

Add a new answer



Scaling Up
Remote work requires a strong written culture,
particularly with teams spread across time zones.

This becomes more important as the company
grows.



Wrapping up

e For both employee and employer remote work requires
Intentional design to work well

e Separate home from work - through physical separation,
for example

e Prioritise mental health - social life, exercise, taking breaks



Wrapping up

e Both the company, and its managers, need to exhibit
transparency and be prepared to be vulnerable



Books that influenced us

“This book is 2 must for any business owner and their

management team. Traction provides a powertyl, practical, “ "
9 A & PN Provocative and fascinating. MALCOLM GLADWELL
and simple system for running your business.

Mastering the Rockefeller Habits 2.0

0 How a Few Companies
Make It...and Why
the Rest Don’t
)

Daniel H. Pink

author ot A Whole New Mind

GET A GRIP ON-YOUR BUSINESS
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GIND WICKMAN :
_ The Surprising Truth Verne Harnish

About What Motivates Us and the team at Gazelles




Thanks for listening

Twitter: @charleshumble
Email: charles@infog.com

Writing: https://www.infog.com/profile/Charles-Humble

Music: http://www.twofish-music.com/



https://twitter.com/charleshumble
mailto:charles@infoq.com
https://www.infoq.com/profile/Charles-Humble
http://www.twofish-music.com/

