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Aaron Cooley (head of security at Kunai)
was reminded of his grandmother in the
midst of this global health crisis.

“My grandmother is the toughest person I’ve ever met. That
toughness was forged when she was still a teenager, and it was
born out of one major experience: She survived the bombing
of Britain. By now we all know the motto: Keep Calm and Carry
On.”

In honor of Aaron’s grandmother, we
are naming this guide “Carrying on
Remotely”

Introduction

“It is about workplace flexibility.
It’s about giving our associates
the opportunity to be who they are
as an individual, whether that is a
community member, a spouse or
a parent, or anything in between.
That flexibility has come to be
very important for our associate
base.”
Amy Freshman, ADP

Twenty years ago, software moved to the cloud. People are now headed
there as well.
Billion dollar companies, such as Autommatic and Gitlab, don’t even
have an office. Others, like Slack and Stripe, leverage large remote teams
on mission critical projects. Big banks are starting to realize that their
distributed team are more than an economic necessity; Wells Fargo now
has employees in 99 cities, with no plans to consolidate their teams.
Before the coronavirus crisis, at least 43% of Americans worked from
home “some of the time,” according to CNBC, and 36% of Americans are
part of the gig economy (source Deloitte). Additionally, more than 3% of
Americans now work from home (IPUMS USA).
Turnover is one factor driving the change. The financial services industry
is especially susceptible to turnover, with a 18.6% turnover rate, thanks
to millennials’ penchant for jumping around. Most millenials will have
11-12 different jobs in their lifetime. It is becoming clear that the
flexibility remote work provides can help to alleviate turnover.
Yet, this trend is not about turnover and cost savings. It is ultimately
about trusting a growing set of self-motivated people with more freedom.
We believe that remote work leads to greater productivity.
Financial institutions have unique challenges when it comes to
working remotely. Security and compliance play a much deeper role in
determining workflow and depth of collaboration.
This guide is a humble attempt to share what we have learned during the
last twenty years of managing remote teams.
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The Tools
“Imagine a world where meetings
were rare events and therefore
something you looked forward to
attending.”
Jason Fried, 37 Signals

Over the years, we have learned that the fewer tools you use, the
better.
Each tool has its own learning curve. Each tool becomes yet another
place where information is stored, and therefore, makes things
difficult to find when you need them most.
So be careful. Test things out. But don’t waste too much time with
RFPs or extended beta periods. This is an area where you should
certainly trust the market. The most popular tools are popular for
a reason. The most popular tools have already dealt with issues of
scalability. They have already solved the bugs that surprise apps that
haven’t quite made it yet.

How Do We Chat With Each
Other?

Like most successful remote organizations, we use
Slack. Slack is a conversational platform that enables
teams to collaborate, instant message in real time,
create task groups, and prioritize chats based on
special features. Slack also shows when employees are
logged on and off, as well as if someone is typing.

per project, team, etc. are important for
continuing workflow. Managers may make their
own channel as well where they collaborate on
ideas and changes to rollout. These individual
channels will also diminish the need for
never-ending email chains that sometimes
are “unopened” for a few hours at a time. By
replacing meetings and mail chat, channels keep
conversations focused, work moving, and organization managed all in real-time.

It’s important to realize that Slack will be your virtual
office. This is where all the chatter and organization is
going to go down. It’s where you send funny pictures,
as well as where you assign pressing tasks.
3.

Bring All of Your Tools Together: The beautiful
thing about technology is that different tools can
be seamlessly connected in one place. Whether
you use G Suite or Office 365, you can connect
that software to your Slack to keep track of
everything while bringing updates directly into
the channels. Slack has made sure it integrates
with every kind of management tool out there
so you can ensure all messaging and directing is
consolidated in one place.

4.

Bring On the Clients: Slack doesn’t just have to
be for your workforce, either. You can create what
is known as a shared channel, connecting your
organization with another one. You’ll be able
to send direct messages to one another across
company lines, where you can discuss edits and
clear up any confusion directly with the client.

5.

The “Away” Message: If you are walking your
dog or eating lunch, Slack enables you to post a
status that let’s everyone know that if they’re
feverishly trying to message you. You can also

Slack is able to accommodate large and small teams,
from any kind of industry, including fi nancial
services. Here is how our team specifically uses the
tool every day:

1.

2.

Our Prioritized Announcement Channel: When
you have a team strewn throughout the world,
it’s important to have one singular channel
where everyone can go to get updates and join in
the conversation. Slack generates a channel when
you sign up called #general that can function
as this announcement channel. You can change
that name to #announcements if you prefer, or
#team-updates if that’s more appropriate. It’s
generally understood by everyone that this is
the overarching channel with the big picture
announcements.
Don’t Be Afraid to Make a Dozen or More
Channels: Channels are designed to keep your
work organized, timely, and accurate. Channels

use it to let everyone know you are on a call, in
a meeting, or out with coworkers. Your status
will pop up next to your name in both channels,
as well as in direct messages, so there is no
confusion.
6.

Use the Slack Call Button: People often make
the mistake of thinking that Slack is just a place
for instant messaging. Everyone needs to have a
quick face-to-face conversation every so often, as
well as hash details out over the phone. The Slack
phone button is a substitute for walking over to
someone’s desk (you can also turn on the video
feature). Best of all, you can do multiple person,
team meetings and calls using Slack, which
means everything can be managed and communicated using just one platform.

How Do We Chat With Each Other?

Slack also maintains all correspondence and records,
as well as contains a search feature per channel, so
you can dig through conversations easily to find a
document you need. Plus, the entire interface is nicely

designed, simple, and easy to use, as well as embedded
in a mobile app so you can manage your teams from
your phone, anywhere in the world.
Slack also offers a free feature with a limited number
of features for teams. If you want advanced settings,
that is available a fee.

How Do We Talk To Each
Other?

Our team uses Zoom for conference calls, since video
can help focus people and ensure they aren’t on
their phones on the other end, etc. It also ensures
connections are being made between people since
they aren’t necessarily sitting together in an office
every day. Although this personal connective element
will be gone working remotely, video can help make
connection that much easier.
You will fi nd that the best remote teams only schedule
calls when necessary. We expected the number of
meetings to go up when we shifted to a remote work
structure. Instead, we found the exact opposite to be
true. Meetings became tools for specific needs, rather
than the de facto solution whenever something felt
ambiguous. This was an unexpected and delightful
result of shifting to a remote operation.

How Do We Talk To Each Other?

When you do need calls, make sure to set a clear
agenda and document notes diligently. Here are a few
other tips:
1. Level the playing field. For hybrid teams, we
recommend that those in the office have a similar
experience to those dialing in remotely. You don’t
want to make anyone feel like they are “less” of your
team than others. For example, if the CEO is planning
on giving an update, we recommend that they dial in
separately from the rest of the team so that everyone
feels like they are on the same playing field.
People are sensitive and do not appreciate being made
to feel inferior to their coworkers that are present in
the office physically every day. You need to be aware
of these problems that pop up with remote work and
standardize all video conferencing so everyone feels

like they are part of the conversation. You don’t want
anyone to feel “left out.” They’ll end up quitting.
As Hubspot’s work leader puts it: “Unless everyone
is in the same room, all meetings are held over video
conference.”
This is the medium for constructive criticism. We
all know that instant messages, emails, and other
forms of written communication can have a negative
connotation to them. When we are reading written
correspondence, we are not also hearing that person’s
intonation, personality, or looking at their facial
expressions. These are important components of communication with human beings as they can lessen the
seriousness and sassiness of the correspondence.
Therefore, video is the best place for the constructive criticism you’ve been wanting to share with a
teammate, manager, etc. Make sure you develop the
habit of looking people in the ye when you are having
difficult conversations, even if they are working
remotely. They are still humans at the ned of the
day, which means they deserve a human response
and attention if something hard is being discussed.
Passive aggressive “keyboard warriors” will just
cause further problems, division, and unhappiness at
the company. Not to mention, putting things down
in writing means they could be screenshotted and
shared with others. Be transparent and accessible to
your team by approaching them through video.
2. Make sure to document everything. Since video
involves speaking out loud, through digital, to people,
often times, we can forget to record the information
that is being shared. We get so used to written

correspondence that we don’t think about the one
shortcoming of video correspondence. Things get
lost in communication even more than normal when
everyone is not in the same room or there are poor
connections, etc.
3. Make sure everything is recorded as the meeting
goes on. You can have someone transcribe it after, or
you can jot down notes as it’s occurring. Action items
need to be assigned and monitored as they are shared
on the call. You do not want to make it customary for
employees to leave these video calls with nothing to
do because nothing was set in stone.
It’s best to have someone assigned to note taking, as
well as someone assigned to transcription after each
call recording. Then you can send it around Slack
and log it so everyone is being held accountable for
what was discussed. Place the action items in their
appropriate Slack channel, and you shouldn’t have
any issues with employees not following the rules or
following through on their assignments.

How Do We Build Products?

Clients have asked us to repeatedly to recommend
remote whiteboarding tools. We haven’t tested
pure whiteboarding tools, because we usually
have a designer on our projects from the very
beginning. This allows us to start mocking things
up immediately. To do this quickly, we use Invision.
Invision works as everything from a collaborative
whiteboard to a rich prototyping tool. It allows you to
embed feedback directly onto the design element you
are discussing, which leads to quicker iterative cycles.

How Do We Build Projects?

One of our core beliefs is that more teams should
move away from communicating product ideas via
PowerPoint. In our experience, doing this would save
large corporations months of time and lead to more
innovation across their organizations. The best way
to share your vision for a new software product is to
do a quick design. This applies to apps, marketing
campaigns, and internal processes. Mock it up and
present it.

There are a lot of great tools out there for
prototyping; we are really happy with Invision.

We use Float to help team members, managers, VPs,
and C-level executives see what everyone is working
on each week. Float markets itself as a ‘cash flow’ tool.
It is certainly that, but it is also a great way to manage
resources, and it provides our team with complete
transparency, so that we don’t have to wonder what
everyone is doing.
Some amazing Float features include:
•

Easy task scheduling: You can allocate tasks
with just a click. Simply grab and drop them
onto the different profiles, times, etc. in the big
organizer. You can also reassign tasks between
team members, see updates in real-time, and
access the software from your laptop or mobile
device. Plus, its overall structure is more more
approachable and easy to understand than a
regular spreadsheet.

•

Manage multiple projects: You can view all of
your projects and their competing milestones
from one single view. You can also reallocate
resources and monitor your budgets in real-time.
If there are any issues, clear it up with just a few
clicks.

•

Forecast the future: You can remove any
guesswork by planning based on real resource
capacity. You can also monitor your team’s
utilization in advance. This simple tool enables
you to see if a project is on budget before it’s an
issue.

•

Set team availability: You can set your team’s
individual work hours, holidays, and time off in
one place so everyone is aware of everyone else’s
availability. This will minimize communications,
scheduling people when they aren’t around, or
overbooking teams, etc.

•

Pre-filled timesheets: Based on scheduled tasks,
the software generates pre-filled timesheets
that require the employee to simply verify the
actual hours worked. They click the “log” button
to submit their times, enabling you to compare
estimates vs. actuals. This will help you monitor
if a project is on, or over, the budget.

How Do We Keep Track of Work?

How Do We Keep Track of
Work?

Document Collaboration

Google Docs has become the standard for collaborative documentation, and after a few years of using it,
we understand why. Although clunky at times, file
organization is becoming easier and easier, to the
point where Google Drive is starting to feel like a
shared desktop.
Remote work requires obsessive documentation. If it
isn’t written down, stored, and accessible to the team,
it simply doesn’t exist anymore. When we are remote,
we don’t benefit from the way shared physical space
leads to a collective memory. Things will get lost in
the shuffle, especially when you are using several
tools. So, you must get more formal about documentation.

Your name will be assigned a color in each
document so other coworkers have an easy time
of understanding who left what edit. When the
comment on your comments, you will receive
email notifications that someone has engaged
with you inside the document.
•

Export as PDF easily: Organizations need Word
Docs to be converted to PDFs frequently. Google
Docs knows this, which is why they’ve made the
export button easy to use so you can send PDFs
effortlessly

•

Make documents public: Documents are automatically private, until you share them with
certain people. If you don’t want the document
to be private, you can change it to public settings
so anyone anywhere can access it. This is typical
after a client project is completed and you want
everyone at that organization to be able to see
what you have done.

•

Work from any computer with internet access:
Your Google Docs are attached to your email,
which means you can access them from any
device that is hooked up to the internet. This
makes it easy to send and receive files on the go,
especially if you are traveling.

Google Doc’s best features have become standard,
but they still are worth listing, if only to remind us of
what used to be so hard about Microsoft Word:

Document Collaboration

•

•

•

No more corrupt files: Nothing is more
frustrating than going to download a file that
ends up being corrupt and incompatible with
your computer. Now you have to wait another
few days to get in contact with the client. With
Google Docs, it’s one document file type, shared
across a network, that will never be corrupted.
Same file type every time: As we mentioned,
forget the issues between .doc, .docx, and
everything else that comes with different Word
Document programs. With Google Docs, you
know it is the same Google document type every
single time, which ensures there are no sending
issues.
Collaborative work tools: Google Docs is set up
primarily to foster collaboration between teams
accessing one file. You can track edits, leave
feedback, and leave comments on documents.

Another amazing feature is that Google Docs is
always saving your work. You don’t need to “click”
the save button anymore or worry about the computer
crashing on you. Quite the contrary, the Google Doc
is invincible – and that goes for Google Spreadsheets,
too. Akin to Microsoft Excel, you can access and
share these spreadsheets the same way you do the
documents for ultimate collaboration.

Project Spaces

Confluence is very similar to Google Docs,
but it creates more explicit spaces for project
management. We use Google Docs for documents
that transcend projects and Confluence for projectspecific documents. This way, we keep our project
documentation organized while we make it easier for
remote teams to collaborate on shared documents.

Confluence also provides page templates to help
users develop content quickly and consistently. That
way, you can ensure consistent page structures and
content that can help to keep information organized
– which can be particularly important in an industry
like financial services.

Project Spaces

Lastly, Confluence makes it easy to file reporting that
is accessible to everyone at your team so they can
retrieve it as needed.

Document Management
Takes Planning

Although both of these tools are critical in the
formation, organizing, and editing of your pertinent
documents, you need to still be intentional in how
you architect your information. This is something
that will be personal to your organization and the
particular documents you are creating and sharing.
Laying some groundwork, using the same templates,
and prioritizing certain document structure will
make it easier for people everywhere to share in the
consistency. Keeping the same folders for storage and
creating a system that is easy to onboard people to
will make the entire process easier to transfer in case
people come and go.
You can connect these tools to your Slack to help with
communication all in one place.

Document Management Takes
Planning

Documentation is an important part of the financial
services industry. Take it seriously.

Honorable Mentions

Notion: Many of us use Notion for personal projects,
and if we were starting today, we would probably
recommend it over Confluence. It is simply the easiest
way to create and publish content.
Loom: When Invision isn’t enough, Loom is a
phenomenal way to record multi-media screen
captures that can eliminate the need for meetings,
drive sales, and speed feedback cycles.
Trello: If you leverage agile management practices,
the best software for Kanban boards we’ve ever used
is Trello.
Asana: This is to-do list software on steroids. We have
found it to be overkill for our processes, but it is a
phenomenal tool for project management.

Honorable Mentions

15Five: Patagonia founder Yvon Choinard invented a
simple process for employee feedback: he wanted each
of his direct reports to spend fifteen minutes a week
preparing an update that he would be able to read in
five minutes. This product is the best manifestation
of Choinard’s vision, and we have found it to be the
quickest way to get regular employee feedback.

Remote Security: Dos and
Don’ts

Do make sure that each remote worker knows how
to maintain compliance. Compliance and security
are related, but they are not the same thing. Make
sure each employee knows what they need to do to
stay compliant. For example: In many cases sensitive
data is only allowed on devices that are ‘in scope’
for compliance. That scope frequently includes
the devices we have at work, but not the devices we
have at home. That means that if I want to bring
sensitive data home with me I will need help from
the IT department to properly provision the device
that it will be on. Most of the time this means IT will
issue me a laptop, but it depends on the compliance
standards that need to be maintained and how the IT
department proves that they are being maintained.
Don’t use text messages to send sensitive information.
They aren’t safe. Period.
Don’t use email to send sensitive information.
It’s also not safe. Period. You can have business
discussions over email, but be careful. It’s not a
secure way to communicate. Use it for casual conversations you would have in a public place.

Remote Sexurity: Dos and Dont’s

Don’t use Facebook, Twitter, etc. for things related
to your business other than marketing and only use
them for that if there is a solid reason to do so.
Do use Signal to send sensitive information: https://
signal.org/
Do use a password manager to store and generate
your passwords and to share them and other sensitive
information when needed. Consider a corporate
account. We like LastPass.
Do use 2-factor authentication to protect everything.
Using a device like a phone for the second factor is
pretty strong, but if you are protecting really sensitive
information we like Yubikey.
Do make sure that every computer that is being
used in your business has its hard drive strongly

encrypted. If you want a simple way to make sure
that this is getting done and you have evidence of it,
ask your employees to send you a screenshot. Having
an IT department that issues laptops and makes sure
that the drives are encrypted is much better, but
screenshots are a decent fallback option if your staff is
tech savvy enough to understand what an encrypted
hard drive is.
Do insist that employees use the latest version of
Chrome. It’s the only browser with a track record of
solid security. None of them are perfect, but Chrome
is the best.
Do consider letting employees work from home using
Chrome on a personal computer if your compliance
requirements allow for that. Depending on what they
are doing it can be safe.
Do use SaaS and cloud services to run your business.
The major ones like Office365, GSuite, Dropbox, Slack,
Salesforce, etc. meet every compliance requirement
under the sun and have excellent security. When you
are doing this, don’t forget what I said about 2-factor
authentication.
Do use cloud platforms. They are more modern,
easier to access, simpler, easier to maintain, more
efficient, and much easier to keep compliant than on
site hardware. Don’t buy into any of the arguments
for having on-site anything. They are wrong.
Do be very careful when using things like Dropbox,
One Drive and Google Drive. The main thing to worry
about isn’t compliance or whether the data you put on
them is secure. They are almost certainly compliant
and secure for your purposes. The problem is that it’s
too easy to accidentally share something with the
wrong person or open something up to the public.
Having a breach of security is pretty bad, but sharing
sensitive information from one client with the wrong
other client can be just as bad or worse than having it
stolen.

Culture

“To successfully work with
other people, you have to trust
each other. A big part of this is
trusting people to get their work
done wherever they are, without
supervision.”
Sir Richard Branson

Cultural Practices

By going remote, you are implicitly creating a culture
of trust. You are telling your people that you trust
them to get their work done, from anywhere. Those
who are unable to hold themselves accountable will
find themselves quickly exposed at a well-managed
remote culture.
At Kunai, we aren’t interested in pool tables or video
game rooms. We are interested in self-motivated
people who want to finish their work for the day, so
that they can go off and do their own thing.
This is a matter of preference, of course. Your
employees may love the pool table. However, we have
found that remote teams generally prefer that culture
is best kept simple.
Cultural practices we care about at Kunai:
•

Being clear about company values

•

Empowering our employees to prioritize their
personal time

•

Project management rituals

•

Proper use of communication tools

Beyond the above, we have found that good communication tools and practices allow your people
to build their own culture. At Kunai, we have made
sure to provide our team with the communication
tools that can build community. People need to be
able to communicate their personalities and jokes to
each other, as well as share experiences and content
that makes them feel connected to others. Chat
is important for project communication; it is also
important for goofing off together. Part of being
coworkers is looking at each other’s kids pictures and
creating a community of people that truly care about
each other. We use technology to make sure that can
be done in real-time.

Hiring
“Do you want to access talent
everywhere, or just in a specific
market? If the answer is
everywhere, you need to be at
least open to the possibility of
remote work – it opens doors to
attracting and retaining talent
around the world, literally and
figuratively.”
Katie Burke, Hubspot

As we have mentioned multiple times throughout this
e-book, not everyone is cut out for remote work. It
takes a particular kind of person.

and unfriendly to other people in the communication channels.
•

Highly accountable: Find people who can take
responsibility for a task or project... and deliver
repeatedly on their commitments. The only way
to test for this is to track commitments and hold
your team accountable.

•

Connected locally: If the only thing this person
is doing is logging onto their computer and
interacting with your team digitally, they are
going to go crazy. They need to have a support
team that is there for them in-person, as well as
a willingness to add some balance to their lives
that your work is not necessarily going to give
them.

Here is what we look for in employees:

Hiring

•

Natural doers: These are people that have a
propensity to act and oftentimes will complete
the work at hand without even being requested
to do so.

•

Penchant for prioritization: To some people, it
can be unclear which tasks should be completed
first. Since a physical manager won’t be in the
room with them at all times, you want staff that
know what to do first, as well as which ones can
wait until later.

•

Great writers: Since most communication will
occur between your staff in the form of writing,
it’s a huge bonus if you can find someone that
is a great writer. Good writers will know how to
present themselves without coming off as curt

Mental Health

get in the way sometimes, so assume that was
the issue.
•

Assert Yourself as Needed: You are going to
be have to be more assertive in a collaborative
work environment online than in person. You
will want your boss to know you are there and
you are present. At the same time, you will want
to be respectful of other’s times, especially if
it appears they don’t want to chat. Specifying
different Slack channels will help piece apart this
communication so no one is being annoyed, yet
you are still present communicating about your
work.

•

Be Open About What You Need: Since you aren’t
in person with these people, they can’t see if
you’re crying, upset, sad, etc. They have no
idea, so they don’t realize their messages are
bombarding you. With working remotely, you
have to cut to the chase and tell someone if you
need something, or if you need assistance. They
can’t tell otherwise, and it’s not fair to get mad at
them for being unable to assume anything. You
need to fill in the invisible communication gaps
so everyone is on the same page.

Additionally, everyone will need to be aware of
how they are coming off through text online. When
communication is limited to writing, there are a lot of
in-person nuances that are missing, too. Communicating succinctly and effectively without any curtness
is paramount. Here are three more suggestions when
communicating with your team through text:
•

Stay On Top of Assignments: When people are
scattered across the world, it’s important to stay
up to date on what’s going on – especially if
you’re in different time zones. Creating archive
lists or a system where everyone checks in
from where they left off is critical. Slack also
enables you to start threads with one, two, three,
etc. people where you can hash out specific
information someone needs to know before you
sign off.

•

Don’t Immediately Assume Malice: Many of
us have a tendency to automatically assume a
message was supposed to be sassy or rude when
in reality, it wasn’t. Try and think of ignorance
before malice. Chances are, the coworker was not
trying to take aim at you or disrespect you. They
are just trying to do their job, too. Ignorance can

Mental Health

Working remotely can be extremely isolating. It can
be a challenge for the most socially adept people,
motivating oneself without anyone physically
encouraging them in the present. When someone
starts a new job with a remote team, it can feel very
strange. It’s not like anything else they have ever
done before.

About Kunai

We are Kunai, a global team that has been building
software for the fi nancial industry for almost two
decades. We have managed remote offices during that
entire period, helping to strengthen our team as we
source top talent located across the globe. Given our
remote work experience,xw our clients have recently
started asking us to help them with their remote
strategies.
There seems to be a consensus that working remotely
won’t work for something like fi nancial services. We
want you to shed that preconceived notion now as we
provide you with information, tips, tricks, and insight

that will make it easier for you to grow and fortify
your banking or fi ntech operation. As the uncertainty
of coronavirus looms in the air, it’s important to
consider the power of bringing remote work into your
network.

