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Lower Costs, 
Higher Satisfaction.

https://www.omnipresent.com/articles/benefits-of-remote-work-for-employers

$11,000 Per 
Employee Per 

Year!

https://www.omnipresent.com/articles/benefits-of-remote-work-for-employers


No Commute,
More Time.

https://www.axios.com/2023/01/24/remote-work-saved-workers-72-minutes-per-day-study-finds

72 Minutes per 
Day!

https://www.axios.com/2023/01/24/remote-work-saved-workers-72-minutes-per-day-study-finds


Access to Talent,
Global and Diverse.

https://www.jobspikr.com/blog/remote-work-trends-2025/

4x More 
Applicants, 

+21% Diversity!

https://www.jobspikr.com/blog/remote-work-trends-2025/


Productivity, 
Focus and Flexibility.

https://www.apollotechnical.com/working-from-home-productivity-statistics/

47% More 
Productive!

https://www.apollotechnical.com/working-from-home-productivity-statistics/


Employer Brand, 
Modern Culture.

https://blogs.vorecol.com/blog-remote-work-and-its-impact-on-employer-branding-38072

25% Lower 
Turnover Rate!

https://blogs.vorecol.com/blog-remote-work-and-its-impact-on-employer-branding-38072


Working from Home



Working from Home: Expectation vs. Reality



Working from Home

Focus

PrivacyErgonomics



Remote Work ≠ Home Office



Intentional Communication



Spectrum of Communication

Mail Docs Tickets Chat
Phone

Call
Video 

Conference
Office 
Onsite

Asynchronous Synchronous



Spectrum of Communication

Asynchronous Synchronous

📖 Read

4x Faster

🗣 Speak

2x Faster

✍ Write 🎧 Listen

Slow

Fast



Async: Impact-Focused

Deep Work,
Real Contributions.



Sync: Alignment-Focused

Fast Clarity,
Structured Interaction.



Living Artifacts
Measure Results

Planned Social Interactions
Intentionally Built Culture

Remote – Engage – Produce – Loop



Living Artifacts



When You Find Out Work Gossip and Can’t 
Wait to Tell Your Coworkers



Information Spreads Naturally

Office

Knowledge Must Be Spread 
Intentionally

Remote



Set Up an Operating System & Document Your Rituals



Asynchronous Request for Comments Table



Put a TL;DR on Top of Every Document



Agree on Your Communication Expectations



Asynchronous Rolling Agenda



Record a Video Instead of Having a Meeting



Everybody’s Own README

https://hackernoon.com/12-manager-readmes-from-silicon-valleys-top-tech-companies-26588a660afe

https://hackernoon.com/12-manager-readmes-from-silicon-valleys-top-tech-companies-26588a660afe


Teams Document Themselves Like an API

- Code

- Versioning

- Wiki & Docs

- Practices & Principles

- Communication

- Work information

- Other



Ticket Systems for Reactive Work

Needs enough 
Context!



Work Like You Code: 
Leave an Audit Trail 



Approach Async Work with 
Eventual Consistency



Measure Results



Shut Up and Measure only Outcomes!



Productivity = Butts in Seats

Office

Productivity = Outcomes

Remote



Remote teams need alignment processes, not micromanagement.

Set the goal, then step back
→ Balance guidance and trust

Middle managers are crucial
→ Keep operations running
→ Drive change across the org

Leadership in Remote Teams



KPI Available to Everyone



Dashboards



Heartbeats



Hill Charts

https://basecamp.com/hill-charts

https://basecamp.com/hill-charts


Moving the Needle

https://3.basecamp-help.com/article/711-move-the-needle

https://3.basecamp-help.com/article/711-move-the-needle


Reinforce Behavior Through 
Reporting Structure



Planned Social Interactions



When You’re Trying to Be Spontaneous, 
but You’re Too Much of a Planner



Spontaneous Social Flow

Office

Planned Social Interactions

Remote



Timer: Structured Time in Meetings



Rotating Moderator for Reinforced Flows & New Perspectives



Round Robin: Make Sure Everyone Is Heard

No Interruptions!



Continuous Onboarding Curriculum

What the App Does and 
What Users Do With It

Ecosystem

How to Work Together

Codebase + 
Architecture

How to Deploy



Make MS Teams Actually Usable (by Emulating Slack)

https://www.v01.io/posts/2025-how-to-make-ms-teams-actually-usable/

https://www.v01.io/posts/2025-how-to-make-ms-teams-actually-usable/


Have A Proper Channel Setup

Team Channels
#team-search, #team-payments, #team-checkout-daily, #team-login-tech, #team-suche-support

Product Area Channels
#product-checkout, #product-login, #product-feedback, #product-ideas

Guild & Tech Channels
#guild-frontend, #guild-devops, #guild-ux, #tech-decision-log, #infra-status, #incident-response, 
#releases

Leadership & Transparency Channels
#leadership, #product-leads, #engineering-leads, #all-hands, #company-news, #strategy

Culture & Social Channels
#random, #fun, #coffee-chat, #shoutouts, #memes, #kudos, #thanks, #onboarding



#random



Management as 
“Connective Tissue”.



You Need Clear Communicators 
— Start With Yourself!



Intentionally Built Culture



I’ve Ordered the Pre-Waffle Party Egg Bar Social for Everyone!



Sense of belonging (automatic)

Office

Intentionally Built Culture

Remote



Identify & Enforce Memes!



Meet regularly in person!

😍����😍 😍😍



Rotate Cities For Team Days

- Everyone shares the travel and organizational effort

- New environments spark fresh ideas and energy

- Travel effort is shared more fairly over time



Create Bonding Moments in Real Life



Treat everyone as remote.



Building Culture Remotely Is 
Awkward — and Essential!



Remote – Engage – Produce – Loop



When a Colleague Asks Me if I Am Free for a Quick Chat.



Quick chats & informal updates

Office

 Structured communication 
formats

Remote



Anatomy of a Week

Team Checkin 
(async)

1on1
1on1
1on1
1on1
1on1
1on1

Weekly (sync)

Heartbeat (async)

Mon Tue Wed Thu Fri



Async Checkin



- Mood Checkin in Miro
- Professions Heartbeat (Sales, 

Support, Engineering, Product, ..)
- KPI
- Progress / Problems / Plans

- Initiatives Heartbeat
- Hillchart
- Moving the Needle 

Weekly

- Rolling Agenda
- Missing Reviews of Async 

Documents
- Vacations in Miro Calendar
- Offtopic

Rotating Moderator!



Weekly - Mood Checkin

Google: “mood scales”!



Weekly - Vacation Calendar

https://www.v01.io/posts/2024-calendar-whiteboards/

https://www.v01.io/posts/2024-calendar-whiteboards/


Weekly - Personal / Offtopic



Weekly - Everything Together in 1 Miro Board

Minimize 
Number of 

Tools per 
Meeting!



Weekly - Rolling Agenda



Weekly - Review Check



This Level of Structure 

For. Every. Meeting!



Closing Thoughts



Theory: Cal Newport

https://amzn.to/3TtbixU

https://amzn.to/3TtbixU


Practice: James Stanier

https://amzn.to/3HPd61J

https://amzn.to/3HPd61J


Inspiration: David Marquet 

https://amzn.to/448l6SK 

https://amzn.to/448l6SK


Example: 37 Signals

https://37signals.com/how-we-communicate

https://37signals.com/how-we-communicate


Example: Gitlab

https://handbook.gitlab.com/

https://handbook.gitlab.com/


Example: Posthog

https://posthog.com/handbook 

https://posthog.com/handbook


Remote Work Means

- More Autonomy

- More Asynchronous Work

- More Uninterrupted Time Blocks

- Smaller Teams

- More Freedom

- More Trust



Over Communicate & 
Default to Trust!



About me



Leading 
Remote Teams 

Since the Age 
of 18



CTO Digital 
Agency

buddybrand 
GmbH



https://www.buzzbird.de/insights/

CPO & CTO 
Influencer 

Marketplace
BuzzBird GmbH

https://www.buzzbird.de/insights/


Built IIot 
Business Unit 

(Interim)
Voith GmbH & 

Co. KGaA



Leading 
Product & Tech 

(Interim)
edding AG 



Klaus Breyer
v01.io

v01.io/2025-alphalist-remote

mailto:kb@v01.io
mailto:kb@v01.io
http://v01.io/2025-alphalist-remote
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