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Building high performing 
teams in a hybrid working 
world

Over the past 18+ months, team dynamics have changed more 
than ever with remote / hybrid working becoming the norm. 
What has this meant for team performance? With a future that 
looks set on a hybrid model at least for the medium term, we as 
L&D and People leaders need to re-evaluate and rethink how we 
build and support our teams for them to become or continue to 
be high performing.

The event
A huge thanks to Jeff and the 120+ People and L&D leaders from around 
the world who joined the discussion last week.

Part 1 - we explored the research backed team coaching and 
development approach which transformed the Facebook L&D function.  

Part 2 - we collectively explored topics around how to make L&D a 
business need, how to make hybrid meetings balanced and inclusive, 
creating high performance cultures and team development in a hybrid 
context. 

Themes that emerged:

● L&D must become a business partner not service provider.  
Focus on what creates the most value then scale it. 

● Proving ROI from improved team performance is easy 
compared to manager development workshops and the myriad 
of variables 

● Jeff Turner’s team prioritisation, diagnostic and development 
model was scaled at Facebook using a self service tool kit

● Get the basics right first e.g. meeting best practice, then 
enhance with technology to meet the specific hybrid need

● Unleash collective genius - enable diversity of thought, create 
psychological safety and most importantly, above all,,,, you must 
have the difficult conversations 

About T-minus
T-minus specialise in leadership development in the 
context of disruption, high growth and innovation. We work 
with startups, scaleups, leading technology companies and 
large corporates looking to develop new leadership 
capabilities which deliver business outcomes in the face of 
that disruption. 



Existing models of teams are limited as they are 
built for teams that stay together longer…

…By the time you reach the end of the line, the 
organisation context has already changed 

The linearity challenge.
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What specifically makes 
teams successful in high 
growth organisations?

The question to answer is this:
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Instead of a linear model, it’s a wheel

Part 1



The bigger the wheel
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The stronger the spokes

Part 1



The faster it goes around
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Hire the right people
Competence is a given – hire the right 
characteristics for the team

Enjoyment & fun
Enjoy the work – “fizz” and have 
fun doing it – “buzz”

Change is like breathing
Constantly looking for ways to 
impact in the face of change

Trust & respect
As soon as a new team 

member joins, they are ‘in it’

Encouraging passion work
What do people love doing? 

Give work in areas of passion

Positive view of failure
With success, comes failure. Focus 

on the why and how, not the who

Clear goals
Adaptive, setting direction and 

at the appropriate level

All these things, all the time

Leader 
Confidence
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Where is the team on 
each of the spokes?

Diagnostic.

But it will still go round, 
maybe with a bump

It won’t be a 
perfect circle

Build out the spokes 
which are less strong
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The biggest impact on team performance

As confidence shrinks, the wheel contracts…

And the segments fall apart

Leader Confidence.
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The insight is to look for the ‘occasions’ where 
Leaders are losing confidence and support 

them to get back on track…

New Leader
Joining, imposter syndrome, previous success hard to replicate

Teams with Challenge
Where trust and respect have broken down

Teams in Transition
Reorganisation, reprioritising, new projects, org change

Cross functional team complexity
Working across differing goals and challenges

High performing teams
Already performing well – not knowing what to do next

Often 
happening 
all together
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Our discussions – what came out?

Part 2



Hybrid and 
virtual 

meetings: how 
do we make 

them balanced 
and inclusive?

Team 
development 

and managing/ 
leading teams in 
a hybrid world. 

What are the key 
things that we 

need to be 
aware?

Clear 
direction 

and 
leadership

Wellbeing 
boosters

Communication

Access to 
the right 

tools

Location

Tools

Awareness 
on creating 

a safe 
space

Define your 
meeting 
etiquette

Practical 
Set Up

Team 
Structure

Virtual 
Socialising

Values

Create a 
space for 

psychologic
al safety

Give 
recognition 
and make 
time for 

reflection
Foster 

leadership 
qualities in 
your team 
and self

Promote 
collectiv
e genius

Invite 
whole 

business 
support

Creating 
a high 

performance 
culture – What 

are the key 
things you 

need to do?

Collaboration

Style of 
meeting

Part 2

Top Themes

Manage 
your 

stakeholders

How do you 
make L&D more 

of a business 
need and not a 

support 
function?

Be a decision 
maker rather 

than a service 
provider

Define 
your 

metric

Grow your 
ecosystem 

& their 
talents

Make L&D 
strategy 

the focus



MAKE L&D STRATEGY 
THE FOCUS

GROW YOUR ECOSYSTEM 
& THEIR TALENTS

BE A DECISION MAKER RATHER 
THAN A SERVICE PROVIDER

MANAGE YOUR 
STAKEHOLDERS

DEFINE YOUR METRIC

Be clear with data 
driven deliverables

Have a clear focus and know 
your highest strategic priorities

Align L&D interventions with the 
business’ values & strategic goals

Use deliverables to explain the 
effectiveness of L&D strategies

What are the business problems? 
How can you partner up to help 

solve them?

Seek involvement in business 
projects & improvements

Link L&D to business & 
personal goals in order to 
drive engagement within 

the business

Understand the business 
needs in depth

Become a trusted function 
- identify risks and 

develop solutions before 
they are 'asked' for

Showcase L&D using 
internal marketing: 

make an impact

Make a system to track L&D 
performance against  the 
business’ success metrics

Back up the impact of 
L&D with evidence – how 

is/can it impact the 
organisation Get feedback throughout 

the process

Speak your stakeholder’s 
language

Understand the business 
to drive your influence

Stakeholder engagement will 
help drive the support 

needed from the top down

Gain a seat at the table 
with the business you 

are supporting

Can you expand your 
reach by having a 

business partner on side?

Find your 
breakthrough thinkers

What are the leadership 
capabilities we need from 

our ecosystem?

QUESTION #1   How do you make L&D more of a business need and not a support function?

L&D must be a partner 
rather than an external 
function - this allows 
L&D to learn how the 
business moves and 
become proactive... a 
‘breakthrough thinker’ 
not playing catch up 
being called upon as 
and when.

Part 2

Key insights

Go after the most impactful 
work wherever that is. At 
Facebook, as soon as we 

started getting traction, more 
and more requests came in 
from leaders because had 

success

Jeff Turner



AWARENESS ON 
CREATING A SAFE SPACE

DEFINE YOUR MEETING 
ETIQUETTE

TEAM STRUCTURE

Set aside time for small-talk

TOOLS

Recognise your peers successes 
and shout about it

Team check in - what is the energy 
level at the start of meetings

Build in team bonding - ice 
breakers / mood boosters

Ensure all have a 
chance to speak and 

be aware of your 
introverts

Assign roles in meetings. e.g. Inclusive 
Champion, Devil’s Advocate to share 

responsibility for managing the meeting

Regular meetings to share everyone's 
progress, problems and plans and mitigate 

‘side conversations’ that happen F2F

Clear comms, agenda. 
Organise additional 
meetings to tackle 

outstanding issues / 
follow upTime keeping: ‘Time to Think Principles’ 

to ensure everyone has a voice

Record the meeting to rewatch 
and read closed captions so 

you can be present in the 
moment

Encourage people to 
ensure they are in an 

optimal business 
environment

Be mindful of the 
size of the audience

Set meeting times that 
take into account different 
time zones / flexi working

Facilitation skills for Leaders: 
recognise who is contributing 

and not been heard yet, be 
mindful of presence bias & 

respect individual preferences

Talk to the person 
furthest away

Ensure to promote 
psychological safety 

Virtual body language

Use multiple 
communication 
mediums that 

enable 
participation 

synchronouslyCollaboration tools such 
as Menti, Miro, Mural, 

Google Jam

Global meeting? 
Use a live translator 
tool or interpreter

 Reduce reliance of an office 
for recruitment & retention 

Review your team 
structure - are you 
optimising them for 

their projects?

PRACTICAL SET UP
Does your team prefer to work 
with or without the camera on?

Determine what meetings can 
be virtual/ and what meetings 

need in person work

Plan the logistics in 
advance - what 

experience do you want 
to create?

Make the most of the time 
gains due to virtual settings

Part 2

QUESTION #2   Hybrid and virtual meetings: how do we make them balanced and inclusive. 
Tools, tips and tricks that can help?

Leverage technology 
but don’t forget the 
basics

- Leverage technology 
e.g. Miro, live translation, 
recording

- Create a safe space; 
make time for small talk, 
team bonding, checking 
energy levels 

- Make the basics brilliant 
- agenda, outcomes, roles, 
timekeeping 

Key insights



Have fun, be passionate 
and look after yours and 

others wellbeing

CREATE A SPACE FOR 
PSYCHOLOGICAL SAFETY

VALUES

PROMOTE COLLECTIVE 
GENIUS

FOSTER LEADERSHIP 
QUALITIES IN YOUR 

TEAM AND SELF

INVITE WHOLE 
BUSINESS SUPPORT

GIVE RECOGNITION & 
MAKE TIME FOR 

REFLECTION

CLEAR DIRECTION & 
LEADERSHIP

Allow others and yourself to fail 
without negative consequence

Build techniques to 
improve mental fitness

Make innovation and 
experimentation the norm

Promote humility, 
curiosity, empathy

Build trust, empowerment, 
honesty and ownership

Role model as a leader so others 
have the confidence to bring their 

whole self to work

Help others make their 
own decisions and craft 

their own goals

Reflect regularly

Know how to recognise efforts

Learn from failure

Give clarity on how the individual 
fits into the whole

Build the values into the whole 
employee lifecycle

Ensure all is aligned on the values 
and mission

Clarity around objectives, 
goals & business vision

Define what high performance is for your 
organisation and make sure all agree

Understand fundamental 
motivations

Agree your ways 
of working

Be decisive

Encourage change, thinking 
outside the box

Embrace different viewpoints and 
give everyone an equal voice

Bring everyone into the creation of culture 
with Town halls / cross team collaboration

Create bases for open 
communication across all levels - 
monthly ‘ask a senior manager …’

Push for L&D investment

Use internal marketing to 
promote collaboration & 

communication

Part 2

QUESTION #3   Creating a high performance culture – what are the key things you need to do?

Focus on unleashing 
‘collective genius’ in 
your teams:

- Encourage diversity 
of thought

- Create psychological 
safety

- Make radical candor 
the defaut.  

Key insights

Above it's about having 
difficult conversations

Jeff Turner



How are you equipping 
new leaders?

ACCESS TO THE RIGHT TOOLS COMMUNICATION

WELLBEING BOOSTERS

STYLE OF MEETING

COLLABORATION

Hybrid onboarding - ensure 
they are set up for success 

eg have the IT capability

Consider virtual as your 
baseline for team 
building exercises

Use collaboration boards 
and chats to make 

workshops inclusive

Create rituals for 
effective  team 

communications

Agree on tailoring 
communication structures 

for different teams

Keep in touch with the 
team regularly so no 

one is left behind

Manage the outcomes 
not the tasks

Avoid office side 
conversations

Experiment - each 
team is different

Agree on cadence and 
schedule to promote 

collaboration

Stop focusing on ‘people who 
aren’t in the office as the 

exception - focus on the hybrid

Trust & 
autonomy

Organise emotional check ins 
at the start of meetings

Be purposeful about informal 
conversations - facilitate water 

cooler moments

Spotlight Manager/ colleague 
relationships

What is the best method to be 
inclusive?

Decide on best practice for 
hybrid meetings

LOCATION

Give visibility on who is in 
the office when to 

encourage collaboration

Have a global 
mindset

Be mindful of in office / remote 
/ hybrid working populations

Part 2

QUESTION #4   When considering team development and managing/leading teams - what are the 
key things that we need to be aware of when moving to hybrid working?

Leaders should focus 
on communication 
and collaboration.

Key insights

Stop focusing on the 
people who are not in 

the office as the 
exception, think hybrid 

first.



QUESTIONS TO EXPLORE FURTHER - Check out T-minus’s L&D Leaders Community HERE, where you 
can join further collaborative discussions and conversations from the session.  

What 
arguments help 
persuade senior 

leadership to 
prioritise L&D?

How do you 
make L&D more 

of a business 
need and not a 

support 
function?

Hybrid and 
virtual 

meetings: how 
do we make 

them balanced 
and inclusive?

How do you 
make people 

comfortable to 
turn video on?

What are key 
leadership roles 

in enabling 
more inclusive 

meetings?

How do we 
move from 

100% virtual to 
Hybrid 

collaboration?

Team 
development 

and managing/ 
leading teams in a 

hybrid world. 
What are the key 

things that we 
need to be 

aware?

What are 
options to drive 
inclusivity with 
those who are 
rarely or never 

in office?
Is it better to 
have bigger/ 

smaller spans 
of control in 

hybrid world?

How do we 
shift the 

presenteesim 
mindset?

How to change 
the mindset of 
line managers 

to support 
hybrid working?

How do managers 
keep across 

employees work 
when working in a 

different cross 
functional team?

How do 
you 

recognise 
equally?

How we can 
simulate learning 

experiences on the 
day to day basis - 
informal learning 
that happened 

face to face 
before?

Building 
relationships 
informally in a 

virtual settings, 
virtual team 

building?

What routines 
do high 

performing 
teams to do 

well?

How do you 
create an 

environment to 
build pro 
activity?

Part 2

Creating 
a high 

performance 
culture – What 

are the key 
things you 

need to do?

https://wearetminus.com/the-ld-leaders-community/


0

We help our clients solve problems, 
whilst building capability, shifting 
culture and unlocking growth.

Unleashing possible 

● Build disruptive leadership capability

● Facilitate strategic problem solving

● Enable agile transformation

● Upskill Design Thinking, Lean Startup and Agile 

● Accelerate change, transformation and growth

● Create high performing teams

● Startup best practice at scale 



Coaching  I  Leadership Development  I  Innovation

If you would like to explore any of the questions from 

the webinar, or want to push the boundaries of 

innovation, leadership, learning, people & culture in 

your organisation, drop us a line at 

info@wearetminus.com and let's get together.    

LEARN MORE & GET IN TOUCH 


