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BUILDING
VIRTUAL
CULTURE
Many organizations and employees

were forced to upend their way of

working due to the COVID-19 virus.

Some organizations were prepared,

with the necessary technology and

workflows already established. Many

others are just treading water, hoping

business can get back to normal. 

 

We believe when we can finally return

to our offices, the workplace will never

be the same... and that may good thing. 

 

Organizations have been forced to

adopt new communication tools and

management mindsets. Our hope is to

help you utilize this new way of

working to create better experiences

for your employees and your customers.  

 

This document was designed to help

leaders continue to engage their

employees, even while employees are

working remotely. These tips will apply

to our future world as well, where

remote work and co-located office

work are intertwined, not distant

cousins. 

 

Within many of the tips, we've included

links to products or tutorials we feel

will help you achieve success.

 

Over the past few weeks, we've scoured

our networks and compiled best

practices from a number of

organizations, including our own. 

 

A special thanks to the leaders at these

companies for making their best

practices available: GitHub, Hubspot,

Meet Edgar, Microsoft, Trello, Wildbit,

Zapier. 
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43%
An AON Consulting report

noted that that virtual teams

can improve employee

productivity up to 43% if done

with intention. 

LEADING A
VIRTUAL TEAM
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LEADING A VIRTUAL TEAM

Clear Expectations. Managers must be clear about expectations. People

generally want to be good at their job. Without clear expectations, people

improvise or become paralyzed. This can lead to a down-turn in self

confidence, resulting in a host of new problems. 

 

Trust goes both ways. While you need to trust your employees are hard at

work, employees need to have trust that their manager is supporting them

and providing clear direction. 

 

Mindset. Work From Home (WFH) presents an opportunity to shift your

mindset from valuing “time in seat” to “output and results”. Change your

definition of productive from “people are busy” to “we get stuff done.”

 

Task-Relevant Maturity. Just because you have a high performer in one

environment does not guarantee he or she will be good in a different

environment. Keep in touch with all of your employees, and don’t assume

“they’ve got this.”

 

Don't Micromanage. A common mistake managers make with remote teams

is to micromanage. Just because managers don’t have visibility, does not

mean managers should change their style. Nothing is more demotivating to

an employee than going from working with high levels of autonomy to now

being micromanaged. 

 

Trust and Adjust. Lead with trust and ask for more communication if

someone is suddenly not following through on key deliverables

 

Mental Health. Provide mental health resources and documentation for how

to use those resources

Great  leaders  are  comfortable  moving  between  the  big

act ions  demanded  of  the i r  miss ion  and  the  smal l  deta i l s

essent ia l  to  achiev ing  i t .  
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Be Flexible. Be understanding of schools being closed, kids are at home, and

regular day care is not available. There is even more reason now to focus on

results and flexibility not “time in seat”. Things are not normal right now, so

your expectations must change. 

 

Availability. Set expectations for availability. Your daily schedule or even the

hours that you work may change while working from home. 

 

Agreement. Come to a reasonable agreement on availability with your

employees based on their unique situations. Just like raising kids, it won’t be

the same for everyone. 

 

Set Boundaries. Set boundaries. It can be a challenge to switch ‘off’ from

work when you don’t leave the office—or switch ‘on’ your workday when you

don’t leave the house. If needed, set clear intentions about work time and

home time to avoid burnout or being ‘always on.’

LEADING A VIRTUAL TEAM
Great  leaders  are  comfortable  moving  between  the  big

act ions  demanded  of  the i r  miss ion  and  the  smal l  deta i l s

essent ia l  to  achiev ing  i t .  
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3.5X
Organizations with effective

change and communication

programs are 3.5 times more

likely to outperform their peers

COMMUNICATION



COMMUNICATION

NEW COMMUNICATION EXPECTATIONS
 

Delayed Communication. WFH and remote work means there will be more

asynchronous communication (delayed, intermittent) than synchronous

communication (happening at the same time, instant). You can’t walk down

the hall and have a conversation with someone. Instead, you might send an

email to someone who is trying to make lunch for a child at the moment you

send the email. Expectations of response speed must be adjusted as a result.

 

Time Sensitive? Don’t pressure team members to respond to questions or

complete tasks that aren’t time sensitive.

 

Provide Context. Don’t assume team members have the all the facts.

Without the context that we often pick up from hallway conversations,

remote work often requires us to overcommunicate. 

 

Positive Intent. When communicating primarily through text, assume

positive intent. If a message feels like a slight, assume positive intent while

asking for clarification.

 

Grammar Skills. Since remote communication often relies heavily on text,

some team members may feel uncomfortable with their writing. Grammarly

is a good tool for those who want to feel more comfortable drafting written

communication in English (American or British). There is a free and premium

version.

High  qual i ty  in format ion  enables  and  empowers ;  mediocre

informat ion  causes  para lys i s ,  Improv isat ion  and

disengagement
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https://www.grammarly.com/blog/how-does-grammarly-work/


MICROSOFT TEAMS AND SLACK
 

Structure. Be intentional about how you structure your channels and

workspaces. If you let people organize teams without direction, people will

set channels private when they should be public, certain people may not

know a channel exists that they should be in, etc.

 

Info Overload. Determine what is important. With everybody working from

home, you might see an increase in messages. Use the settings available in

Teams and Slack to customize notifications and prioritize conversations. 

 

Rules. Set ground rules for how to use the platform - what type of language is

acceptable, what’s not. When do we use email vs. Slack/Teams?

 

At EngageMint, we use email for external communication, whether with

vendors, clients, suppliers or partners. We use Slack for all internal

communication. 

 

Clarity. Create a naming convention for channels. You might start all non-

work related channels with the prefix "fun", i.e. "fun-netflixshows". Another

example might be naming department channels with the prefix "dept.", i.e.

"dept-marketing". 

 

Consider writing a guide for communicating within your own culture.

 

Transparency. Make most channels open and public. Transparency is key to

strong virtual collaboration. By making information readily available for

people to seek out, in Teams or Slack, you can cut down on update meetings. 

COMMUNICATION
High  qual i ty  in format ion  enables  and  empowers ;  mediocre

informat ion  causes  para lys i s ,  Improv isat ion  and

disengagement
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https://support.office.com/en-us/article/manage-notifications-in-teams-1cc31834-5fe5-412b-8edb-43fecc78413d
https://slack.com/help/articles/201355156-Guide-to-desktop-notifications
https://www.troops.ai/blog/slack-best-practices
https://support.office.com/en-us/article/microsoft-teams-video-training-4f108e54-240b-4351-8084-b1089f0d21d7
https://slack.com/resources/using-slack/slack-tutorials


COMMUNICATION

MICROSOFT TEAMS AND SLACK
 

Should I Respond? If something is posted in a "general" or organization-wide

channel, is the expectation that you read it? Or only if you’re tagged in it?

 

Welcome Feedback. Have “Short toes.” Don’t get upset when people pop into

your channel to offer their input, especially when channels are transparent.

 

Take it Offline. But if there is too much back and forth in a channel, or an

argument, quickly go to a video call with that person. Here are easy

shortcuts to do this in both Microsoft Teams and Slack. 

 

Emojis. DO use emojis - they can help to convey nuance in tone, emphasis,

and emotion can lead to more empathy and a tighter human connection. 

 

GIFs. DO use GIFs for the same reason - the emotional range of GIFs is almost

unlimited. Using GIFs can provide clearer context to the reader and mitigate

any wrongly assumed tone. 

 

Virtual Watercooler. Create a “watercooler” channel and make a Question of

the Day each day, so that people can pop in when they want to take a break

for a minute or two (more on this in Fun & Camaraderie section).

High  qual i ty  in format ion  enables  and  empowers ;  mediocre

informat ion  causes  para lys i s ,  Improv isat ion  and

disengagement
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https://support.microsoft.com/en-us/office/start-a-call-from-a-chat-in-teams-f5138c9d-df4c-43d8-9cf6-53400c1a7798?ui=en-us&rs=en-us&ad=us
https://support.zoom.us/hc/en-us/articles/205153325-Using-Slack-with-Zoom
https://pudding.cool/2020/03/gifs/index.html
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25%
McKinsey and Co. released

statistics that show employee

productivity increases up to

25% in organizations where

employees are connected.

VIDEO
CONFERENCING



VIDEO CONFERENCING

Leverage Video to connect face-to-face. A video call can serve as a nice

break from the quiet of an at-home workspace. Video calls will help you feel

connected to your team, friends, and family while staying at home for

extended periods of time.

 

Zoom may be the single most important tool in this WFH revolution because

of its ability to build camaraderie and it’s flexibility that allows collaboration.

 

Zoom is the video platform we primarily use, but we’ve included some

best practices from other Microsoft Teams as well.

 

Side Chats. Zoom has a great “chat” feature that allows users to message the

room while conversation is happening. Change your settings underneath “In

Meeting/Chat” to allow the meeting host and other attendees to see

questions or comments in real time.

 

Grabbing Coffee. To integrate informal video chats with colleagues, consider

using Donut Chats. Donut works by introducing people from a specific Slack

channel via group Direct Message and encouraging them to meet (over a

video call) for coffee, lunch, or donuts.

 

Captions. If using Microsoft Teams, adjust your settings to turn captions on

for your video calls to better understand colleagues

Face - to - face  communicat ion  establ i shes  more  t rust  than  any

other  communicat ion  method .  Video  cal l s  are  the  next  best

th ing .

i)
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https://zoom.us/ent?zcid=3172
https://www.donut.com/
https://support.office.com/en-us/article/use-live-captions-in-a-teams-meeting-4be2d304-f675-4b57-8347-cbd000a21260


Virtual Background. Worried about the appearance of your background?

Upload any image you want in Zoom, or blur your background in Teams.

 

Breakout Rooms. In Zoom, use the breakout rooms feature if there are too

many cooks in the kitchen, or if you are in a design session.

 

Share Screen. Share your screen with the group, and you can allow everyone

on the video call can mark it up.

 

Casual Conversation. Include time for catching-up. Scheduled virtual

meetings tend to be all business because of the unfamiliar nature. This may

be a good time to develop a new practice. 

 

Start each meeting with the first 5 minutes dedicated to one of your

values. Ask if anyone has a story about how they’ve seen that value in

action over the past week. This is a good practice to carry on even when

you’re back in the office.

 

Come Prepared. Have documents to share? Send them out ahead of time and

ask people to come prepared having read the documents. This will eliminate

a ton of “update time” freeing everyone up to go complete actual work.

 

 

VIDEO CONFERENCING
Face - to - face  communicat ion  establ i shes  more  t rust  than  any

other  communicat ion  method .  Video  cal l s  are  the  next  best

th ing .
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https://support.zoom.us/hc/en-us/articles/204674889-Zoom-Rooms-Customized-Background
https://support.microsoft.com/en-us/office/blur-your-background-in-a-teams-meeting-f77a2381-443a-499d-825e-509a140f4780?ui=en-us&rs=en-us&ad=us
https://support.zoom.us/hc/en-us/articles/206476093-Getting-Started-with-Breakout-Rooms
https://support.zoom.us/hc/en-us/articles/201362153-Sharing-your-screen
https://support.zoom.us/hc/en-us/articles/201362153-Sharing-your-screen
https://support.zoom.us/hc/en-us/articles/115005706806-Using-annotation-tools-on-a-shared-screen-or-whiteboard
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#1
According to Gallup's State of

the American Workplace study,

"lack of recognition" is the

most common reasons why

employees leave an employer. 

CARE &
RECOGNITION



CARE &
RECOGNITION

Values = Emojis. Designate a specific emoji for your team values, or have

your creative team design specific branded GIFs. Each time one of your

teammates does something that is the epitome of your company values in

action, you should recognize your teammate by sending that emoji/GIF into

the Slack channels and tagging the employee.

 

Say Thank You. Create a #thanks channel in Teams or Slack. Be specific and

provide as much as context as possible when showing gratitude so that

others will be inspired to replicate the behavior.

 

Care Packages. Send out care packages to your team. You could add in any

number of different thoughtful items. Things like a Pomodoro timer to

remind them to take breaks, or resistance bands to remind them stay active

inside, or a cool coffee mug for the caffeine addict on your team. Try to make

it personal to that employee.

 

Buy Them Lunch. When one of your employees is working hard on a project,

consider ordering and buying them lunch and using a food delivery service

to deliver to them.

 

Hand-Written Notes. Write a hand-written thank-you letter to one of your

team members and have it mailed to their house. It will be a nice moment of

surprise, especially when most of our days now seem the same.

The  extent  to  which  you  show  genuine  care  for  your

employees  i s  the  extent  to  which  they  wil l  care  for  your

customers…  and  each  other .
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https://www.intelligentchange.com/products/the-productivity-planner
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23%
23% of organizations use

standardized project

management practices across

the entire organization. Only 7%

of organizations don't use any

standard practices at all,

according to Project

Management Institute. 

PROJECT
MANAGEMENT



Clear Goals. With your direct reports, create really clear goals, and shorten

those goal time frames to increase focused work. 

 

Short Feedback Loops. Start with projects that are quick to produce and have

short feedback loops, then you can move to longer ones as trust is built.

 

Check-Ins. Daily standups can be a good way to start building trust. You can

do this with a simple blank document / email listing what you’re working on.

If you’re feeling fancy and using Slack, consider integrating using a

Slackbot that consistently asks "what are you working on today?" in a

channel at a set time or day. This is good for building trust at first, then

you can take that away as trust is built.

 

Consistency. Come up with a set of regular checkpoints, whether daily, every

other day or weekly.

 

For Simple Projects. If you want to keep it simple, create a Google Doc that

says “here’s what we’re working on” and update it as time goes on.

 

For Complex Projects. Use Trello or Asana or Monday.com, some type of

project management tools.

We use Trello, and there are tons of great template builds you can get

started with.

 

Productive Now for Flexibility Later. This is a good time to shorten your time

frame on completion of projects. If you crush it now, you may convince your

leader to allow for more WFH days when we get back to the office.

 

Self- Reflection. This is also a good time to get into a practice of self-

reflection on your work, asking yourself questions at the end of the day such

as “Did I accomplish the most important task of the day?” or “How productive

was I on a scale of 1-10 today? Why?”

PROJECT MANAGEMENT
As  a  leader ,  how  do  I  know  work  i s  gett ing  done  i f  I  can ’ t  see  my

employees  phys ica l ly  working?  As  an  employee ,  how  can  I  prove  to

my  boss  I ’m  being  product ive  without  being  onl ine  24 /7?
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https://martinfowler.com/articles/itsNotJustStandingUp.html
https://martinfowler.com/articles/itsNotJustStandingUp.html
https://martinfowler.com/articles/itsNotJustStandingUp.html
https://slack.com/slack-tips/run-daily-standups-or-check-ins
https://trello.com/en-US
https://asana.com/
https://monday.com/
https://blog.trello.com/7-inspiring-templates-from-the-trello-community
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76%
76% of employees are looking

for career growth

opportunities, according to

ClearCompany. 

TRAINING



TRAINING

Maximize Down-Time. With significant down time for many people, use this

time to invest in upskilling your team or yourself with digital trainings.

 

Best Training Platforms. Here are some of the best digital training platforms

you can use to upskill your team or yourself. We’ll be releasing our own

platform later this year to help you with customer experience and employee

experience.

 

Mobile Training Using Games. Companies like 1Huddle are using

gamification principles to help organizations train their employees with new

skills right on their mobile phones.

 

The  world  i s  evolv ing  at  a  faster  pace  than  most  companies

can  keep  up  with .  Organizat ions  who  place  high  va lue  on

l i fe long  learn ing  wil l  be  more  l ike ly  to  adapt  and  thr ive

through  uncerta in  futures .
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https://ptmoney.com/best-online-training-services/
https://1huddle.co/
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86%
86% of employees and

executives cite lack of

collaboration or ineffective

communication for workplace

failures, according to

Salesforce.

COLLABORATION



Use Your Tools. Working remotely will challenge you to use all the tools at

your disposal in order to collaborate.

 

Google Docs. At the core of collaboration tools are real-time document

collaboration tools such as Google Docs. Google Docs and competitive tools

allow multiple people to edit the same document, at the same time. It

ensures the document you’re working on is the most up-to-date version.

 

We use Google Docs at EngageMint, but here are some other strong

performing collaboration documents.

 

Collab During Meetings. Consider using Google Docs during meetings. For

internal meetings, multiple people can take notes or ask questions at the

same time. For external meetings, Google Docs ensures everyone on your

team is on the same page about what you’re going to say next.

 

Meeting Notes. If you are using Google Docs to take meeting notes, designate

one person at the beginning of every meeting to be the lead note taker.

Others can comment or add to notes, but one person should ultimately be

responsible for taking notes.

 

Share Meeting Notes. Keep all meeting notes in Google Docs and then post

them in Slack or Teams so people can see what took place.

 

Document EVERYTHING. When an employee leaves your organization, they

take what they know with them. If what they know isn’t written down, you’ll

lose time and money trying to re-learn everything they took with them.

COLLABORATION
Talent  wins  games ,  but  teamwork  wins  championships
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https://www.google.com/docs/about/
https://blog.bit.ai/document-collaboration-tools/
https://www.youtube.com/watch?v=I0OqnItA-zA


COLLABORATION
Reduce Meetings. Trying to reduce the number of meetings you have?

Having meetings that go on and on but don’t accomplish anything? Create a

Purpose, Process, Payoff (PPP) for every meeting. Purpose - why the

meeting exists; Process - meeting flow / agenda; Payoff - what we will

accomplish in the meeting.

 

Our general rule at EngageMint is for the meeting host to create the

PPP and attach it in the calendar invite notes. If a meeting does not

have a PPP, invitees are welcome to decline the meeting or ask that a

PPP be created to know how to prepare for the meeting.

 

Meetings Optional. By making meetings optional, recording and

documenting everything, diligently following agendas, and leveraging the

right tools, remote companies are less reliant on being online at the same

time and are usually more productive.

 

Virtual Whiteboards. If you’re looking for a good collaboration tool to use

while video conferencing, try whiteboard tools like Mural or Miro.

 

Coworking Calls.  These video calls are scheduled working sessions where

team members can work through challenging tasks with a coworker, or

simply hang out while each person works on their own tasks.

Talent  wins  games ,  but  teamwork  wins  championships

i)
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https://mural.co/
https://miro.com/
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50%
Gallup found that close work

friendships boost employee

satisfaction by 50% and people

with a best friend at work are

seven times more likely to

engage fully in their work

FUN &
CAMARADERIE



Automated Prompts. Every Monday morning, create an automated question

that goes out in a Slack channel that asks “How was your weekend?” It will

prompts pictures of kids, pets, delicious dinners, and other types of fun.

 

Movie in the Break Room. Stream a movie and host a chat at the same time.

Recreate the environment that causes great interactions in the office. 

 

Show & Tell. Do a “show & tell” over Zoom where people show off different

things like their baseball card collection, or their new homemade furniture.

 

Fun Team Events Online? Try doing an online quiz on Zoom using the

breakouts feature. Split off and discuss questions then come back to the

main session to discuss.

 

A Safe Space for Fun. In your channel naming conventions we discussed

earlier - try labeling all channels that are off-topic with “fun” in the prefix.

 

Morale Boost? Try a dance party. Pick a song on Spotify, everyone can record

a 15 second video of themselves dancing to it, upload the video clip to Giphy

and designate someone to make a video montage of all the GIFs.

 

Team Bonding. Do random breakouts on all-team Town Halls during the last

15 minutes. Introduce yourself to your co-workers and engage in some

friendly non-work conversation.

 

Hallway Convos. Think about the common topics discussed in your hallways

and turn them into Slack / Teams channels. You could make a “Bachelor” (the

show) channel, or an “arts & crafts” channel, or a “book club” channel.

 

 

Ultimately, to create more fun and camaraderie, you should tap into your

team and empower them to be creative. They will often have better ideas

than you.

FUN & CAMARADERIE
Fun  and  camarader ie  improve  teamwork ,  bui ld  t rust ing

re lat ionships  and  increase  employee  retent ion .  
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*BONUS TIP*
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https://zapier.com/blog/how-to-build-chat-bot/#cheat
https://www.netflixparty.com/
https://www.netflixparty.com/
https://giphy.com/create/gifmaker
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71+
There's a ton of ideas in here

for you to create a better

culture. A culture that puts

people first. Now, it's all up to

you to put some of these into

action.

CONCLUSION



ENGAGED EMPLOYEES =
ENGAGED CUSTOMERS =
INCREMENTAL REVENUE

Drive effective collaboration across

the organization. 

Uncover and predict high-impact

moments in your customer and

employee journeys. 

Finally tie "experience" metrics to

your bottom line.

EngageMint is an experience design

firm, helping organizations create

deeper emotional connections with

their employees and customers. 

 

By applying principles and practices

learned from over 55 years of

combined experience at the Walt

Disney Company, we can help your

organization better serve your

employees and your customers alike.

 

 

 

 

 

Are you planning to create a

better experience for your

employees or your customers?

 

Struggling to create ideas or get

buy-in across the organization ?

 

Is it even more difficult since

everyone is out of the office? 

 

Our Experience Design Sprints

can help you solve big

problems, test ideas, and create

actionable strategies tied to key

business metrics. In just a few

days. While working from home.

 

Sound like what you need? 

ENGAGEMINT 71  TIPS  TO  BUILDING  VIRTUAL  CULTURE

START HERE
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https://calendly.com/davidmillay/30min
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