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Gone are the days of four-wall, private 

offices with a secretary at the door. 

Today, more and more organizations 

are adopting an open flow workspace 

to encourage and facilitate teamwork 

and collaboration. 

While it’s lovely to be able to wave your 

development team over when you 

need to make a change to the most 

recent version of the next product 

release, the odds are that your team 

isn’t even in the building. In order to 

build competent teams of skilled 

engineers and UI/UX designers, many 
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businesses now look outside their zip 

code, and even their continent! And not 

only the team members’ location has 

changed, but the growth of remote 

teams has changed the way we work 

together.

Being a trend, remote work gains more 

attention from different sources of 

digital media. But many aspects of 

remote collaboration are still mostly in 

the dark. 

Working on a collaborative tool and 

being a partly remote team, we at 

RealtimeBoard experiment a lot with 

remote collaboration. 

All you need is to overcome potential barriers with people, processes, and tools. If 

you seek guidance on how that is done, just read this guide.

We believe that great 

collaboration can give your 

organization the ability to work at 

even greater efficiency, moving 

projects through the pipeline and 

development process faster and 

smoother than ever. 
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6 Remote Work Myths 

Chapter 1
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Chapter 1 6 Remote Work Myths 

M Y T H S

Are there challenges to having an outsourced IT team while Ops is made up of 

remote team members throughout the United States? Sure, but the reality is there 

are so many myths associated with the complications of a remote workforce.

 

Let’s take a closer look at some the myths associated with remote work. 

Myth 1: Remote workers are 

               lonely and unhappy

The reality of the current telecommute 

workforce is 180 degrees from that 

perception. Firstly, the option to work 

from home is consistently listed as a high 

priority and valuable benefit by today’s 

workforce, which more than ever is 

choosing quality of life as a priority in 

their career choices. Telecommuting 

allows employees to assist with childcare 

and have greater availability for minor 

day-to-day household needs. By 

adjusting their workday to meet their 

personal needs, employees are happier 

and more productive.

Secondly, the growth of telecommuting 

has created a cottage industry of 

alternative home office space for 

remote workers. Businesses like 

WeWork are creating an “office away 

from home” — offices for remote 

workers to share and enjoy, while 

libraries, coffee shops and restaurants 

have added charging stations and 

“quiet” areas, ideal for remote workers 

who want to get out of the house.

The image of a telecommuter can bring 

to mind some sad scenarios. A 

salesman in a dark room, headset in 

his ear all day, or an engineer whose 

only form of human contact is the late 

night pizza delivery man.

The Ultimate Guide to Effective Remote Collaboration by RealtimeBoard

https://www.flexjobs.com/blog/post/survey-workers-most-productive-in-the-office/
https://www.flexjobs.com/blog/post/survey-workers-most-productive-in-the-office/
http://www.curbed.com/2016/1/13/10847036/wework-coliving-coworking-residential-110-wall-street
http://www.curbed.com/2016/1/13/10847036/wework-coliving-coworking-residential-110-wall-street


Myth 2: Reduced Communication Quality

The rapid growth of global  teams and a 24/7 workforce proves the opposite.

With the growth of  continues to trend upwards, more and more remote teams

companies are opting for quality over a local address.

How do these teams communicate?

Developing an open communications 

plan is simpler than it appears. The 

advent of applications like Slack or 

Skype allow real time “shout outs” 

whenever needed. Additionally, there is 

no need to track down missing “in-

house” personnel. Simply open a group 

chat and get to work.

 

By streamlining discussions, updates 

and changes into one concise platform, 

teams and businesses have a constant, 

trackable and reliable communication 

history that leads to increased 

productivity.

The transfer of real-time 

communication from a boardroom to 

an online tool provides a valuable 

backup that all team members can 

access simultaneously and return to 

when required. For these remote 

teams and staff members, online 

communication are dependable, fast 

and easy.

Flexible work from home scenarios 

make up just a small slice of today’s 

remote workforce. The majority of 

these remote teams are created simply 

because these executives, engineers 

and highly skilled professionals are 

spread throughout the world.

 

Imagine a highly skilled engineer that 

meets deadlines, creates 

breakthroughs in product development 

and is an independent problem solver 

and team leader. But they live over 

2000 miles away, speak another 

language and you’ve never met them in 

person. Can they really be an asset to 

your team?

 

This idea creates doubt about the 

viability of remote team 

communication.
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Myth 3: Meetings are Ineffective

The myth that online meetings are ineffective can be 

challenged by examining two big benefits of taking 

meetings to the cloud.

More Prep Work Leads to Greater Efficiency

Remote meetings often require more 

advance preparation and organization. 

Inviting the right people and sending 

advance copies of the agenda and 

supporting material force the meeting 

organizer to be efficient and give 

attendees the opportunity to prepare 

as well.

Respect for Other’s Time is Implicit

For remote teams in varying time 

zones, a remote meeting creates a 

sense of urgency. Everyone is 

cognizant and respectful of one 

another’s time and deadlines. By 

uniting remote teams virtually, 

major decisions can be debated 

and finalized more easily and 

quickly.
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Myth 4: Productivity Decrease

According to most remote workers, they feel more 

productive in a “work from home” environment. There 

are a couple valid reasons for this increased 

productivity.

Commute Time Replaced with Work Time

Get the kids on the bus, get in your car, 

stop for gas and then start your 

commute.

 

Or get the kids on the bus and hit the 

day running.

 

According to the , the Census Bureau

average commute for most U.S. based 

workers is 25.4 minutes. Working from 

home can add at least one hour/day of 

productivity.

Less Office Distractions

Lunches, monthly birthday cake 

celebrations and weekend updates are 

the relaxing part of the office life. But 

at the same time it slows down and 

distracts office based teams.

Everyone can relate to watching the 

clock tick by as your co-worker tells 

another long winded story as you nod 

Necessary Solitude

Minute distractions such as noise, “wander by” greetings and unnecessary 

meetings can disrupt the concentration of even the most focused employees. 

Sometimes everyone can benefit from solitude and by avoiding constant miniature 

distractions of an office, employees consistently report a greater ability to get work 

done. 

with enthusiasm, gobble down cake 

and try to sneak back to your desk. 

While these important milestones and 

recognitions go a long way toward 

fostering a great work environment, 

they also shave minutes off everyone’s 

productivity.
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Myth 5: Brainstorming Fails

Even the most confident leaders can 

find it hard to speak up in a room full 

of contemporaries. The ability to shout 

out unusual or new ideas is never more 

important than in a brainstorming 

session. So how does on-site compare 

to online brainstorming sessions?

 

Think about this. Have you ever asked 

for ideas and faced a room of silence 

and eyes looking everywhere but you? 

It’s a common problem in 

brainstorming sessions.

 

The growth of the Internet has 

completely changed the way we 

Myth 6: Corporate Culture Diminished

communicate online. For good or bad, 

there is a sense of anonymity or 

protection afforded when your “speak” 

your opinion online. This can be good 

when it comes to online brainstorming 

because even the most soft-spoken 

may feel compelled to jump in with 

next great idea.

 

But more importantly, remote teams 

tend to operate in a less conservative 

style, where members blurt out 

whatever comes to mind on messaging 

tools, with immediate collaborative 

responses that are echoed back from 

teammates around the world.

Corporate culture is defined, not 

diminished, through remote 

collaboration. By employing remote 

workers and virtual meetings, 

organizations can attract the best and 

most experienced experts, gathering 

them in an online collaboration tool 

that becomes a focal point of 

communication.

It’s important to choose platforms 

that match your corporate identity 

and culture. These tools become 

the driver for exciting, dynamic 

teams that enhance the 

atmosphere of your organization.
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Don’t Miss Out On the Benefits of Remote Collaboration

Is your organization eager to improve 

communication and collaboration on-

site and for your growing remote 

teams? Consider the benefits that came 

to the surface as we discussed the 

myths of remote collaboration above.

 

In the following chapters, we will 

introduce the four essential remote 

collaboration types, look at their 

potential barriers, and introduce rules 

and techniques to help run them 

effectively.

Providing cutting edge 

collaboration tools for local and 

remote staff not only improve 

overall communication and 

productivity, but they give your 

organization an edge over the 

competition. These next 

generation tools provide the 

platform for a successful 24/7 

global workforce that can achieve 

the business goals you desire.

The Ultimate Guide to Effective Remote Collaboration by RealtimeBoard



Chapter 2

4 Remote Collaboration 

Types for Every 

Remote Team 

The Ultimate Guide to Effective Remote Collaboration by RealtimeBoard



Chapter 2

4 Remote Collaboration Types 

for Every Remote Team 

As we discussed in Chapter 1, remote 

work is a widely accepted component 

of today’s culture, particularly in the 

technology and design industries. 

With the growth of remote teams 

exploding in the business world, you 

need to be ready for the challenges 

that this can bring. According to 

leading remote stuff startups like 

Groove, Zapier, and Buffer — building 

cutting-edge remote collaboration is 

still one of the . biggest challenges

There are obvious barriers to achieving 

flawless communication in remote 

teams:

- different сountries

- an array of languages

- time zone differences

- cultural diversity

Besides communication barriers, there 

are challenges associated with remote 

collaboration, including:

- poor person-to-person communication

- disorganized processes

- outdated and weak tools
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Establishing efficient remote 

collaboration can remove the common 

barriers associated with this. Before we 

go into the specific rules and tips on 

how to achieve efficient remote 

collaboration, let’s take a closer look at 

the origin of four major remote 

collaboration types.

You may be familiar with the Agile 

process for product development, 

which was made famous by Spotify. 

This approach employs four specific 

phases: Think it, Build it, Ship it, Tweak 

it. Our team is using Agile 

methodology, not only for our in-office 

Development team, but we also have 

adopted it for our partly remote 

Marketing team. In using this approach 

a lot, we have a strong understanding 

of each stage of the process with one 

of the collaboration types. Here they 

are:

Think It stage: the phase that dreams 

up new ideas to solve problems, create 

new products and develop solutions. 

This stage can be referred to as idea-

generating methods or simply as 

classic brainstorming.

Build It: a project management-

controlled phase of creating the 

product or MVP; each step of the 

assignment is go through a project 

iteration process with help of different 

kinds of weekly meetings, after which 

it is submitted for approval.

Ship It: refers to the approval process, 

in which all stakeholders review and 

agree upon the current iteration.

Tweak It: is the conclusion of the 

project, a retrospective, designed to 

pull feedback from all involved parties 

on what worked and what didn’t in the 

most recent project.

In the following chapters, we will 

take you through four essential 

remote collaboration types or 

simple remote meetings. You can 

find potential barriers of these 

meetings, rules and tips for 

running them. Let’s begin with 

“brainstorming”.
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Online Brainstorming — 

How to Slay at Running It Chapter 3

In the , “The Medici Effect: book

Breakthrough Insights at the 

Intersection of Ideas, Concepts & 

Cultures” by Frans Johansson, the 

author reviews a study on virtual 

brainstorming and discusses the 

benefits, finding that his virtual group 

came up with twice as many ideas as a 

similar group meeting face-to-face.

Putting your best people in a virtual 

room for a brainstorming session is 

one of the fastest and easiest ways to 

develop new ideas and solve problems. 

Matching the intention to the outcome 

is the tricky part. When remote teams 

need to brainstorm, some potential 

barriers might exist. 

џ difficulties in composition of the 

virtual team, and personal 

communications

џ the mix of attendees, including 

differences in language, time zone 

and culture

џ a failure to follow a designated 

process

џ the lack of an experienced facilitator

џ tools that fail to capture all the ideas 

Let’s have a closer look at potential online brainstorming barriers before we move 

on to rules and techniques. The barriers are broken down according to the P.P.T. 

framework: People, Processes, & Tools.

Common problems stem from:
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Online Brainstorming Barriers

People

A clear barrier to brainstorming in a 

virtual environment is the composition 

of the team and personal 

communications.

 

Use virtual team building exercises to 

overcome this and keep in mind, many 

virtual teams have better peer-to-peer 

communications skills in place because 

they must rely on virtual 

communications every day as part of 

their typical work day.

Process

As team members are not located in 

one room, the online brainstorming 

session process should be defined and 

organized well before the meeting 

begins. By providing a clear agenda, 

supporting materials and goals for the 

session in advance, the team 

engagement will be higher. Participants 

will have ample time to consider the 

material beforehand, bringing their 

individual ideas to the table from the 

get go.

 

Another challenge may arise with 

finding a good facilitator. Ensure you 

have a facilitator and that this 

facilitator is experienced with online 

brainstorming. This person should be a 

role model for the team, providing 

guidance and timelines, while 

maintaining open communications, 

active listening and correcting bad 

brainstorming behaviors.

 

Remote teams may not have the ability 

or experience to manage this process. 

For teams inexperienced in 

brainstorming, and without a 

facilitator, choosing an “official” 

facilitator from the group is critical for 

success. Adopting a “leader” to manage 

time and act as a guide is highly 

recommended. Using an online 

brainstorming tool with guidelines will 

help you run a brainstorming session, 

but will not help to replace a facilitator 

in full. 
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Online Brainstorming Rules 

To overcome these barriers, consider using some of these proven online 

brainstorming rules, tips and techniques. This will keep the group focused, engaged 

and will enhance the outcome. Here are our favorites, including some real life 

examples.

Brainstorming 

Rules 

Rule 1. Invite Multiple Personalities

Rule 2. Define the Timeframe

Rule 3. The Importance of the Facilitator

Rule 4. Specify the Problem

Rule 5. Limit Time

Rule 6. Balance Between 

Quality Versus Quantity

Before the meeting

First, define which types of 

personalities you need to invite to your 

brainstorming session. Groupthink can 

be a problem for any team. To enhance 

the outcome, Jack Mannion, Account 

Manager at , has the following Terakeet

rule: “To ignite creativity, make sure to 

invite people with different mindsets 

and personalities. This is a great way to 

ensure you're avoiding groupthink, and 

will lead to far more productive and 

effective conversations.”

Similarly, Jennifer Martin, Founder of 

Zest Business Consulting says, “… invite 

into the brainstorming group people 

from other departments, and varying 

pay levels, completely unrelated to the 

problem at hand. Sometimes someone 

who doesn't always understand the 

problem or what isn't possible can 

suggest something that everyone else 

wrote off as impossible or stupid.”

Tools

Tools and technology can facilitate brainstorming with a remote team. 

But there are some potential pitfalls to relying on technology alone: 

џ Using the wrong tool – employing communications platforms that are not a good fit 

for brainstorming or don’t include mind mapping components;

џ Lack of training – if the platform is not intuitive or members are not trained;

џ Lack of consistency – total adoption requires consistent and frequent use.

Rule 1. Invite Multiple Personalities
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Rather than schedule the meeting, 

define the timeframe and send out the 

supporting materials and expectations 

to the chosen participants.

Think of it like a race. Sure, all the 

action happens between the shot of 

the gun and the finish line. But it’s the 

prep work that can make all the 

difference.

Adam Schnitzler, Chief Creative Officer 

of , recommends briefing The S3 Agency

the team in advance: “Alert the team 

and give them the brief at least a day 

before your brainstorm, because most 

problem solving is done by the 

unconscious mind, which needs sleep 

and time to do its thing.”

People get brilliant ideas all the time. 

By providing the materials and tools for 

the session ahead of time, participants 

can experiment, ponder and jot down 

ideas ahead of time.

When participants arrive with ideas 

already percolating, you get more out 

of the meeting and see engagement 

rise. 

Rule  2. Define the Timeframe Rule 3. The Importance of the Facilitator

The value that a good facilitator brings 

to the table for a brainstorming session 

cannot be underestimated. But if one is 

not available, ask for volunteers. 

Nominating even an untrained 

facilitator for the session will be 

rewarding. A good facilitator should be 

able to help brainstorming participants 

to express their ideas, so attentiveness 

and good listening skills are the must. 

The facilitator should not be 

dominating: they should give a chance 

to quieter people to contribute and 

prevent participants from interrupting 

each other.

So, try giving a chance to one of your 

colleagues with strong facilitator skills 

to lead the meeting.

At the beginning of the meeting

Rule 4. Specify the Problem

A good rule of thumb is always to define the reason for the session, along with the 

ultimate goal. Why has the group been called together? Clearly provide a clear 

problem that the team is going to be tackling and the expected outcomes. This 

keeps everyone on track and keeps members from going off on non-essential 

tangents. Jason Parks, President of  supports this rule: “I would the Media Captain

say too often, people think brainstorming is just going to happen naturally. Putting 

emphasis behind a brainstorming meeting or session is what will drive the best 

results.”  
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Rule 5. Limit Time

Set a time limit for the meeting. This 

has two benefits. Firstly, it creates a 

sense of urgency for the team and 

adds some excitement and 

engagement. This is likely to add to 

everyone’s sense of creativity. Secondly, 

Rule 6. Balance Between Quality Versus Quantity

The initial goal of any brainstorming session is to get as many ideas as possible, 

then prioritize. We follow this ground rule for online brainstorming as well. So we 

usually start our brainstorming session from  to generate as divergent thinking

many ideas as possible. 

Before brainstorming starts, remember the basic guidance:

џ There are no bad or wrong ideas or possibilities. 

Rule out any criticism;

џ Out of the box thinking is more than welcome; 

џ The more ideas the better. Sometimes the craziest 

ideas prompt the solution that actually gets used.

Encourage all the team members, regardless of location, to work together to create 

as many ideas as possible. A good tip for generating many high quality ideas is to 

break a large group into smaller ones.

setting a time limit helps keep the team 

on track, according to the goals and 

plans for how the session is expected 

to run. You can choose someone from 

the team to be a  timekeeper or simply 

rely on free  to do it.software products

Taking into account the speed of change in the markets and the speed that business 

running, the result of a brainstorming session should be a list of assessed, quality 

ideas and the actions to implement these ideas to life. When the divergent thinking 

stage is over, we can go together to the  stage to judge and convergent thinking

strengthen those ideas.

The initial groups of people can judge the ideas and write down the actions by 

themselves, or you can set a separate session with management responsible for the 

ideas’ implementation. Remind participants and remote team members that there is 

no reward for whoever comes up with the most ideas. 1-2 great ideas with further 

actions, formed by input from the entire group is the goal.

Nancy Halpern, Principal of KNH 

Associates has the following advice: 

“I've led many leadership and 

management teams in brainstorming 

sessions. Break a larger (20 plus 

people) into smaller groups like 4 or 5 

to do the same exercise — and then 

compare results that alone will 

generate new ideas.”

But remember, overall quality depends 

on how well the session has been 

designed; having the right participants, 

communicating meeting goals clearly 

and in advance, choosing the right 

facilitator, trying different creativity 

boosting techniques, etc. 
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Brainstorming Tips

Tip 1. Online Brainstorming: 

           Use an Icebreaker

An  is an exercise or game icebreaker

that is designed to casually introduce 

members of a team and warm up the 

group for the task they are about to 

embark on. The ice breaker is 

especially beneficial for remote teams, 

when team members don’t know each 

other well or even have never met in 

person. This exercise is particularly 

suited to brainstorming.

Planning and preparing a team prior to 

Tip 2. Prepare a Shared Space

What is the biggest benefit of actual brainstorming? It is face-to-face interaction, 

which is a result of sharing a certain space. Location really matters for 

brainstorming, especially for a virtual one, when your team may be located all over 

the map. 

So, where can remote teams 

brainstorm like they are in one 

room? We call this a shared space. 

A shared space is not equal to a 

meeting room. It includes shared 

flip charts, chats, shared screens, 

or a shared online whiteboard.

Look for online whiteboarding tools, 

such as , that can merge RealtimeBoard

visual and verbal collaboration, 

opening up participation in a variety of 

ways so everyone can participate. For 

members that don’t speak the native 

language of the meeting, a way to 

virtually contribute will be very helpful.

You can use online , which post-it notes

is a great way to involve introverts! By 

the meeting for the icebreaker is 

important. It gives the participants time 

to prepare so that the “deer in the 

headlights” and “I’m totally blanking” 

responses doesn’t occur. In fact, not 

preparing the team for the icebreaker 

can lead to more problems, such as 

shyness or discomfort. Send them a 

simple explanation along with the 

meeting materials and some examples 

of how they can participate.  

the way, the number of online post-it 

notes is unlimited :) 

Another option is to choose one of the 

pre-made brainstorming  to templates

start brainstorming right away. 

Following this tip also breaks potential 

problems with attendees not 

understanding the process that they 

will follow throughout the meeting.
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Jordan Scheltgen, Managing Partner, 

Cave Social, shares his experience 

using a shared space, “The best 

technique we've implemented actually 

comes from Buffer. It consists of 

brainstorming in a Google Doc, with 

everyone logged in as a guest. This 

anonymity allows for people to put 

their ideas into the document without 

fear of being judged on their idea. This 

really lets for more creative juices to 

come out as people start commenting 

and creating a dialogue with much 

more vigor.”

Start your online brainstorming now

Brainstorming online

These are tips we found useful for our 

brainstorming sessions, feel free to 

implement them when necessary. 

Below are some of the proven 

techniques to make the most of your 

remote brainstorming session.
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10 Techniques for More Productive Brainstorming

Idea-generation techniques address 

the potential barriers of processes and 

tools that we discussed at the 

beginning of this chapter. The ability to 

apply these techniques on a platform 

that everyone can use and feel 

comfortable on provides tremendous 

benefits.

Below are 10 brainstorming techniques 

from the well-known to the niche, 

which frequent facilitators have found 

successful for their online 

brainstorming.

10 
1. Mind Mapping

2. Brainwriting

3. Six Thinking Hats

4. Why? What is stopping you?

5. Random Words

6. Visual Association

7. Rapid Ideation

8. Negative Brainstorming

9. Round Robin Brainstorming

10. Get Into Your Six Year Old

Techniques

for a More Productive 

Brainstorming

1. Mind Mapping

Mind mapping is one of the best ways 

to organize your thoughts and allows 

categorical idea generation. A mind 

map is basically a diagram that 

connects information around a central 

subject. 

For product development or problem 

solving, the teams will rely on charts or 

a branch-like structure to plug in and 

categorize their ideas. 

Remote teams can use mind mapping 

by employing an online whiteboard. It 

is shared, so everyone can contribute, 

make changes and see any updates. All 

the changes are saved in real-time, and 

there is no need to take pictures of 

your office whiteboard and send them 

via email or search for a sticky note 

somewhere on the floor. Shapes and 

virtual sticky notes can be moved 

around as needed to build the mind 

map.
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The RealtimeBoard mind mapping template 

Tony Buzan, the author of a methodology, suggests the following steps for 

creating your own mind map:

џ Start in the center of a blank page 

(board) — starting in the center gives 

your brain freedom to spread out in all 

directions and to express itself more 

freely and naturally.

џ Use an image or picture for your 

central idea as an image is worth a 

thousand words and helps you use 

your imagination. A central image is 

more interesting, keeps you focused, 

helps you concentrate.

џ Use colors throughout, it adds extra 

vibrancy and life to your mind map.

џ Connect your main branches to the 

central image and connect your 

second- and third-level branches to 

the first and second levels, etc. If 

you connect the branches, you will 

understand and remember a lot 

more easily.

џ Use one keyword per line as it gives 

your mind map more power and 

flexibility.

џ Use images throughout, as a picture 

worth a thousand words.
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2. Brainwriting

The main advantage of brainwriting is 

to ensure that even the most quiet 

participants share their ideas. This 

exercise can be easily adopted to 

online brainstorming: all you need is a 

team, ideally 5-6 people, a facilitator, 

and a collaborative online tool. You can 

use this  Google spreadsheet template

or online whiteboard . template

Each participant should have their 

virtual piece of paper and write down 3 

ideas in five minutes on the topic or 

problem you are brainstorming. Once 

the five minutes are over, each 

participant should go to the next 

participant’s piece of paper and build 

on the three ideas created by that 

participant, or to create three new 

ideas. For this exercise is important to 

keep writing. 

This process is repeated until you come 

back to your original piece of virtual 

paper. Then, the ideas need to be 

gathered and discussed to choose the 

best one. 

The RealtimeBoard brainwriting template

Brainstorm with brainwriting template

And don’t forget to write down the 

actions that need to be done in 

order to implement these ideas.
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3. Six Thinking Hats

The six thinking hats is a  for technique

brainstorming meetings that can be 

used to break barriers and think 

outside the box. It requires participants 

to utilize different perspectives, 

essentially, trying out a new hat. Here’s 

a summary of the six hats each team 

member should try on in this 

technique.

White Hat – focus on the facts

Yellow Hat – focus on values & benefits

Black Hat – generate possible problems 

and concerns

Red Hat – apply feeling & emotion

Green Hat – think of something 

completely new, use creativity

Blue Hat – manage the thinking process 

to ensure that all the technique 

guidelines are observed.

The RealtimeBoard six thinking hats template

RealtimeBoard brings this simple six thinking hats method online and allows 

collaborative brainstorming. Hats are easy to put on and to take off. In a group 

setting, each member thinks using the same thinking hat, at the same time, on the 

same thinking challenge. This is referred to as focused parallel thinking.

Brainstorm with the six thinking hats
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4. Why? What is stopping you?

You can use this approach when you 

need not just to generate ideas, but 

identify the root cause of a problem. 

This method is similar to the more 

commonly known as the  five whys 

method, and you even can use the 

“five whys" template for this technique.

џ Add a goal, wish or challenge, to your 

template

џ Ask: "why do you want this?" 

џ To the response, ask again

џ When you feel you found the root of 

the problem, ask, "What is stopping 

you?" 

Repeating this process to its logical end can help with more concise goal settings.

5. Random Words

Random words is a form of free 

association that breaks down barriers. 

Gather your brainstorming team on an 

online whiteboard, put your 

question/problem in the center of a 

template and add the first random word 

as the initial stimul. When the first word 

is added, ask the contributors to come up 

with ideas linking the word with a 

problem or question. They can use online 

sticky notes to write down as many ideas 

as come to mind in a short amount of 

time: one minute is ideal. To generate 

words, you can use a random word 

generator or tweets, books etc. Finally, 

compile the results. Common words may 

point to something important and 

outliers may trigger new ideas.

 The RealtimeBoard random words template

Brainstorm with random words

The methodology is simple:
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6. Visual Association

In random words above, the written 

word is the driver. In a visual 

association, an image drives the 

creativity. Download an image of 

something that may or may not apply 

to the current problem. For one 

minute, let everyone write down any 

words that they associate with the 

image. Change several other images. Is 

there a “sister” word that keeps coming 

up? Then ask participants to make a 

connection with the words they have 

written to the problem indicated. Let 

this run a little loose and wild. 

7. Rapid Ideation

Rapid ideation is one of the techniques 

to use when a team has time 

limitations. In the beginning of the 

ideation session, the facilitator or team 

leader provides the context on the 

deadline, budget limitations, 

constraints, etc. Time limitations 

should then be announced for the 

participants before they start 

individually write down as many ideas 

as possible. Depending on the ideation 

topic complexity, the session can range 

from 5 to 45 minutes. 

We use this technique when we need 

to create ideas in the middle of a 

8. Negative Brainstorming

The idea of this technique is to start with finding the worst solutions to the 

brainstorming topic. Then the team should convert these the worst ideas to 

relevant, workable solutions. To start your brainstorming session in an unusual 

manner can be fun!

Adam Schnitzler, Chief Creative Officer of The S3 Agency also suggests to try this 

technique, “Mix it up. After the first round of ideas slows to a trickle, start another 

round where everyone tries to think of the worst possible solution to the problem. 

Collect the bad ideas, have a few laughs, and then see if the group can spin any of 

the bad ideas into good ones.”

Creativity is king in this technique.

Here’s an example of how to use this 

techniques in a slightly different way 

from Nancy Halpern: “…try things from 

the subtraction exercise: e.g. imagine a 

zoo without the animals....what else 

could you do with that now empty 

space? or being inspired by the founder 

of Nike, who saw a waffle iron and put 

a similar sole on sneakers (the pairing 

exercise puts together two unlikely 

things) - the key is to always tie it back 

to the business”.

project or preparing for the next sprint. 

To quickly onboard the team to the 

ideation topic, we usually share a 

project board or board with supporting 

materials one day before the ideation 

session, so everybody can go through it 

in advance. A facilitator or a project 

leader spends no more than 5 minutes 

to brief the team, following which we 

can go directly to the ideation stage. 

People should not worry about filtering 

their ideas — just generating them, so 

the project organizer can get many 

ideas to work on them further.
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9. Round Robin Brainstorming

To get the ideas flowing, Jack Mannion, Account Manager at Terakeet, recommends 

this technique: “Once you've set your pre-session goals, start the brainstorm off by 

having every member go around in a circle and rapid-fire share ideas. A brainstorm 

"referee”, or leader, should be recording these ideas. This is a great way to get 

everyone to start sharing right away, and to spark creativity.”

 

Curious how to use a circle when everyone isn’t sitting around a boardroom? When 

using an online whiteboard, all the participants can move in a virtual circle on a 

whiteboard and announce their ideas through a voice communication.

10. Get Into Your Six Year Old

This technique of starting your 

brainstorming session was shared by 

Jennifer Martin, Founder of Zest 

Business Consulting: “I generally start a 

brainstorming session by asking 

everyone to take off their shoes and 

any restrictive clothing. Then I bring out 

coloring books, crayons, and blank 

paper along with other small toys and I 

ask the group to play with (or explore) 

the toys for 5 minutes to help them 

remember what it felt like to be a kid 

before they had to be responsible for a 

lot of decision making. We might even 

Bonus. Additional Approach from TextMagic 

This approach was shared by Alexa Lemzy, Customer Support & Content Manager at 

TextMagic. They found it effective for brainstorming with remote team members:

This approach allows participants to 

mull over their suggestions and gain 

confidence to present different 

concepts. When everyone starts to 

share ideas right away, people usually 

dwell on the first ones listed, just 

The list above is designed to make online brainstorming highly productive. These 

techniques can all be used by remote teams with great success for abundant idea 

generation.

play a game of tag or duck goose to get 

people moving around like a kid. Then 

when they've really in that kid mind 

space I ask them to come up with 

suggestions and possibilities from the 

perspective of a 5-10 year old (no 

judgement, just creative solutions)”. 

This exercise can be easily adopted for 

a remote team. Simply replace physical 

activity by watching a short episode of 

well-known cartoon or prepare an 

icebreaking game encouraging 

everybody to share the game they 

loved to play most when they were a 

child. 

1) During the chat, the manager or team leader 

asks for ideas.

2) The team members ask clarifying questions.

3) After the questions are answered, the team 

members jot down their suggestions.

4) Everybody shares and discusses their ideas.

because they've attracted the largest 

portion of their attention. This means 

that participants tend to think around 

those few thoughts and ignore the rest.
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Weekly Meetings —  

Make Your Team LOVE Them Chapter 4

Weekly meetings, you either LOVE 

them or… well, you don’t love them. 

Could the lack of love be due to the 

fact that the value of the meeting 

doesn’t live up to the time 

requirement?

Remote teams can experience barriers 

to success when it comes to the weekly 

meeting. Often, this has to do with the 

array of time zones and locations. 

However, language barriers, lack of 

preparation, low engagement and 

having the wrong mix of attendees can 

also create problems. Finally, engaging 

the team with the right tool for the 

session cannot be overlooked.

In this chapter, we collected potential 

barriers of weekly meetings, together 

with rules and tips to overcome these 

barriers and make the most of your 

weekly meeting. 

Weekly Meetings Barriers

People

Great technology cannot overcome 

bad communications. Make sure all the 

team members are on-board and 

accepting the project management 

plan, and that all the critical steps are 

in place. What is the testing process? 

Who approves what phases? Do cross-

functional teams need to be looped in? 
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Process

Internal disorganization can throw off even the best plan, running on top 

technology. This can occur at the onset of the project and goes back to 

communication barriers associated with remote collaboration. Set up a call to 

discuss the organizational structure of the remote team and how the team will 

engage with one another. 

Tools

For weekly meetings, the biggest 

barrier to overcome is the use of a tool 

that is not  for large robust enough

project iterations.

At the most basic level of 

communication is email. Everyone has 

been part of an email string that 

includes too many people, includes 

non-pertinent information and 

becomes a wasteland of confusion and 

misunderstanding. This is a good 

example of how even the simplest 

project iterations can go wildly off 

track. A barrier of project iteration 

occurs when the tool, in this case, 

email is not robust enough to handle 

the project.

 

Weekly Meeting Rules

While today not many organizations 

are using email for project 

management, the same problem can 

occur using other platforms. Project 

management requires a tool that is 

able to combine functionality, 

communication and organization. 

When one of the three is not reliable, 

team members will turn to another 

tool to use and therein lies the failure.

 

Look for platforms that provide your 

team with a “One-Stop Shop” for visual 

project management and 

communications, with intuitive 

functionality that can be easily adopted 

by every member of the team. 

Rule 1. Advanced Preparation

This one seems obvious and simple, 

but it’s hard to commit to a weekly 

meeting. Weekly meetings almost have 

a “Chicken and the Egg” scenario. For a 

meeting to be valuable, you need 

advanced preparation and consistency. 

But to commit to preparing for a 

weekly meeting, the value needs to be 

there.

“That was a really good meeting.” 

That’s heard when participants got 

something out of the meeting. Part of 

this is knowing what to expect. By 

setting an agenda and providing 

interesting advance materials, which 

participants are expected to be able to 

comment on, the weekly meeting will 

become more valuable.

Rick Lepsinger, President of OnPoint 

Consulting suggests: “Do not schedule 

“status update” meetings (this 

encourages attendees to go on mute 

and multitask until it their turn to 

report) – only schedule meetings that 

focus on problem solving or decision 

making and require a conversation”.

Michael Sueoka, Head of User 

Experience at  The Mobile Majority

sends out agenda and the meeting’s 

goals before the meeting, then ask 

people to read it and to comment on it 

if they have any feedback or 

suggestions. So this gets people 

thinking before the meeting. 
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Rule 2. Follow a Reliable Format

It can be confusing and draining to 

always have to search for the right link 

or email to find the required items for 

the weekly meeting. Using an online 

tool that can house all the necessary 

components, week in, week out, can 

help. By preparing in advance and 

The RealtimeBoard remote meeting demo board

Consistency in the meeting format 

will increase the success and 

break down potential barriers.

using the same tool, participants don’t 

have to waste time looking for the 

email with this week’s agenda or the 

guest speaker's presentation. 

As an example, take a look at 

RealtimeBoard remote meeting .demo

As shown above, there is a place for four important facets of the weekly meeting 

format: Agenda, Presentations, Action Plan and Feedback.
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Rule 3. The Use of Video Conferencing

For teams that consist of a local team 

plus remote members or for fully 

remote teams, face-to-face contact is 

important. Remote members 

potentially lose out on the ability to 

read facial expressions and body 

language. By using video to virtually 

include everyone in one room, a more 

cohesive meeting can take place.

Additionally, face to face 

communication helps break down 

Rule 4. Watch the Clock

Everyone is busy, and the time of the meeting may be creeping into non-work hours 

for remote staff. Thus, watching the clock is an important rule to enhance employee 

morale and engagement. If the meeting always runs long, participants may stop 

attending. Make the most of the time you have, and when you hit the 20 minute 

warning, prioritize the remaining items.

We at RealtimeBoard arrange an 

agenda from the most important 

points to discuss to the less 

important. It helps us mitigate the 

risk of not having enough time to 

discuss the most important 

points. In the case of having any 

agenda points left at the end of 

the meeting, critical points should 

be provided with feedback by the 

end of the same day; non-critical 

questions can be moved to the 

beginning of the next scheduled 

meeting.

language and cultural differences as 

well as helps to keep everyone 

engaged.

Patty Azzarello CEO at : Azzarello Group

“Use video — if you are a remote 

employee, encourage all of your key 

colleagues and stakeholders to take a 

Skype call with you from home once in 

a while (convenient in their time zone), 

in order to connect with them “in 

person”. It makes a huge difference.
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Weekly Meeting Tips

Tip 1. Make a Commitment

Everyone needs to commit to the meeting. Pick a time to meet that works for all 

members of the team and stick to it. Consistency and advanced preparation go 

hand-in-hand and it is important to commit to the weekly meeting. Reward and 

recognize the consistency and participation of members and try to make the 

meeting at the same time and place every week.

Tip 2. Rotation of Responsibilities

Here’s a novel idea that works: rotate 

the responsibilities. Every week, section 

off time in the meeting to focus on the 

results or actions of a team member. 

Open a “Q&A” and give them the 

opportunity to show off their recent 

results. Team members will be more 

excited to attend and see their co-

worker’s segment, and it will build 

camaraderie in the group.

Tip 3. Add Some Excitement

Allow room for some fun or engaging material. Perhaps a invite guest speaker or a 

customer to share their success story. Ask a senior leader in the company to join for 

five minutes and address the team. Alternatively, include a recognition plan in the 

meeting. These are all ideas to break up the monotony and increase everyone’s 

participation.

Another option is to let members take 

turns facilitating the meeting. Even the 

slightest change in personality and 

tempo can make a boring weekly 

meeting a little more interesting.

Darin Herle, Co-Founder at : Trackmeet

“Have the remote team members “run” 

the meeting. They know the agenda 

and the drill, so they’re perfectly 

capable of doing it. Give everyone a 

chance to feel responsible”. 

Remote teams have a real 

challenge with weekly meetings. 

In order to get a consistent 

meeting, solicit feedback about 

what time and day works for 

everyone, regardless of time zone.
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Tip 4. Cast off the Supporting Roles

In some cases, it’s critical everyone 

participates for the entire meeting. 

However, remote teams, which use an 

online whiteboard solution, can offer 

flexibility in their requirements. “Bit 

players”, if you will, whose participation 

is critical for small purposes in the 

meeting, can submit their 

documentation ahead of time for the 

team and ask for feedback. Ask them 

to join for a quick overview and allow 

them to get back to doing what they do 

best.

Is your organization (the people, 

process and tools) capable of 

successful collaboration processes?  

And if remote weekly meeting is 

happening, are any of the barriers 

listed above that are pain points you 

recognize?

If so, it may be time to look for new 

solutions for this type of collaboration. 

Without a doubt, a weekly team meeting does wonders for organizations that rely 

on remote collaborators. When run correctly on a regular basis, a team meeting will 

create positive change, drive results and boost morale. 

Start at the beginning: is it the 

team, the organization or the tool 

that is the primary source of pain 

in your project lifecycle? What 

would it take to improve?
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Simple Rules 

for a Remote Approval ProcessChapter 5

To attempt an agile product development without a formal and organized approval 

process can prove disastrous, and for teams that operate away, from the home 

office, getting a reliable approval is incredibly important. Getting the approvers in 

one room (and a virtual one works as well any) is the ideal way to move the 

approval process forward. There are some potential barriers to the approval 

process for remote teams, which include disorganization, including the wrong 

“players” and not having all the supporting materials complete. 

For the approval process, we outlined 

the barriers using a Who, When, Why, 

Where and How scenario. 

Approval Barriers

People

First, the “who”.

These “who” need to be defined before 

the start of each project.

In a visual project, marketing and 

designers needs to sign off. Accounting 

and Finance need to look at any online 

payment and processing components, 

and Customer Success needs to be 

included at every step of a process that 

involves the customer experience.

Don’t forget about including external 

groups! Partners, vendors and clients 

can be even more critical to the 

approval process. Enable them to view 

and provide feedback without giving 

them access to private or proprietary 

material. 
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Process

The process of approval relies on When 

and Why. Collecting an on-time approval 

from cross-functional teams, through an 

online approval process is the project 

manager’s primary focus, and the 

biggest challenge at the same time. 

There is a fine balance between getting 

an official sign-off and overloading the 

organization with non-pertinent 

information. If team members are 

overwhelmed with notifications that 

Tools

Finally, Where and How. Choosing an 

approval platform for cross-functional 

teams that improves approval process 

versus impeding progress can be a big 

barrier to overcome. The ability to 

house all functionality, like deadlines 

reminders, ability for approvers to 

Approval Rules

don’t apply to them, they will lose 

interest and miss important updates. 

The flip side of not including them can 

mean major retractions, fixes and a 

project slow down.

So, to build the right process you need 

to answer these questions: when does 

each team approve and why are they 

involved? This timeline should be 

investigated before the project kicks off.

Rule 1. Involve the Stakeholders

Don’t bother scheduling a meeting to get approval on the project without making 

sure the right stakeholders are present. Cross-functional teams and leadership all 

need to be present at the meeting to ensure the accuracy of the process. 

Rule 2. Be Prepared

Project iterations require approval every step of the way. Prior to scheduling an 

official approval meeting, make sure all the i’s are dotted and t’s are crossed. It is 

important to set everyone’s expectations prior to the meeting if the goal is to walk 

out the door with an official approval.

Rule 3. Follow a Process

Approval meetings work best when there is a process in place. Each phase should 

be discussed and approved linearly to make sure nothing is missed or forgotten.

comment or ask for additional 

supporting materials within one 

platform, is critical to a smooth 

approval process. And don’t forget to 

set transparent guidelines on how an 

approved project should be marked by 

approvers.  
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Approval Tips 

Tip 1. Take it Online and Make it Visual

Rule 1 suggested above can be pretty 

challenging in some cases. Gathering 

cross-functional teams, remote 

collaborators and stakeholders in one 

room or at one meeting is probably not 

always going to happen. Travel, illness, 

and a busy schedule limit the ability to 

meet. Providing an option to approve a 

portion of the project online is an ideal 

alternative to get an approval and keep 

the project on-time. 

Tip 2. Set a Deadline and Approval Guidelines

Remember, it is necessary to clearly 

communicate a deadline for approval 

and provide guidelines for the approval 

process. For example, if an approval is 

needed for an item within an online 

whiteboard, the stakeholder should 

know what they need to mark as 

approved. Rely on a visual “switch” or 

“ok” as the official approval, so 

everyone can see and understand who 

made the approval when. 

Housing all the supporting 

materials and approvals in one tool 

helps with accountability, tracking 

and history. 

The potential barriers of approval 

meeting can be overcome easily with 

remote teams if they are educated on 

how to proceed. In order to run an 

organized approval meeting and 

achieve the ultimate goal, feel free to 

follow the rules and tips that we 

collected above.
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Online Retrospective — 

A Way for Continuous ImprovementChapter 6

A great retrospective meeting is a celebration of success, a milestone and the 

perfect kickoff to the next assignment. With help of a retrospective, you can 

evaluate any new processes, experiments, etc.

Each member of the team should answer the following questions:

џ What worked well for us?

џ What did not work well for us?

џ What actions can we take to improving our process 

going forward?

In fact, a team can run a retrospective 

meeting not only after a product 

launch, but after each stage of 

whatever project they are assigned to, 

if necessary. 

This helps you overcome barriers and 

give feedback before the next process 

or project begins, at the same time 

allowing you to continuously learn and 

improve your processes and results.

It might seem that there is nothing 

challenging in running such a 

collaboration type. However, a 

retrospective meeting can be stressful 

for some participants, as they need to 

give their honest feedback on the 

process. The fear of expressing your 

opinion or being criticized by others 

are among the biggest barriers to a 

successful retrospective. Let’s have a 

closer look at the potential 

retrospective barriers.

Start your retrospective now
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Retrospective Barriers

People

At this point in a project lifecycle the 

team members may be feeling a little 

burned out. At the same time, they 

need to share honest and 

comprehensive feedback, which also 

can be quite stressful. So, engagement 

and honest feedback are common 

problems.

 

There are options available to 

overcome these barriers in a remote 

team. Shaking the process up a bit or 

using  for whiteboard platforms

running online retrospective can 

generate interest and create a better 

atmosphere for sharing feedback.

Process

Groupthink occurs when one or more individuals tend to agree with another, rather 

than share their own feedback. Being unable to share a unique perspective is a 

major loss to any retrospective, face-to-face or online, as it is precisely what the 

organizer is trying to capture. When the process of the retrospective allows 

individuals to rely on one another, rather than inputting their individual thoughts 

and ideas, it creates a big barrier to success. 

Tool

In a retrospective, it is important to use 

a tool that can capture everyone’s 

feedback in one platform. Relying on 

video, voice, chats and other 

collaborative systems can muddy the 

feedback.

Using a  that allows every team tool

member to access and add thoughts 

and ideas in an easy and non-

confrontational structure provides an 

online retrospective a much greater 

impact. Intuitive tools that recognize 

and highlight contributions can also 

help drive the engagement of the 

remote team.

Here are a couple of rules and tips you can use to run a retrospective meeting and 

get the honest individual feedback you need. 
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Retrospective Rules

Rule 1. Set the Context

Begin the meeting with a clear goal. 

Who, what, where and when. For 

example, “The conclusion of Phase 2 

will be discussed from an operations 

standpoint”. Everyone needs to stay 

focused on a defined phase or project 

and not allow other projects or 

Rule 2. Start with the Positive

Always lead with a success story. It’s hard to recover from a sudden blast of 

discouraging feedback and engagement within an open environment. So begin by 

celebrating some of the project’s success stories.

Rule 3. Simplicity Matters

Follow a Start, Stop, Continue 

framework. It can be hard for 

individual contributors to speak up, 

especially if they work remote and lose 

out on office interactions. A 

retrospective is an opportunity for 

them to speak out and feel part of a 

team.

feedback to creep in. Many participants 

may arrive at the meeting with an 

existing bias from previous phases. 

Removing this as much as possible will 

help everyone stay focused on the 

defined topic of discussion. 

One more tactic to employ is a simple, 

Good, Better, Best analysis. What 

worked? What didn’t? And how well?

This framework encourage feedback 

without rising personal criticism and is 

a really easy way for everyone to 

participate, even given language & 

cultural challenges. 

Rule 4. Let the Contributors Lead

Good facilitators keep their mouths closed as much as possible during a 

retrospective. Allowing the contributors to lead and providing an open forum for 

comment, without any “leading” commentary will keep feedback valid and honest.  

Rule 5. Don’t Play the Blame Game

Pointing fingers and pinpointing fault is NOT the goal of the retrospective. Defining 

who or what failed is not the outcome, instead everyone should walk away with a 

concrete action plan for improving every step of the process. Veer away from the 

rabbit hole of blame whenever the conversation heads that way and turn it back 

into an actionable suggestion for improvement.
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Retrospective Tips

Tip 1. Bring Back the Icebreaker

An icebreaker can be revisited during 

the retrospective, even though most 

participants probably already know 

each other. The benefits are two-fold. 

First, it sets a positive vibe. This is a 

“one team” meeting, not a finger 

pointing session. Consider a short 

team-building icebreaker, such as 

Tip 2. Gather the Feedback Before the Meeting

An online tool helps with this. Imagine 

an online room, where, instead of a 

physical whiteboard, teams use an 

online whiteboard. Using whiteboard 

platforms to gather feedback before 

the meeting can generate interest and 

create a better atmosphere for 

feedback discussion at the meeting. 

Ask participants to share their 

feedback according to one of the 

Tip 3. Keep the Iteration Independent

It can be deceptively easy to refer to the past. Getting stuck on old problems, 

conversations and projects can muck up the analysis of the current iteration. Not to 

mention, new team members cannot relate and need to be able to form 

independent thoughts on how everything worked.

You’re Now a Meeting Guru. Send that invite. 

We just covered four essential online meetings that everyone comes across on a 

weekly or daily basis. Adopting rules and techniques that make these common 

meetings work for remote teams is simple, especially if you follow the tips provided 

above. Potential barriers to remote collaboration are removed when the correct 

tools, processes and icebreakers are used.

everyone naming the funniest moment 

of the project. Second, a quality 

retrospective always depends on 

engagement, and icebreakers are 

extremely successful tools for 

engagement. 

frameworks from the Rule 3 above. The 

team can use a , pre-made template

sticky notes and tags to identify their 

sticky notes.

Remember, it can be hard for people to 

speak up when they feel their feedback 

is critical. Providing an online 

intermediary makes it more like 

constructive feedback versus a 

personal critique.

Talking about the basics and organizing a well-run meeting is just a slice of the big 

picture. Ever wonder if remote team members are really paying attention? Learn 

how to keep team members engaged in Chapter 7.
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Dealing with the Biggest Remote 

Challenge - the Team EngagementChapter 7

In the previous chapters, we discussed 

various remote meeting types and how 

to run them effectively. Besides well-

organized online communication, you 

also need to consider that your team is 

engaged, which we will discuss it in this 

chapter, and staying productive 

(Chapter 8).

Remote teams have an inherent 

strength when considering 

engagement. Most remote workers 

report greater efficiency and 

productivity, due to their greater 

The 5 Tenets of Remote Team Engagement

Tenet 1: Breaking the Ice

An icebreaker is an exercise or game 

that is designed to casually introduce 

members of a team and warm up the 

group for the task they are about to 

embark on.

An icebreaking exercise can be a 

solution for breaking down 

communication barriers, making 

introductions and building rapport. It is 

beneficial for new teams and existing 

team members. 

autonomy, flexibility and work-life 

balance. These factors support the idea 

that when a remote worker dials in to a 

call, they are prepared and motivated 

to participate.

Ideally, engagement comes naturally to 

a team, but not always. And in every 

case of remote collaboration, it is 

important to set your teams up for 

success by following the 5 tenets of 

remote team engagement.
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Getting to know each other in a non-

confrontational, silly or fun way, right 

at the beginning of the meeting is a 

great warm up for the main event.

Remote meetings can be intimidating, 

especially when new technology is 

involved. Using an  game can icebreaker

increase remote team engagement and 

give a chance to get to know the tool 

even before the meeting begins! 

џ Introduces the team members in a 

casual atmosphere

џ Reduces the stress associated with 

new technology

џ Provides guidelines for 

communication

џ Build a “team” atmosphere

Remote icebreakers directly impact the results of team collaboration. Let’s take a 

look at some  fun and effective games that can be used to kick off remote meetings 

all the time.

Game 1. Guess the Artist

Before your meeting, ask everyone to 

create an image or find a picture they 

can use to tell a unique story or fact 

about their lives. Everyone should 

upload their images to an online 

whiteboard in advance. At the beginning 

of the meeting everyone puts stickers 

on each image, guessing whom this 

picture belongs to. Then you can start to 

figure out all together which picture 

belongs to which person. When a 

correct guess is made, that person 

needs to share their story with the 

group. Include video for the storytelling 

so everyone can connect the name, face 

and story.

Giving everyone ample time to prepare gives them the ability to be really creative 

and not feel blindsided at the onset of the meeting. 

Providing the opportunity for a “warm 

up” has the following benefits:

Participants can start to work with 

the online tool before the meeting 

as part of the icebreaker game. 

This helps everyone become 

familiar with the tool before the 

meeting begins.
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Game 2. The Birth Map

Upload a picture of the world map to an online whiteboard. At the beginning of 

your meeting, ask everyone to put a sticker on the map to show where they were 

born. Then encourage everyone to share a short story about what they love most 

about the place they were born.

Game 3. Share a Picture of Your Life

Ask every member of the meeting to go to the online meeting board before the 

meeting begins and post a picture of something from their life. It can be already well-

known: a picture of the shoes each member is wearing, their window view or desk. It 

can be anything that will tell a story about who each member is or how they work. 

Then ask them to share the story behind their picture.

Tip: If you want to make your 

icebreaker game with more of a 

business angle, ask participants to 

additionally share their 

expectations of the meeting or list 

one thing they learned recently. 

We used this icebreaker game recently 

before a remote workshop about User 

Personas. The task was to share a 

picture of something on your desk telling 

a story about who you are or how you 

work. Beside this, we shared one thing 

we learned recently. It was fun and 

surprising in some cases, allowing us to 

know each other more in person and set 

the casual atmosphere we need for the 

workshop. Here is how it was organized 

on the project board:
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Additional Ideas for this icebreaker game:

џ Desert Island: Ask the team to pick 3 items they 

would take to a desert island for one year and why.

џ The Worst Job: Team members should share what 

their worst job was and why. During this exercise 

you might realize that your job wasn’t so bad after 

all.

џ The Magic Wand: Ask the team to share what they 

would want to change if they had a magic wand in 

their hand.

Game 4. Would You Rather

Sarah Lisovich, a Senior Editor and 

Content Strategist at , runs CIA Medical

remote meetings frequently and 

recommends using an icebreaker to 

draw the attendees together.

 

“The best new icebreaker game is the 

"Would You Rather." This is a fun, 

simple, and low pressure game to get 

coworkers laughing and better 

acquainted with one another. Here, the 

team leader poses two (preferably silly) 

options. For example, would you rather 

not be able to leave your home for 

three years or go traveling and not be 

able to come home for a year? Giving 

two distinct options takes the pressure 

off of coworkers to come up with a 

clever answer. The only job is to pick 

one option and explain why. During ice 

breaking sessions, allow others to pose 

their own would-you-rathers to get 

everyone involved. This way, natural 

leaders feel free to step forward, 

others feel comfortable to participate, 

and everyone can have a good time 

and learn more about their coworkers.” 
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Icebreakers can be one of the options 

for building personal communication 

within a remote team. But there are 

other practices on how to warm up the 

team and create casual atmosphere. 

Here are two more examples from the 

business sphere:

David Waring, co-founder of Fit Small 

Business, says the following, “For our 

remote employees, it makes it just like 

they’re working with in-house 

employees. While we don’t use 

A Fit Small Business remote meeting

icebreaker games, we do use 

something that has the same effect. 

Rather than have our remote and in-

house employees talk over phone, we 

have them talk via Skype video. When 

we’re on Skype, we make sure not to 

make it all just business. We start with 

catching up, just like we would when 

speaking face to face with someone in 

the office. It’s really all about combining 

video and the feeling of talking and 

connecting on a personal level, which 

helps to break the ice between remote 

and in-house employees.”

In the example above, David brings up a really good point, which is that providing a 

platform for communication that the whole team can use makes a big difference.
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In another example, Jake Tully, Public 

Relations at  TruckDrivingJobs.com

relates the following: “As someone who 

works in-office for a small business 

that has a sizeable remote team, I can 

certainly speak for some of the 

integration activities we use when our 

teams meet up.

One of the icebreaker activities we use 

when meeting in person with our 

remote team is a unique trait game. In 

other words, we have everyone who’s 

in the office that day write down 

something that they think is unique 

only to them, and put the scraps of 

paper with facts into a hat. We will then 

have everyone draw from the hat and 

read the fact out loud. Whoever is the 

"owner" of the fact will then speak up 

and explain the story as to the fact they 

wrote down. For example, if they wrote 

down, "One time I got a caught a 5 foot 

bass in ____ but lost it immediately" 

they will then have to explain the story 

further. Once the first person tells their 

story, they will read theirs for the next 

person to explain, and so on.”

This is a great example of getting a new 

group to interact in a fun way, while 

learning a little bit about each member 

of the team.

Tenet 2: Visualization is Key

Seeing is believing. Online attention 

spans are short and adding sight to the 

sounds of a meeting gives attendees 

something to pay attention to.

 

Slack, Skype, and Hangouts are 

amazing and addictive tools for remote 

collaboration. They drive engagement 

and can act as a virtual room and team-

building tool for office and remotely 

based team members. But they don’t 

One of the best way to engage an 

audience visually is through the 

use of , collaboration whiteboard

which can be a key success factor 

for a productive and engaging 

meeting.

necessarily offer the functionality to 

keep team members engaged 

throughout highly visual projects and 

assignments.

Basecamp, Pivotal Tracker, 

GatherContent and even Google Docs 

work well for project tracking, but 

discussions require the use of another 

“chat” tool, which contributes to 

confusion and delays.
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Increases Camaraderie

Seeing all your co-workers grouped 

together in a virtual “room” can help 

reduce problems commonly associated 

with remote workers. Visualization 

reduces feelings of loneliness, lack of 

camaraderie and makes everyone feel 

Enhances Voice Communication

Sometimes, 10 people on a conference call can be loud, frustrating and confusing. 

Who is speaking? A group of team members all speaking over one another lends 

itself to various members “Checking out”.

Take the call into video and attendees can voice their opinion visually instead.

Drives Accountability

Imagine this embarrassment-worthy 

scenario: you’re on your weekly call 

and check another browser for one 

second, distracting yourself with an 

urgent email, when you’re called back 

to reality by someone repeating your 

name, having just been asked a 

Aids Group Collaboration

Adding a collaborative visual 

component to remote team 

engagement can be greater than video 

conferencing. An online whiteboard 

tool keeps everyone involved 

throughout the meeting, adding notes 

and ideas as they pop up.

like a legitimate member of the team. 

This way, everyone can see their input 

on the shared whiteboard. Stickers, 

images, and comments act as 

indicators of engagement.

question you didn’t hear.

Engagement can be driven by 

accountability and seeing everyone’s 

face and laptop mouses moving 

around a shared whiteboard 

throughout the call will do that.

By giving participants a focal point on a virtual whiteboard, where notes, ideas and 

the initial framework of their ideas is centered, your remote team members can be 

involved throughout every step of the meeting process.

Additionally, the use of a collaborative, online whiteboard will have the following 

benefits:
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Tenet 3: Shared Understanding

We believe that shared understanding 

is one of the most important aspects of 

team engagement. The ability to find 

synergy and get to shared 

understanding with teammates around 

the world requires a dynamic, online 

solution. In a virtual “shared space”, 

small teams bond and form a shared 

understanding and mindset.

A shared space is not only a meeting 

Structure

By providing a structure for activities, 

teams can enjoy efficiency and greater 

engagement. Never search for a lost 

email or request a file again. Simply by 

providing a consistent structure for the 

organization, a shared space can build 

shared understanding.

Uniformity

It can be frustrating and intimidating to 

learn a new app or adjust a new 

meeting template depending on your 

latest project assignment. Life is easier 

for everyone when they can use one 

shared space that provides uniform 

templates.

Meeting Tools

What’s the call-in number and who sent 

it to me? In a shared space with cutting 

edge meeting tools at your fingertips, 

co-workers don’t waste their time, 

instead, collaborate with ease and 

achieve shared understanding faster.

Communications Capabilities

Shared spaces can provide 

communication tools that overcome 

language barriers. Using reliable 

approval processes and universal 

communication indications, like smiley 

faces, voting capabilities and even 

thumbs up, everyone can work 

together more easily. 

room or Slack group, but shared flip 

charts, chats, shared screens, and 

online whiteboards. The tool of choice 

needs to support a common language, 

which is a combination of visual and 

spoken communication and file 

sharing. A robust online whiteboard 

can provide a shared space that builds 

shared understanding more quickly, in 

the following ways: 

Having one robust shared space 

creates a collaborative 

environment that builds shared 

understanding faster, encourages 

team building, aids 

communications and, as a result, 

drives engagement.
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Tenet 4: Everyday Communication

When office spaces don’t include the 

entire team, daily communication 

keeps everyone involved and present.

A robust tool that provides multiple 

opportunities for daily check-ins or 

informal chatting, make everyday 

communication part of the culture of 

the organization. 

Encourage communication in the team 

by using options such as these:

Messaging – Slack or other simple 

note-taking tools can provide important 

communication for small bits of 

information.

Verbal – Sometimes it is so nice to just 

talk. Turn on your camera or just the 

mic and talk to the person about what 

needs to happen.

People need to be talking, not just toiling away. The outcome of streamlined 

communication will break down barriers and increase engagement. 

Visual Cues – Odds are, I am never 

going to learn Russian and you might 

not ever use that Rosetta Stone for 

Mandarin. But that’s okay. Visual cues 

can be accounted for online and are 

just as valuable as words.
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Tenet 5: Recognition

Everyone likes a pat on the back. And it 

can be really hard to make that happen 

when a teammate 8 time zones away 

has made a breakthrough. In fact, 

missing out on individual recognition 

can be one of the biggest drawbacks of 

remote work.

Recognition can be an award, a 

shoutout or a smiley face “like” in the 

comments section of a project iteration. 

By recognizing the work and 

Engagement Depends on Virtual Proximity

There is a common belief that the best meeting format is the face-to-face one, but 

even face-to-face meetings can run into roadblocks. And for remote teams isn’t a 

higher level of engagement always possible? Following the 5 tenets that we 

discussed above will increase the engagement level of collaboration, no matter the 

format.

Just because you have an engaged team, doesn’t mean the tools are in place for a 

productive team. Productivity drops when there is a breakdown in the collaborative 

technique, tool, or both.

We will discuss improving the productivity of remote teams in the next chapter.

productivity of remote team members, 

everyone feels involved and part of the 

team.

Here are some examples of ideas for 

recognizing the work of your remote 

team members:

TextMagic advises word recognition 

together with financial incentive: “Praise 

in words is a must. Write to your remote 

workers to tell them you love what they 

do or how they do it. Sounds easy, right? 

Easy, yet powerful. This is important for 

remote employees because they will see 

that you care about their work and 

appreciate their efforts. Financial 

incentive is also effective. A good old 

bonus system makes your recognition 

tangible and shows that you value the 

contributions of both in-house and 

remote workers. Just make sure the 

bonus system is transparent and 

understandable for everyone”.

Konstantin Stepanov, CEO at  shared: “Digital team building is what we do. Shakuro

We run a closed, employee-only informal chat where we just share all sorts of cool 

stuff, memes and jokes, and so on. It’s voluntarily, but surprisingly active”.
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Chapter 8

3 Pillars Enhancing 

Team Productivity
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3 Pillars Enhancing Team ProductivityChapter 8

Ever feel like you’re just spinning your 

wheels? Anyone that has experienced 

disappointing results, despite careful 

planning and what you assume to be 

great communication, can relate. 

Sometimes it can appear that 

everything is in place for success, and 

nothing is happening.

 

Why are certain projects stuck? Why is 

efficiency declining when it seems like 

everyone is working diligently?

Then there is the flipside.

Remote teams already have 

plenty of strengths on their side 

which aid productivity, such as the 

ability to work at peak times, 

flexibility, lower commute time 

and less office distractions.

In the examples we collected below, business representatives highlight how they’ve 

uncovered hidden productivity boosts within 3 areas of remote collaboration; the 

planning, tracking and communication processes. Let’s begin at the starting line of 

any collaboration — planning.

In today’s market, the next big thing is 

forcing innovation and pushing 

productivity to the max. Which leads us 

to ask:

Is it possible to boost the productivity 

of effective teams even more?
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Success requires planning. Setting 

goals shared by all team members and 

creating a feasible plan have been the 

key to success for many decades. 

Here are some great examples of how 

companies manage productivity by 

keeping focus starting from the 

planning process.

Konstantin Stepanov, CEO at 

Shakuro shares: “We handpick 

development teams that are 

motivated and passionate about 

specific projects. On top of that, 

we do what it takes to technically 

increase their productivity: 

progress tracking and monitoring 

not only by PM, but also, project 

owners themselves, continuous 

scrums where we set goals, 

discuss problems, and present 

achievements. Once we manage 

to keep the team emotionally 

involved and on the same track, 

we can effectively leverage each 

team player potential.”  

Pillar 1. Planning
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Slack

For many virtual teams,  is the Slack

definitive communication tool for day-

to-day work. By  with integrating Slack

an online whiteboard, all notes, 

comments and suggestions flow 

seamlessly between Slack and the 

planning process being carried out on 

the whiteboard. No more switching 

between browser tabs; this 

synchronization provides 

instantaneous updates for the entire 

Slack channel. 

File Sharing Tools

Applications such as , Google Docs

Dropbox Box OneDrive,  and  can be 

integrated with an online whiteboard 

so teams can share any types of files 

easily, quickly and securely. 

Jira

By  with an online integrating Jira

whiteboard, teams can combine 

“virtual” whiteboard operations like 

strategy planning, problem solving, 

design reviews, with ’s tracking Jira

functionality.  

Integration with commonly used applications, which development teams use on a 

daily basis can save time and energy. Teams can pinpoint potential stop gaps and 

problem solve before potential issues arise. For example, integrating tools with online 

whiteboard provides a visual component to the planning process. It allows cross-

functional teams to see where, when and how they need to collaborate.

In the examples listed below, we highlighted the benefits of commonly used 

applications integration with  online whiteboard.RealtimeBoard

Oren Greenberg, Managing Director at 

Kurve advices to set clear objectives: 

“Individual team member objectives 

should contribute directly to business 

goals, alongside their own professional 

development. Communicate weekly, 

monthly, and yearly objectives for your 

startup, and ensure that team 

members understand the relevance of 

their tasklist in achieving these 

milestones.”

We also believe that what’s 

changed is our ability to plan 

collaboratively, on the cloud. And 

that boosts productivity big time.

Alexa Lemzy, Content Manager at 

TextMagic suggests making sure your 

remote workers know your company’s 

goals and can see how close the team 

is to achieving them. This will 

encourage them to contribute and to 

regularly check progress. 
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Pillar 2. Tracking

Productivity should be a permanent metric for any team, one that is reviewed and 

discussed on a regular basis. Determining the metrics requires a reliable tracking 

tool, and a KPI tracking system. 

Take a look at how MonetizeMore, PureVPN, CanIRank, TextNagic, Remotely 

Awesome Jobs, and ContentPark companies put tracking methods in place that 

drove increased productivity.

Kean Graham, CEO of  MonetizeMore

shared an experience about a KPI 

tracking system implementation that 

worked especially well for their remote 

teams:  “In November 2015, we 

implemented a Key performance 

indicator (KPI) system in accordance to 

each team and its workflows with the 

following color system: 

Green: Exceptional!

Blue: Great

Yellow: Room for improvement

Red: Terrible

The color determines the performance 

of each team on a daily basis. KPI per 

team is the most important 

quantifiable measure of the whole 

team's performance.

Since implementing this KPI system in 

November 2015, company 

Matt Bentley, CEO and Founder of  shared: “As a remote based company, CanIRank

we needed technology that can scale with our company and improve our time 

management. We have found that by simply tracking time, employees become 

more aware of how they are spending it and are more efficient.”

performance has dramatically 

improved. We've seen great 

collaboration within teams, more 

innovative thinking, greater work ethic 

and improved morale with the 

increased transparency and being part 

of a team that is working towards a 

clear and common goal.” 

Danyal Effendi, Digital Marketing 

Strategist at : “To track the PureVPN

work completed and work in progress, 

remote teams should use easy-to-use 

project management tool. All team 

members can see the progress of the 

team, which makes it easy to plan and 

execute effectively, thus increasing 

productivity. I have personally used 

Assembla, while some other similar 

tools are any.do, todo.ly and todoist.”
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TextMagic suggests allowing 

remote workers to take full 

advantage of the flexible schedule: 

“Flexible hours make it possible for 

remote employees to plan their 

day in a way that is most 

convenient for them. There is no 

need to track every step they 

make. Everyone has their own 

pace and biorhythm (and don’t 

forget about different time zones). 

However, agree on a time when 

your remote workers should be 

available for a chat, so you can 

discuss everything you need 

without a rush.”

Mike Desjardins, Software Developer, Founder and blogger at Remotely Awesome 

Jobs advises turning off distractions: “If you lack self control (like I do), find apps that 

block you from time-sink websites like social media - I use a plugin called  StayFocusd

to limit my time, but there are lots of similar tools out there.”

Kimberly Barnes, founder of 

ContentPark shares their company 

experience of using the Pomodoro 

Technique to increase productivity: 

“While we might not still wear 80s 

shoulders pads or layered neon scrunch 

socks, we are utterly devoted to one 

approach from the 1980s, the 

Pomodoro Technique. Following this 

method, workers dedicate themselves to 

a task for 20 minutes with no 

interruptions, including cell phones and 

emails, which should be silenced. 

Though 20 minutes might not seem like 

much, you’d be amazed at how much 

you can get done if you aren’t 

interrupted by texts, calls and social 

media. Some of our workers use the 

TomatoBot, a Slack extension that 

creates these blocks of uninterrupted 

time.”
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Pillar 3. Communication Process

Despite the need for flexibility in a remote team culture, a reliable process for 

communication and collaboration is required. If the goal is to create a productive 

community, the correct tools and communication processes need to be put in place. 

By putting effective processes and tools in place for communication, effective 

discussion can take place, opening up doors for productivity improvement. 

Here’s how a couple of companies set 

up the communication process to keep 

team members engaged and 

productive:

Kristin Ferguson, Account Director at 

The Markey Group: “Our company uses 

Slack as a way to increase 

communication and productivity. Slack 

is by far the best tool for remote teams 

that I have ever used - it allows for 

quick communication, document 

sharing and dramatically cuts back on 

company emails — all of which 

increase productivity.”

Monica Kang, Founder & CEO of  advises: “Having one easy place you InnovatorsBox

can talk out your thoughts and go back to see what you may have said before is 

super helpful. Find a system that works for you and try different approaches. Pay 

attention to the type of communication challenges you may have and find what 

works best for certain individuals or team. At times you may need to pick up the 

phone instead of send an email. Having a good understanding of and respect for 

your colleagues can play a critical role in team cohesiveness and growth.”
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The Guide Conclusion

How many remote team members do you have now? Consider partners, clients and 

co-workers. Likely that it’s a lot and you can count on that number growing along 

with the quantity of remote meetings that rely on remote collaboration. As such, 

now is the time to concentrate on setting your staff, teams and organization up for 

success. 

In this guide, we’ve covered potential 

barriers and the best practices for 

remote collaboration. You’ve learned 

rules, tips and techniques from expert 

facilitators and business experts that 

rely on remote collaboration every day. 

Now is the time to put those to use.

 

Contributors

We would like to say Thank you! to all these people and companies for sharing their 

experiences and contributed to this guide, including: , Jack Mannion from TINYpulse

Terakeet Zest Business Consulting The , Jennifer Martin from , Adam Schnitzler from 

S3 Agency Media Captain Nancy Halpern, Jason Parks from the , , Jordan Scheltgen 

from , Alexa Lemzy from , Rick Lepsinger from Cave Social TextMagic OnPoint 

Consulting The Mobile Majority Azzarello , Michael Sueoka from , Patty Azzarello from 

Group Trackmeet CIA Medical, Darin Herle from , Sarah Lisovich from , David Waring 

from , Jake Tully from , Konstantin Stepanov Fit Small Business TruckDrivingJobs.com

from , Oren Greenberg from , Kean Graham from , Shakuro Kurve MonetizeMore

Danyal Effendi from , Matt Bentley from , Mike Desjardins from PureVPN CanIRank

Remotely Awesome Jobs ContentPark, Kimberly Barnes from , Kristin Ferguson from 

The Markey Group InnovatorsBox, Monica Kang from .

But do you have the tools available? 

Frequently, we’ve mentioned the need 

for robust tools that act as a virtual 

meeting room, where participants, 

data, files and visual tools can work in 

one online space. By streamlining tools, 

the most efficient online collaborations 

occur.

Written by the RealtimeBoard marketing team and freelance writer Julie Joyce.

Guide illustrations by Nadezhda Netsvetaeva.

The Ultimate Guide to Effective Remote Collaboration by RealtimeBoard

https://www.tinypulse.com/
http://www.terakeet.com/
http://www.businessconsultingsanfrancisco.com/
http://thes3agency.com/
http://thes3agency.com/
https://www.themediacaptain.com/
https://twitter.com/nhalpern
http://www.cavesocial.com/
https://www.textmagic.com/
http://www.onpointconsultingllc.com/leadership-execution-and-team-building
http://www.onpointconsultingllc.com/leadership-execution-and-team-building
https://www.majority.co/
http://www.azzarellogroup.com/web/home/
http://www.azzarellogroup.com/web/home/
https://www.gotrackmeet.com/
https://www.ciamedical.com/
http://fitsmallbusiness.com/
https://www.truckdrivingjobs.com/
https://shakuro.com/
http://www.kurve.co.uk/
http://www.monetizemore.com/
https://www.purevpn.com/
https://www.canirank.com/
https://www.remotelyawesomejobs.com/
http://www.contentpark.co/
http://themarkeygroup.com/
https://www.innovatorsbox.com/


The Ultimate Guide to Effective Remote Collaboration by RealtimeBoard

https://realtimeboard.com/

	Page 1
	Page 2
	Page 3
	Page 4
	Page 5
	Page 6
	Page 7
	Page 8
	Page 9
	Page 10
	Page 11
	Page 12
	Page 13
	Page 14
	Page 15
	Page 16
	Page 17
	Page 18
	Page 19
	Page 20
	Page 21
	Page 22
	Page 23
	Page 24
	Page 25
	Page 26
	Page 27
	Page 28
	Page 29
	Page 30
	Page 31
	Page 32
	Page 33
	Page 34
	Page 35
	Page 36
	Page 37
	Page 38
	Page 39
	Page 40
	Page 41
	Page 42
	Page 43
	Page 44
	Page 45
	Page 46
	Page 47
	Page 48
	Page 49
	Page 50
	Page 51
	Page 52
	Page 53
	Page 54
	Page 55
	Page 56
	Page 57
	Page 58
	Page 59
	Page 60
	Page 61
	Page 62
	Page 63
	Page 64

