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In 2020-21, GitLab became a But our success as a

global icon of remote work. distributed team isn’t based
The world looked to us as a on our workplace model; it's
model of successful WFA. from our operational model.

TeamOps will help the world
shift focus from where
people work to how people
work.




Workplace Focus Workforce Focus

Work is produced by equipment. Work is produced by people.
Productivity is highest when Productivity is highest when teams
teams are in proximity. are empowered and equipped.
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Op,érating in

modern

workplaces

Optimizing productivity,
flexibility, and autonomy in team
dynamics with virtual-first ways
of working.
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-X- Shared Reality

Teams are universally informed by an
objective, shared reality.

Is your team using a Single
Source of Truth to share
information and answer

questions?
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@ Equal Contributions

Everyone can contribute regardless of
level or availability.

Is your team communicating
through transparent,
asynchronous collaboration
tools?




() Decision Velocity

Collaboration practices follow cultural
rules about behaviors and logistics.

Are your team members
trusted and equipped to work
autonomously?
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(@& Measurement Clarity

Productivity is defined by outputs, contributions,

and iterative results.

Is your team’s productivity and
success measured by output
and results?

() Decision Velocity

Collaboration practices follow cultural
rules about behaviors and logistics.

Are your team members
trusted and equipped to work
autonomously?
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@ Equal Contributions

Everyone can contribute regardless of
level or availability.

Is your team communicating
through transparent,
asynchronous collaboration
tools?




Build a Single Source of Truth to host a shared reality
Facilitate equal contributions via open access to contribute

Maximize decision velocity by empowering contributors

Monitor your project by starting with measurement clarity
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Reality

While other management philosophies
prioritize the speed of knowledge
transfer, TeamOps optimizes for the
speed of knowledge retrieval in
company-wide documentation.



Operating Handbook-First

Delivering through documentation
creates collective intelligence.
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Handbook-First

THE INFORMATION YOUR TEAM NEEDS TO STAY
INFORMED, ALIGNED, AND PRODUCTIVE

e A maintained SSoT aligns processes and results

Shared values standardize organizational behavior

Inclusion is facilitated by information accessibility

Shared tools and files create digital transparency

Informal interactions build trust and camaraderie

Maintained by

GitLab Values

arn more about how we live our values at GitLab

IT




GitLab Handbook - the stats

Everyone contributes all the time

¥ GitLab.com > @ Content Sites > &4 handbook > Repository Analytics

Commit statistics for main May 18 - Oct 19 main v

Excluding merge commits. Limited to 2,000 commits. Pandbook

« Total: 2000 commits Commits per day of month
« Average per day: 12.9 commits
« Authors: 374 120
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Traditional teams share time and
location to stay aligned.

TeamOps teams share
information to stay aligned.



Build a Single Source of Truth (Handbook, Wiki, etc.)
Add a section about shared values and behaviors
Add a section for the team directory and profiles
Design a SSoT scaling and maintenance plan

Make all communication and file sharing public by default

Design informal communication rituals with ROl goals

Measure feelings of belonging, inclusion, and alignment

But... HOW?

In a shared reality, teams are universally informed by objective, accessible information.



Shared Reality Adoption Status Indicators

How can | tell how well my team has (or has not) adopted the TeamOps way of working?

Green Flags Red Flags
e  Your Single Source of Truth (SSoT) is used daily e  Team members ask common or recurring
and updated at least monthly questions
° Communication styles are consistent throughout ° Group dynamics involve silence, secrets, offense,
all team members drama, unhealthy competition, and/or withholding
° Synchronous calls with your team include information
laughter, empathy, sincere questions, and casual ° Colleagues share invisible “hallway” conversations
updates or inside jokes
e  Your team or company values can be recited ° Reviews and retrospectives cite frequent
from memory by all group members miscommunications and misunderstandings
e  Team members report feeling a sense of ° Team members report feeling socially or

inclusion, belonging, and camaraderie informationally isolated
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Contributions

Instead of relying on hierarchical
management, organizations must
create systems and channels where
everyone can equally consume and
contribute information, regardless of
level, function, or location.
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Operating Async-First

If time is money, you need a
budget. Prioritize your expenses.
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Async-First

COLLABORATION THROUGH DIGITAL TOOLS AND
WRITTEN COMMUNICATION SUPPORTS DIVERSITY

Public channels make business activity transparent

» Ongoing progress documentation creates
cross-functional visibility without meetings

e Meetings have active participation from all attendees

o Written communication and multimedia features

support neurodiversity, geographic disbursement
and various working styles

v o + § 3 sb-com » Mg requests » 124447

We're all Tanuki =x

$1Cosed i Sibrandijecues

]
i
1 ars ago Contributor . @ @ O §
| ng opinion, but referring to team members this way might sound strange to some; as a
H of us, but it's really just an animal name—not any different than calling __
d team members dogs, cats, bears, or mice in English and that might not go over well.
If we can come up with a variation to make a new word of our own, that might work better.
%5 O®
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Traditional teams facilitate hierarchical
dynamics, or “contribute when called.”

TeamOps teams facilitate democratic
dynamics, or “contribute when conducive.”



Build a team-wide asynchronous communication platform
Move conversations out of email and DMs

Document the hierarchy of your team’s tool stack

Document virtual communication standards

Audit meeting value and enforce efficiency protocols

Assign each project and task a single owner

Measure feelings of psychological safety and enablement

But... HOW?

Based on equal contributions, team members are valued regardless of level or availability
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Decision
Velocity

Achieving faster, better results
depends on decision-making velocity —
a team’s ability to increase the quality

and quantity of decisions made in a
particular stretch of time through
behavioral and logistical agreements.
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Operating Autonomous-First

Replace your instinct to
supervise with a habit to support.
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Autonomy-First

DOCUMENTED BEHAVIOR EXPECTATIONS AND s R
PROCESSES STREAMLINE EFFICIENCY @ e e e T
e Documented workflows and communication

standards outline expectations and reduce FAQs

ppppppp

e Self-management eliminates decision delays

Effective & resp

e Low-context, asynchronous communication S— —
reduces meetings and back-and-forth threads |

B> Uncategorized

e Ongoing documentation tracks accountability
without synchronous reporting rituals




Traditional teams give assighments
to fuel motivation and output.

TeamOps teams give autonomy
to fuel motivation and output.



Build and enforce self-management performance standard
Document all workflows, process, and instructions
Document expectations about self-management

Success criteria and measurement systems

Availability and responsiveness requirements

Project management and reporting expectations

Measure feelings of trust, autonomy, and self-motivation

But... HOW?

To optimize decision velocity, collaboration practices should follow operational and behavioral guidelines



Build a Single Source of Truth to host a shared reality
Facilitate equal contributions via asynchronous communication

Maximize decision velocity by enforcing worker autonomy

Monitor productivity by starting with measurement clarity
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Continue learning at @ A TR -
https://go.gitlab.com/WFKesd

Access a free course... plus
workshops, consulting, and more.
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https://go.gitlab.com/WFKesd
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Questions?

Raimund Hook, Sr Contributor Success Engineer

*e https://qgo.qitlab.com/WFKesd

& @stingrayza
[ @raimundhook
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