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Introduction

The COVID-19 pandemic may be over, but the transition to 
remote work that it kicked off shows no sign of stopping. 2022 
research by McKinsey discovered that 58% of job holders in the 
US can work remotely at least some of the time. Employees love 
it. A 2021 Gallup survey found that 70% of employees prefer fully 
remote work or a hybrid schedule. Companies are discovering 
the benefits of going remote, including:
•  Access to a broader talent pool
•  Lower overheads
•  Higher productivity levels

However, for leaders, the remote work revolution poses a 
challenge. Leading  remotely is a completely different proposition 
from leading a team face-to-face. It requires a different skillset 
and mindset. Many leaders have struggled to make the switch. 
It’s no surprise that a 2021 survey by the US Society for Human 
Resource Management found that 72% of US managers would 
prefer it if their staff were all in the office. But if you’re a remote 
leader, don’t panic. This handbook is here to help. It’s your guide 
to this new world of leadership, focusing on ten key remote 
leadership topics. We hope it will help you continue to get the 
best from your remote teams, however you move forward.

https://www.mckinsey.com/industries/real-estate/our-insights/americans-are-embracing-flexible-work-and-they-want-more-of-it?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.mckinsey.com/industries/real-estate/our-insights/americans-are-embracing-flexible-work-and-they-want-more-of-it?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.gallup.com/workplace/296528/leading-remotely-managers-need-keep-teams-engaged.aspx?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.shrm.org/about-shrm/press-room/press-releases/pages/-shrm-research-reveals-negative-perceptions-of-remote-work.aspx?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.shrm.org/about-shrm/press-room/press-releases/pages/-shrm-research-reveals-negative-perceptions-of-remote-work.aspx?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter One

Culture
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We decided to start with culture as it should be the north star 
for the way you lead. It should be a guiding factor in every 
decision you make; how does it affect our culture? Every topic 
covered in the handbook relates to culture in some way, from 
communication to technology to performance metrics and 
more. Let’s be honest. It was a lot easier to shape culture when 
everyone was in the office five days a week. Companies could 
design how they wanted a culture to be, while employees had 
enough face-to-face connections that they could iterate and 
improve on it. The benefits of getting culture right are game-
changing. Companies with positive cultures experience:
•  More employee engagement
•  Less staff churn
•  Better brand perception and more

So, how can you create, maintain and improve company and team 
culture when you and your team are spread out across the city 
(or world)?



6

Tips for leaders

Create a remote-first culture
If you want to be a remote-first company (and there are so many 
advantages to being one), be deliberate about creating a remote-
first culture. You won’t be able to replicate your office culture - 
whether you’re formal and serious or more pizza and ping-pong 
– so don’t try. Instead, look at going remote as your opportunity 
to create something new - and better. Remember, remote-first 
is what it says it is. It doesn’t mean remote tolerant or remotely 
grudgingly allowing. Some companies label themselves as 
remote-first to attract talent, but in reality, they’re not. They say 
they’re remote, but still want people to live around the company 
location so they can come into the office once or twice a week. 
That’s not remote first. Don’t be like them.

Communication is everything
This is something we’ll mention a lot in this handbook, especially 
in the next chapter. But, there’s a reason for that. What you say 
and how you say it is probably the most critical factor in being 
a successful remote leader. When it comes to culture, you need 
to think about how you will communicate the big picture to your 
remote workers; your vision, values and purpose. Help them 
understand why they do what they do, in the way they do it.
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Show them how the changes they’re experiencing will benefit 
them.

After that, it’s about communication of tactics.

Trust more
As we’ll discover in the chapter on mindset, trust is key to an 
effective remote leader. If you can’t trust your people to work 
well remotely, you’ll drive yourself to distraction and push your 
people away. 

Why not try to create a culture where you empower your 
people to perform at their best because you allow them to with 
confidence? By all means, set expectations and boundaries, but 
give them the chance to stand out because they believe in your 
vision and values.

Set the tone
Rather than being a drag on your remote-first culture, you have 
the opportunity as a leader to set the tone and direct the culture 
how you want it.

If you want your culture to be inclusive, supportive and 
welcoming to new members, model those behaviours yourself. 
Be human and vulnerable; open up now and again about what’s 
going on in your life. After all, you’re interacting from your home, 
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beaming yourself into the homes of your team members. Send 
out the signal that it’s okay to be more relaxed.

Help your staff evolve culture their way
When you all worked together in the office, you found ways to 
be social and let off steam. These ‘human’ moments helped move 
your culture in your employees’ direction, even if only in a small 
way. Of course, lots of small moments eventually snowball into 
bigger shifts.

When a team no longer has those bonds, performance eventually 
goes down. So, you must try to help your team replicate the 
social aspect of the office, even when they’re not together face-
to-face. 

For example, create a Slack channel where your team can talk 
about anything except work, like a recreation of the water cooler 
or the coffee machine. From small beginnings, your people can 
develop a culture they actually want.

Expert advice
‘What leaders can do is actually hold a minute or two at the 
beginning of the meeting and let people talk about non-work 
related things, because that’s what would happen in an office 
setting, right? If you were going into a meeting room or a 
conference room and you were the first to arrive and people 
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funnel in behind you, what would you do? You would greet them. 
You would talk to them about the weather, their commute, 
whatever it is, everything but work until the meeting starts. 

Well, you can do the same thing in a remote setting. It just has 
to be a little bit more intentional. Reserve that time for people 
to talk and get to know one another. If people don’t know each 
other, focus some time on introducing people, getting them to 
know other people within the team.’ 

Jason Morwick – Head of Remote, Cactus Communications

From Wonder’s Leading Remotely Podcast, Episode 1

https://www.wonder.me/blog/podcast-leading-remotely-ep01?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Two

Mindset and 
leadership style
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In the days before remote work, leaders had more choices 
regarding their leadership style. If you wanted to take a 
traditional command-and-control approach, you could. If you 
wanted to be a micromanager, you could (not that we would 
advise it). You also had the time and space to develop a leadership 
style that worked for you – and hopefully for your people too.

However, when you lead a remote team, you have fewer 
options. When your team members are apart from each other, 
micromanagement is virtually impossible, not that your people 
would accept it anyway.

Remote leadership requires a shift in mindset. It’s natural that as 
a remote leader, you’ll have nagging doubts in the back of your 
mind:
• What are my people up to right now?
• Are they happy?
• Am I doing this right?

But, to be a successful remote leader, you need to shift your 
mindset away from those worries and ask yourself what more you 
can do to be a better leader for your people.
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Tips for leaders

Trust 
The central philosophy of remote work – and the one that 
employees most value – is that output trumps input. If you get 
the work done, it doesn’t matter how, where or when you do it.

It can be understandably difficult for a leader to get their head 
around this shift in emphasis. After all, when everyone was in the 
same building from 9 to 5, Monday to Friday, you knew exactly 
where everyone was and what they were doing. You were able 
to help your people if they needed it, as well as apply pressure 
when necessary. How do you keep people motivated and ensure 
performance?

Start by letting go of that old command-and-control mindset 
and trust your people. Give them the tools, the space and the 
opportunity to shine. They will reward your confidence with top 
performance.

Communication 
Again, communication is key. However, in this case, it’s not what 
you say; it’s how you say it.

Instead of seeing you around the office, your people are mostly 
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going to come into contact with you via written messages, 
phone calls or video conferences. If you’re the type of person 
that would lighten a difficult situation with a joke, you’ll find it 
much harder to do when you can’t be sure that the other person 
has understood it. The best policy is to be as authentic and 
straightforward as you can. Stay away from subtext or sarcasm. 

Also, remember that your people may themselves be struggling 
with adapting to remote life, or experiencing problems outside 
of work. Try to communicate with respect, care and empathy, 
whoever you are talking to.

Eliminate bias
Your remote teams could contain people from many different 
backgrounds working across the globe. There are some you may 
see regularly, while others you may never meet in your life. Some 
you may know well already, others you will have to spend time 
getting to know.

As a remote leader, you must trust your people and they must 
trust you back. They trust you to be fair to them and treat them 
equally regardless of background or anything else. Make integrity, 
transparency and openness what you’re known for as a leader.

Confidence and courage
You may be wondering where in this new world of remote 
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leadership is your opportunity to actually lead. Don’t worry. You 
can still be bold and courageous as a remote leader. In fact, it’s a 
requirement.

As you and your company adapt to a remote-first way of doing 
business, you’ll likely see examples of people (on purpose or 
inadvertently) doing things that don’t work. You could see 
examples where your way of working negatively affects team 
members of different backgrounds or in other countries. In these 
situations, you must challenge the entrenched ways of doing 
things. Don’t sit back and let it happen. 

Remember, you’re pioneering a new way of leading. Have 
confidence in your values and vision and you’ll be successful.

Enjoy it
While it’s natural to have those worries as you begin as a remote 
leader, wondering what your team are up to and whether they’re 
performing, try to look on the positive side.

Being able to lead your team remotely is a gift:
• You suddenly have access to a worldwide pool of talent
• Your team are all inherently happier because they can work 
remotely

• No more commuting. You can work from anywhere too!

So, enjoy your time as a remote leader. Think about how you can 
better use the time you used to spend commuting. Find the ‘why’ 
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behind your leadership style and rediscover your passion for 
leadership. Look at it as an opportunity, not a challenge.

Expert advice
‘The idea that we’re a professional self and a personal self is 
really quite flawed. Obviously, there are attributes and aspects 
of us that come alive in our professional world, and there are 
attributes and aspects that come alive in our friendships. But it’s 
not like we cut off the other things when we are in one scenario. 

‘Pretending that something incredibly challenging in our personal 
lives isn’t going to impact our work life is false - and vice versa. I 
think it’s accepted in the world that if work’s stressful, it bleeds 
into your personal life. That’s all really normal.’

Sarah Hawley – CEO & Founder, Growmotely

Wonder’s Leading Remotely Podcast, Episode 3

https://www.wonder.me/blog/podcast-leading-remotely-ep03?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Three

Communication
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Communication is the most critical part of getting remote work 
to work. Effective communication is essential for getting the 
most from your team, fostering culture and everything else that 
makes a team function well.

But, of course, communication is more challenging now. When 
everyone was in the office 9-5 every day, it was simple to get 
everyone together and get your message across, clarifying points 
if necessary. Now, everyone may not even be in the same time 
zone, let alone the same place. 

You have more communication tools at your disposal as a remote 
leader; email, phone calls, video meetings, instant messages and 
more. But how do you get it right?
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Tips for leaders

Introducing Async
Asynchronous communication is how you communicate in 
remote work. It requires a shift in the leader’s mindset, but once 
you get it right, it brings benefits to all.

Async is communication that doesn’t take place in real time. 
Instead, there’s a time lag between one person sending out a 
communication and the recipients replying. Examples of async 
include email, Slack messages and pre-recorded video messages 
like Loom. 

Working in this way can come as a shock to leaders who are 
used to communicating with their people in meetings or on 
conference calls. However, when everyone works remotely, often 
in other countries, it’s the only way to guarantee that everyone 
gets your message. After all, you can’t stop by someone’s desk for 
a quick chat if you’re in London and they’re in Cape Town.

Overcommunicate
The key to effective asynchronous communication is clarity. You 
must make sure you get your points across clearly, ideally with no 
gaps that require people to ask questions to fill. The good news 
is, when you take time to compose an email or record a video 
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message, you have more chances to get it right before you press 
‘send’.

Make sure you cover everything in your communications, even 
if you think a detail is too small or something everyone should 
know already. It will save you time in the long run.

The right channel for the right purpose
To ensure you’re as straightforward as possible, as well as most 
efficient with your time, make sure you use the right channel 
when you communicate. Here are some good uses for all your 
remote communication tools:
• Phone call – one-to-one catch-ups, potentially difficult 
conversations

• Email – updates to multiple recipients, formal communications
• Slack (or other instant message app) chat – real-time updates, 
questions and answers

• Pre-recorded video – explainers, plugging gaps from previous 
messages

• Video conference – Team meetings, training

Remember that some of these methods are real-time while 
others are asynchronous. If you’re getting a team from around 
the world together for a video conference, you’d better have a 
good reason. Could it be an email?
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Watch your tone
When you were together in an office, it was easier for a leader 
to soften a difficult conversation with a smile or joke. It’s much 
harder now, when people may not always get the subtext of what 
you’re saying. Also, a massive part of how someone receives your 
communication depends on your body language and tone of 
voice, not what you say.

Minimise misunderstandings by keeping your tone open and 
approachable, even if it’s not how you’re actually feeling at 
the time. In written communications, be super clear and keep 
the subtext to a minimum. You have more opportunities to be 
yourself on video, but you should always consider how you come 
across, especially to team members of different backgrounds.

Check for problems
Finally, be alert to when communication in your team is going 
wrong, whether it’s you or someone else who is not getting their 
messages across.

Here are some signs that communication is off in your team:
• People stop engaging with each other
• They don’t turn their camera on for video meetings
• People aren’t asking questions
• Text conversations and emails seem blunt
• People do not feel safe to open up about challenges
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If you see any of these, it could be time to rethink team 
communication.

Expert advice
‘It’s those little things that you may notice as a leader that may 
cause you to take small actions, such as reaching out to someone 
and saying, ‘Hey, Matt, you know, I noticed lately you haven’t 
been asking as many questions as you used to. Is everything 
okay? Is there anything I can do?’ and trying to get the person to 
open up. 

‘If you are a leader who has created an environment of 
psychological safety, where people feel okay to open up without 
any sort of reprisal, they will be forthcoming and start to share 
information. Then you can start thinking about what actions you 
may need to take.’

Jason Morwick – Head of Remote, Cactus Communications

From Wonder’s Leading Remotely Podcast, Episode 1

https://www.wonder.me/blog/podcast-leading-remotely-ep01?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Four

Meetings
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Remote work has changed meetings forever. Sure, it’s made 
it harder for leaders. It used to be simple for leaders to gather 
everyone in a room and hash things out. Now, team members 
may be dotted all over the world.

However, remote work has also changed things for the better. 
Or at least, it should have. It’s a golden opportunity to end Death 
by PowerPoint and meetings for meetings’ sake. It also allows 
leaders to democratise meetings, eliminating those times when 
the person with the loudest voice dominates the agenda. 

There are several things remote leaders can do to take the 
opportunity and make meetings something everyone looks 
forward to rather than dreads.



24

Tips for leaders

Take responsibility
As a leader, it’s on you to make sure your meeting goes to plan, 
with everyone engaged and not tuning out, so you can get your 
message across and people leave understanding what they have 
to do.

No one is saying it’s easy now you’re remote, bringing people 
together from different backgrounds and cultures using 
conferencing technology. But, you need to know that the old 
way of doing things, where the leader talks and everyone listens, 
doesn’t translate to remote. 

You may need to get out of your comfort zone to make a meeting 
work, but it will be worth it.

Could it be an email?
First up, consider whether you need to have a meeting in the first 
place. When you were in the office, a team meeting on a Monday 
morning was ‘something you did’ because it was easy to set up. 
Now, you’re taking people away from other things, so make sure 
it’s worth their while.

For example, if your plan for the meeting is just to share your 
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screen with some slides on it while you talk about what’s on the 
slides, why not record it as a video and send that out instead? 
Always look for reasons to use asynchronous communication, 
letting your people respond on their terms rather than yours.

Include everyone
If it has to be a meeting, you must ensure everyone feels 
included. However, that’s not just letting people speak.

Virtual meetings depend on technology to ensure they can see, 
be seen, speak and listen, wherever they may be in the world. 
You may have access to a top-of-the-range laptop and fibre 
broadband, but what about your people? If they are going to work 
remotely in your team, you must make sure they have all the tech 
they need. 

Now, you must plan for everyone in your meeting to participate 
in some way, so they are engaged and do not tune out. For 
example, during your meeting, go around the group individually 
every fifteen minutes (if not less) to check they understand and 
agree with what’s been said so far.

Sense conflict
It’s extremely hard to sense conflict in a video meeting as you 
may not necessarily see the visual clues, like a frown or rolling 
eyes. However, just because you can’t see it doesn’t mean it isn’t 
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there. As a leader, it’s your role to relieve conflict, whether it’s 
with you or between people in your team.

Listen for prolonged silences or changes in tone of voice among 
your people. Look out for people trying to make a point but can’t 
get a word in. If someone is unduly dominating the conversation, 
try to help others give their input. 

If you sense real conflict between team members, try not to dwell 
on it in the meeting. Instead, deal with it outside of that setting.

Start as you mean to go on
If you get your meeting off to a good start, you boost the chances 
of the rest of it going well.

Start on time, but use the start of it to welcome everybody, 
introduce people who don’t already know each other and 
generally catch up. It loosens everybody up and makes them feel 
warm toward having a meeting, which they may not have felt 
before.

Once you formally kick off the meeting, make it clear what you’re 
all there to do, so everybody can focus on the task. Talk about 
the plan for the meeting and who will be performing any specific 
roles. If you have any ‘housekeeping rules’ such as keeping your 
camera on or saying your name when you start talking, now’s the 
time to make it clear.



27

Oh, and finish five minutes early. Everyone loves that!

Expert advice
‘There’s a lot of value in adding a bit of play into anything that 
is already routine within your schedule. So, a lot of teams will 
have a weekly meeting. How do you start the first 10 minutes with 
something that is fun and that is playful? 

‘I don’t think the leader needs to be the playful one. I think they 
just need to make space and approval for that - an acceptance of 
that play. 

‘There are so many people within an organisation that are 
creative and waiting to have this moment to share something fun. 
I think within that, the leader’s responsibility is to give space and 
make it okay.’

Tamara Sanderson – Author and Founder, RemoteWorks

From Wonder’s Leading Remotely Podcast, Episode 4

https://www.wonder.me/blog/podcast-leading-remotely-ep04?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Five

Collaboration
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Nothing happens alone. You can only succeed as a team when 
you work together. But, how do you get your people working 
together in harmony when they’re not in the same room 
anymore? As a remote leader, your challenge is to get people 
- often thousands of miles apart - collaborating as if they’re 
together.

Technology is a great help, but it’s just a tool. Making remote 
collaboration succeed requires a shift in the way you work. 
However, the benefits make it worthwhile. Your team can 
improve their performance in a happier environment.
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Tips for leaders

Clear communication
Yes, we’re back to communication again, but as always, it’s 
essential.

We’ve talked about how you need to communicate clearly, 
without leaving gaps in your communication and without subtext. 
However, as a leader, you also need to foster this spirit of open 
communication in your team.

Show your team how they should communicate with each other. 
Help them get used to the changes that come with asynchronous 
working. Manage their expectations around what they should 
demand from their team members. For example, you wouldn’t 
expect a team member to respond immediately to an email if 
they’re in New York and you’re in London. Your team members, in 
turn, shouldn’t ask for the impossible.

Foster a mindset of accountability
Remote work is all about trust. You trust your people, and they 
trust you back. But if you’re doing everything you can to live up 
to that trust, your people must do the same too. You don’t know 
what they’re doing when you’re not watching, but they can’t take 
this freedom for granted.
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Once your people are clear about what you want them to do, give 
them the responsibility to complete their tasks before the agreed 
time without interruption. Let them take ownership and give 
them recognition when things go well.

Keep your tech tidy
You’re likely to use many different tech tools to enable 
collaboration, including:
• Communications apps
• Shared drives
• Specialist software (e.g. design solutions)

With many people using these solutions, the organisation often 
gets out of hand, meaning people can’t find what they need. 
Worse, there can be version control mistakes that waste time and 
slow projects down.

As a remote leader, your job is to remove obstacles from your 
team’s path so they can complete tasks on time to the best of 
their ability. While we’re not saying you should go into these 
solutions and start cleaning them up yourself, you should 
consider ways of ensuring everyone uses their tech with others 
in mind.

For example, think of how your shared drive can be organised 
using folders so everyone can quickly find the files they need.



32

Build relationships
Your team members need to get on well in order to work well 
together. Sure, they need to buy into your vision and values, 
communicate well etc. But, most of the time, work flows better 
when all sides have a smile on their face.

Encourage your team to talk about other things than work. 
Schedule time for one-to-one sessions where people who work 
closely together can build a relationship. Ideally, you want your 
team members to feel comfortable asking each other for help, 
while they can also feel comfortable saying ‘not right now’ if 
they’re overwhelmed.

Head off issues
Proactively look for problems in how your team work together. 
As we talked about in the chapter on meetings, it can be hard to 
spot relationship issues when you’re not in the same space and 
can see visual cues. However, little problems can snowball into 
bigger ones - if someone in your team isn’t doing their fair share 
of work, for example. Check in on your team members regularly 
to spot problems before they become significant.

On the other hand, you need to spot when your team members 
are in danger of burning themselves out. When you work from 
home, you can literally work all day and night if you don’t stop, 
which is no good for anyone. Look for signs of overwhelm and 
encourage your people to take regular breaks and look after their 
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health.

Expert advice
‘And I’ve had people tell me that, when I do show up in the office, 
say it’s one day a week, I find that I’m not really getting any ‘work’ 
done. 

‘In fact, what I’m doing is I’m meeting people that I haven’t seen 
in a while. I’m building relationships. I’m using that time to meet 
with new people on the team that I haven’t met in person before. 

‘So it’s really being very conscious of using that time wisely, 
saying, if I’m going to be face to face with people, what do I want 
to do? I don’t want to just jump into a simple task that I could do 
while I’m remote. I will use that time for something more difficult 
to do while I’m virtual.’

Jason Morwick – Head of Remote, Cactus Communications

From Wonder’s Leading Remotely Podcast, Episode 1

https://www.wonder.me/blog/podcast-leading-remotely-ep01?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Six

Coaching
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We don’t need to tell you the value of coaching, especially when 
compared to simply telling your people how to do something 
right. However, there’s a significant difference between the 
experience of coaching someone face-to-face and doing it 
remotely. 

Remote coaching works. There’s no drop in the value that the 
coachee can receive. But, you need to change the way you coach 
to keep engagement levels up and ensure they get all the benefits.

You may have spent a great deal of time setting up a coaching 
culture in your organisation when everyone was together in the 
office. Don’t let it slip now just because you’re remote-first.
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Tips for leaders

Keep it bitesize
We all know about Zoom fatigue, when a meeting that could be 
pretty enjoyable in real life feels like it drags on for hours because 
you’re staring at a screen. Video shortens our attention span.

Coaching requires both sides to be fully engaged throughout the 
session. So, don’t plan super long sessions (one hour max should 
be fine). If you coach in groups, keep the groups small to ensure 
everyone gets their share of the value.

It may mean you have to change your approach or schedule 
more coaching slots, but trying to coach in long sessions with big 
groups is a waste of everybody’s time.

Prepare
To make the most of your new shorter coaching sessions, make 
every minute count. 

Before you start, prepare an agenda where you note what 
you want to achieve and how you will do it. Send it out to all 
attendees, along with what they need to prepare before the 
session. Use the time before the coaching session to get your 
team excited about it. 
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As with most things in life, the more you prepare, the better you’ll 
perform on the day. Good preparation will make your coaching 
more focused, concise and effective.

Be present
As you would in a face-to-face coaching session, do everything 
you can to minimise distractions. Turn off your notifications so 
nothing from the outside can take away your focus. Make sure 
everyone else in the session does the same.

There’s often an awkward moment in video meetings, the split 
second of silence between someone opening their mouth and 
the sound coming out of their speakers. Often people will think 
it’s their cue to jump in because no one else is speaking, then it 
descends into chaos. Instead, try to keep an orderly meeting with 
everyone on mute if it’s not their turn to speak.

Coach with remote work in mind
It’s likely your people are struggling with the changes associated 
with remote work just as much as you are. Sure, they’re enjoying 
the benefits, but they’re also unsure if they’re getting it right.

Coach for the new remote work environment. Help them get 
better at asynchronous communication, remote collaboration 
and everything else that comes with remote work. If you’re 
coaching them on specific parts of the job - product demos with 



38

clients, for example - remember that it’s likely that they’ll be on 
Zoom rather than face-to-face, which requires different skills.

You could also reach out to your coachees before you prepare 
the coaching session to see if there are any challenges that they 
are currently struggling with. Unfortunately, when you’re leading 
remotely, you don’t always see what’s going on.

Seek feedback and iterate
Coaching is a two-way street; you should always look to find out 
what your coachees got from the experience. You should also 
look for ways that you can get better at coaching.

Reach out to the people you coach for a quick chat where they 
can talk to you about the session in a safe environment. If they 
suggest ways that you could improve the coaching process, take 
their comments on board.

Expert advice
‘I would really focus on [creating a] culture where the leader 
is transparent, radical and very open to feedback from your 
employees. Yes, there might be some things that you can learn 
yourself - and then be able to adjust. 

‘And that’s another truth that we should keep in mind when it 
comes to introducing new habits, making changes and how we 
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work. There’s nothing set in stone. You will always iterate. You’ll 
always suggest. This is a process.’

Iwo Szapar – Co-founder, Remote-how

From Wonder’s Leading Remotely Podcast, Episode 5

https://www.wonder.me/blog/podcast-leading-remotely-ep06-iwo-szapar?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Seven

Hiring
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Better hiring is one of the biggest opportunities that going 
remote-first creates. It literally opens up the world to you. The 
talent pool has never been larger. Geography is no longer a 
barrier to you hiring the best people for the job. 

Even if you’re not hiring worldwide, perhaps due to complex 
employment laws, you can still access talent from around your 
home country, not just from near where your office used to be.

However, with this opportunity comes challenges. To get the 
best, you have to position your company as the best place to 
work – and what you think is appealing might be the same as 
what candidates want. Getting the best talent to grow your 
business in this new environment requires an entirely different 
approach to hiring.
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Tips for leaders

Be remote-first, and mean it
In many industries - including software development – the 
majority of candidates will only work for remote-first companies. 
The appetite for remote-first is still strong, even in an uncertain 
economic environment.

So, you need to be remote-first, not simply ‘remote tolerant’. 
Define your remote-first policies and stick to them.

But that’s not all. You need to promote yourself as a remote-first 
company, so the best candidates in the market know what you’re 
all about. Shout about remote work on your Homepage, About 
page, Culture page and social media. Transparency is a great way 
to attract top jobseekers.

Know what to look for in a hire
A strong track record in an industry is important, but it’s not 
everything. There are certain soft skills that are more likely to 
make you a success in a remote-first business. 

Being a good communicator is essential when you work in a 
remote-first organisation. Written communication is especially 
vital in remote teams. During the back-and-forth emails that 
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happen during hiring, look for someone whose emails are well-
written, contain all the information you need and are easy to 
respond to.

If a candidate can get this right, it’s a sign that they will perform 
well in an asynchronous working environment.

Look for proactivity
Micromanagement is impossible in a remote-first business, so 
ensure your new hires do not need you to hold their hand.

The best employees in a remote-first environment are proactive. 
They don’t wait for instructions and are happy to get started even 
if they don’t have everything they need. They’re willing to make 
mistakes and learn from them.

During your hiring process, look for ways to ascertain whether 
your candidates are proactive and comfortable with ambiguity. 

Treat candidates well
Always remember that you’re fighting in a worldwide war 
for talent. While you are blessed to be able to choose from 
candidates across the world, know that talented candidates have 
the same luxury. They’re evaluating you and your company from 
the first moment they see your job advertisement, if not before. 
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When you’re hiring, treat your candidates well. Move fast with 
your hiring process. Candidates prefer this, but it also means 
you’re less likely to lose them to someone else. 

You also need to be fast and thorough with your communication. 
Give feedback to all your candidates, even if they don’t get the 
job. The days of ‘ghosting’ unsuccessful candidates are long gone.

Look for ‘remote fit’
You know the importance of hiring someone who fits in your 
organisation and is likely to work well with the rest of your 
people. However, in remote-first, fit is slightly different. When 
a company works remotely, your people will value someone 
who is reliable, a good communicator and proactive higher than 
someone who makes them laugh in meetings. 

When you get ‘remote fit’ right, however, you:
• Make your team more than the sum of its parts
• Augment your company culture 
• Boost retention

Expert advice
‘Among the top candidates, the best high performers that are 
out there, they have options - and they will choose options with 
remote-first companies now. Most of the people that are kind of 
sitting at the top of each of their industries and have commanded 
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a lot of respect and higher compensation, they’re going to lean 
towards remote-first companies. They’ll lean towards flexibility.

‘All this is just about choice, right? It’s like they want to go to 
a company that will give them the choice they want, or the 
structure to have more autonomy. I love that because it’s forcing 
companies to shift for people of all experience levels.’

Jordan Carroll – The Remote Job Coach

From Wonder’s Leading Remotely Podcast, Episode 2

https://www.wonder.me/blog/podcast-leading-remotely-ep02?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Eight

Metrics
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When everyone was together in the office, you were close to all 
the action. Now, the action is spread out across the country or 
even the world. How can you be sure what’s going on? What do 
you not know about?

You can’t lead remotely on gut instinct. You need to base your 
decision-making on data as far as possible. If you can’t measure 
it, you can’t manage it, so keeping an eye on your metrics is 
essential for any remote leader. So, put processes in place to 
collect as much data as you can from your teams. 
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Tips for leaders

Does activity equal productivity?
It’s simple to set up tools to measure how long your team 
members are active on their remote desktops. You can also 
measure productivity in terms of output (or revenue) per person, 
then look for a correlation between the two metrics.

However, it’s not about looking for slackers. There are many 
reasons why people in a remote team may produce a lower 
output than others. For example, it could be because they have 
a slower internet connection and it takes them longer to access 
files. When you know the reason for lower productivity, you can 
take steps to manage it.

What do your clients think?
If your clients are happy, it’s a sign that your job as a remote 
leader is going well. If you can provide the same or better service 
to your clients as you did when everyone was in the office, you 
can be sure that your move to remote is a good one. 

Design a short and easy-to-complete survey for your clients to 
measure their feelings towards your business and your people. 
Get them to give you a rating on factors such as:
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• Communication – How well do your people stay in contact with 
them?

• Response time – How quickly do your team respond to 
enquiries?

• Quality – How do they rate the way your people deal with 
requests?

You should also ask them how you could improve and act on the 
feedback, if necessary.

Does remote-first boost staff retention?
You know the value of keeping hold of your top people. It keeps 
productivity high while lowering hiring costs. In theory, moving 
to remote-first should work wonders for your staff retention. 
Remote work is supposed to give your people back their work-
life balance, save money, and help them work more effectively. 
However, you won’t know for sure unless you track these metrics.

Track your staff attrition percentage and keep an eye on any 
changes quarter-on-quarter or year-on-year. If you see a rise in 
employee departures, dig deeper to find out why and how you 
can make your people stay longer in your company.

Are your team working too hard?
We’ve talked about tracking your people’s activity to ensure 
they’re productive when working remotely, but this coin has a 



50

flip side. You don’t want your people to work too hard and burn 
themselves out. There is also a cultural aspect to this situation, as 
people in different countries around the world may have different 
attitudes to work and find it harder to say no to things.

Use tools to track how long your people are working, when 
they are available and when they aren’t. If some people are 
working much harder than others, try to find out why. Could you 
redistribute the workload more equally?

How happy are your people?
Companies often overestimate how happy their employees are. If 
you bury your head in the sand and find out about staff issues too 
late, it could have dramatic consequences. It’s simple to quantify 
how happy your people are. You ask them.

Get them to rate their happiness in their role, taking into 
account:
• Work-life balance
• Workload
• Relationship with leadership
• Financial security
• Anything else that they feel is relevant
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Expert advice
‘Everyone who works remotely answers how happy they are 
every single month? How happy are you out of 10 at work - and 
why? 

‘And I use that now as my leading KPI, my leading metric, because 
I know that if my team are happy and engaged, everything else 
in the company will work a lot smoother. On the other hand, if 
they’re not happy and engaged, eventually things will start to 
break down internally, and they won’t necessarily treat the 
customers or treat each other as well.’

Sarah Hawley – CEO & Founder, Growmotely

Wonder’s Leading Remotely Podcast, Episode 3

https://www.wonder.me/blog/podcast-leading-remotely-ep03?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Nine

Technology
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Tech is what makes remote work… work. If you’re a remote 
worker, you now have a suite of tools at your disposal to help you 
communicate, collaborate and actually do your job. Your internet 
connection may be the essential weapon in your work arsenal.

Since the remote work revolution, there’s been a boom in new 
tools that aim to help you work more effectively, wherever you 
are. It presents a challenge for remote leaders. How do you know 
what you need? Then, how do you know which tool is best for 
you? 
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Tips for leaders

Don’t go tech crazy
Tech is important for remote work, but perhaps it’s not as 
important as you think. Try not to obsess about technology to the 
point that you lose focus on your people and your goals. Rather, 
think of tech as the foundation of a building rather than the 
building itself.

Don’t fall into the trap of buying a tool for the sake of it or 
because you know one of your competitors is using it. Every 
business works differently, and what’s good for one may be bad 
for another. Instead, take time to pinpoint the specific challenges 
your teams face and whether tech can solve them. 

Don’t make more work for your people
Tech is supposed to make life easier for your people, but often 
it has the opposite effect. When you bring in a new piece of 
technology for your people, you need to ensure they get the 
onboarding, training and ongoing support they need to get the 
most from it. 

You also need to ensure that when you implement a new tool, 
everyone in your team will be able to use it. For example:
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• Is their computer up-to-date enough to support the tool?
• Is their internet connection strong enough?
• Is the tool set up for immediate use?

Invest for async
We don’t want to tell you what technology to buy. Rather, we 
want to help you make your tech work smarter. However, if we 
have one piece of advice, it’s to invest in tools that help your team 
work asynchronously.

If you’re going to make the most of the opportunities remote 
work presents, such as hiring the best people in the world rather 
than just in your city, you need to start async working. It’s the 
future.

So, look for tools that help your team work more effectively, no 
matter what time zone they’re working in. Start with a great 
asynchronous communication tool and then look at moving to:
• Scheduling tools – Empower your people to work on their 
terms, making themselves available when it works for them, 
while still enabling others to locate them

• Knowledge management tools – Make it easy for people to catch 
up on what they missed when they were asleep and people on 
the other side of the world were working

• Project management software – Track changes to products 
whenever they happen and avoid costly version control errors
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Keep security front-of-mind
When your teams work remotely, transferring valuable data and 
IP worldwide, you need to ensure everything is secure. A cyber-
attack or data breach could have disastrous consequences for 
your company.

Make sure the tools you use employ strong security measures 
(e.g. 2-step verification) and ensure all your remote workers 
know how to use them. You should also ensure your teams have 
the right security software on their machines and know what 
precautions to take to stay safe online.

Let Wonder bring your remote teams closer 
together
Okay, maybe we do want to talk about a specific piece of tech!

Wonder is a virtual workspace where teams collaborate side-by-
side, from anywhere. It takes all the things that you loved about 
working in an office:
• Spontaneous interaction with workmates
• Visibility and transparency
• A strong company culture
• and brings them into the remote environment.

Now, you can have it all. With Wonder, all your team’s work 
happens in one space. Meetings, documents, interactions - 
everything is made visible and at your fingertips. You retain 



57

complete control over your schedule and privacy.

To find out more, visit wonder.me

Expert advice
‘If you’re working in any type of company where you are using 
technology as a prime form of communication, you should be 
remote fluent.  

‘We’ve done a lot of copying and pasting how we worked before. 
So it’s like, ‘Oh. We used to do meetings.’ Now we do those on 
Zoom or Google Hangouts or Microsoft Teams. We used to have 
chats in the hallway. Now we have those on Slack. 

‘It’s nice that people were able to easily make those associations 
and analogies. But it actually requires rethinking. Why are we 
working this way? What do I actually need to get done? What are 
the outputs that matter?’

Tamara Sanderson – Author and Founder, RemoteWorks

From Wonder’s Leading Remotely Podcast, Episode 4

https://www.wonder.me/?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.wonder.me/blog/podcast-leading-remotely-ep04?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Ten

The future
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Finally, we want to talk briefly about the future of remote work. 

Although we’re all happy and productive working remotely, it 
can often still feel a bit precarious, like it’s something that’s too 
good to last. There are always those questions in the back of your 
mind:
• Could an economic downturn halt the remote work revolution?
• Could high energy prices lead to more people wanting to go to 
the office?

• Will companies discover something more effective than remote 
work?
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Tips for leaders

The genie is out of the bottle
We speak to remote work experts for the Wonder podcast all the 
time, and all of them say the same thing. Remote work is here to 
stay. We’re not going back to the old way of doing things; 9-5, five 
days a week in the office. 

Now people have discovered the benefits of remote-first. They 
want the trust, flexibility and autonomy that comes with working 
remotely - and they won’t stand for being ordered back to the 
office. Companies that want to succeed understand this and 
structure themselves to match. 

Don’t be afraid
In a difficult economy, it’s tempting for leaders who climbed the 
ladder doing 9-5 in the office to yearn for the old days. They may 
think it’s a good idea to get everyone back in the office – at least 
some of the time – so you know where everyone is and what 
they’re doing. 

It’s understandable that you’re nervous, but you must hold 
your resolve. Always remember the benefits of remote work for 
leaders, including:
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• Greater hiring opportunities
• Happier, more engaged staff that stay longer
• Lower overheads

Focusing on remote work will help you succeed in a tightening 
economy rather than be a drag.

Be proud of being remote-first
Being remote-first is something to shout about. It puts you at 
the forefront of the new way of working, leading innovation and 
showing others the way. The more you position yourself as a 
remote-first company and promote your remote work success 
stories, the more other companies will want to follow your lead.

And, of course, publicising your remote-first credentials attracts 
the most talented people to your organisation, future-proofing 
your business.

Measure the impact of remote
Still unsure whether remote-first is working for you? The only 
way to be sure is to measure its impact.

Keeping an eye on your metrics isn’t just essential for leading 
your people as they work remotely; it could also help justify your 
move to remote to others who aren’t quite as innovative.
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Make remote work for you personally
We know that, as a leader, switching to remote is a challenge. You 
have to let go more, trust more and communicate in a different 
way. It’s not easy. However, if you can find the personal benefits 
of working remotely, you’re more likely to want to safeguard it for 
the future. 

So, discover the benefits of asynchronous work, where you don’t 
have to reply to an email straight away and can work to your own 
rhythms. If you’re more of a night owl than a morning person, 
experiment with changing your schedule so you can work when 
you feel most engaged. Try working from a café, a co-working 
space, or even the beach! 

Being able to work remotely is a gift, so treasure it.

Expert advice
‘Environment is everything, and it’s different for everybody, right? 

‘People need to go through their own iteration of figuring out 
themselves. So self-awareness, self-actualisation and remote 
work are actually really important. Being able to know who you 
are, what you do, what you respond well to and what kind of 
equipment you need to be successful.’

Jordan Carroll – The Remote Job Coach
From Wonder’s Leading Remotely Podcast, Episode 2

https://www.wonder.me/blog/podcast-leading-remotely-ep02?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Chapter Eleven

Conclusion
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We hope you enjoyed this book and discovered some tips you can 
use today to make your remote work run more smoothly.

Remote work is an opportunity for all leaders to lead our 
people more effectively, in a more autonomous and happier 
environment. Sure, there are challenges, but if you can overcome 
them, the benefits are vast.

Good luck!

To find out more about how Wonder can revolutionise the way 
you do remote, visit wonder.me

Further listening
Subscribe to the Wonder Leading Remotely Podcast on every 
major podcast platform. 

Visit our Blog page to find out more - wonder.me/blog

Further reading
Want to find out more about how to make remote leadership 
work? Here are some examples of what other thought leaders are 
writing about the subject:

https://www.wonder.me/?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.wonder.me/blog?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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Virtual Leadership: Practical Strategies for Success with Remote 
or Hybrid Work and Teams by Penny Pullan - https://www.
amazon.co.uk/Virtual-Leadership-Practical-Strategies-Success/
dp/1398604275

Remote Work: Redesign Processes, Practices and Strategies 
to Engage a Remote Workforce by Chris Dyer - https://www.
amazon.co.uk/Remote-Work-Processes-Practices-Strategies/
dp/1398600369

Remote Leadership: How to Accelerate Achievement and Create 
a Community in a Work-From-Home World by David Pachter - 
https://www.amazon.co.uk/Remote-Leadership-Achievement-
Work-Home/dp/1645435393

The Long-Distance Leader: Rules for Remarkable Remote 
Leadership by Kevin Eikenberry - https://www.amazon.co.uk/
Long-Distance-Leader-Remarkable-Remote-Leadership/dp/
B07C4ZY46Y

The Future of the Office: Work from Home, Remote Work, 
and the Hard Choices We All Face by Peter Cappelli - https://
www.amazon.co.uk/Future-Office-Work-Remote-Choices/
dp/1613631537

https://www.amazon.co.uk/Virtual-Leadership-Practical-Strategies-Success/dp/1398604275?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Virtual-Leadership-Practical-Strategies-Success/dp/1398604275?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Virtual-Leadership-Practical-Strategies-Success/dp/1398604275?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Remote-Work-Processes-Practices-Strategies/dp/1398600369?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Remote-Work-Processes-Practices-Strategies/dp/1398600369?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Remote-Work-Processes-Practices-Strategies/dp/1398600369?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Remote-Leadership-Achievement-Work-Home/dp/1645435393?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Remote-Leadership-Achievement-Work-Home/dp/1645435393?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Long-Distance-Leader-Remarkable-Remote-Leadership/dp/B07C4ZY46Y
https://www.amazon.co.uk/Long-Distance-Leader-Remarkable-Remote-Leadership/dp/B07C4ZY46Y
https://www.amazon.co.uk/Long-Distance-Leader-Remarkable-Remote-Leadership/dp/B07C4ZY46Y
https://www.amazon.co.uk/Future-Office-Work-Remote-Choices/dp/1613631537?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
https://www.amazon.co.uk/Future-Office-Work-Remote-Choices/dp/1613631537?utm_campaign=remote-leadership-handbook&utm_medium=rlh-internal-link
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