
Article Summary:

This article explores the principles of
building inclusive, high-performing
teams, shaped by the author's
experiences working at Google and the
insights from Laszlo Bock's Work Rules!.
It highlights five key elements
(psychological safety, dependability,
structure and clarity, meaning, and
impact) that are crucial for team success,
particularly in virtual environments. The
author emphasizes the importance of
creating a culture of trust, empathy, and
purpose, while also navigating the
challenges posed by AI and shifting
societal dynamics. By aligning individual
aspirations with collective goals and
leveraging technology strategically, work
becomes more meaningful, allowing
employees to find greater purpose and
fulfillment in their roles. Leaders who
foster environments where individuals
feel valued, empowered, and inspired are
better positioned to drive innovation and
achieve lasting success.

By building teams grounded in the
principles of psychological safety,
dependability, structure and clarity,
meaning, and impact, we can unlock
the full potential of our workforce,
drive innovation, and create a more
fulfilling and equitable work
experience for all.
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My journey with building inclusive, high-
performing teams began nearly a decade
ago when I joined Google in 2015, during
Laszlo Bock's tenure as Senior Vice
President of People Operations. His book
Work Rules! and particularly his insights on
team dynamics profoundly shaped my
leadership philosophy. In my time at
Google, I've had the privilege of leading and
contributing to high-performing teams,
working alongside exceptional leaders and
incredible talent. These experiences have
provided invaluable lessons on cultivating
effective teams, informed by my
understanding of belonging gained
through my engagement across multiple
parts of Google's wide-ranging and thriving
employee communities.

As I approach nearly a decade at Google, I'm
revisiting the five keys to successful teams
that Laszlo Bock outlines in Work Rules! —
psychological safety, dependability,
structure and clarity, meaning, and impact
— and examining them through the lens of
my own personal experience at Google. I'll
explore how these keys have stood the test
of time, how they function in virtual
settings, and why they are even more
crucial in today's world shaped by AI and
contemporary dynamics.

They hesitate to express themselves freely
when fear of retribution, misinterpretation,
or even job loss looms large. 

Establishing psychological safety requires
deliberate, consistent effort. Leaders can
begin by collectively agreeing upon the
norms that will govern the team, creating a
shared understanding of acceptable
behaviors. Encourage a culture of
addressing concerns directly with
individuals or small groups. This involves
bringing attention to words or behavior
that deviate from agreed-upon norms.
Reinforce these norms when you see them
in action, and quickly and directly address
any breaches. 

As an organizational leader, you
accumulate political and social capital over
time. Spend that capital on your people.
Provide them with "cloud cover" —
protection, backup, resources, support, and
sustained visibility. This means advocating
for them, ensuring they have the tools they
need, and championing their contributions
within the organization.

Psychological safety remains the
cornerstone of high-performing teams,
fostering an environment where
individuals feel comfortable taking
risks without the fear of failure.
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PSYCHOLOGICAL SAFETY: THE
FOUNDATION OF INNOVATION 

Psychological safety remains the
cornerstone of high-performing teams,
fostering an environment where individuals
feel comfortable taking risks without the
fear of failure or ridicule. Innovation thrives
on risk-taking, and in today's uncertain
labor market, combined with the
multifaceted challenges of the workplace
and the external environment, employees
are often rightfully risk-averse. 

https://www.amazon.com/Work-Rules-Insights-Inside-Transform/dp/1455554790


STRUCTURE, CLARITY, AND
DEPENDABILITY: NAVIGATING THE
VIRTUAL LANDSCAPE 

In today's remote, distributed, and hybrid
work reality, structure and clarity are non-
negotiable. While some fixate on 'where'
work happens, my experience managing
teams across multiple markets
underscores that 'how' is the true
determinant of success. 

Autonomy, built on trust, is vital. Yet,
autonomy without direction breeds chaos.
Effective leaders provide a 'north star': a
compelling vision grounded in purpose,
with clear goals, strategies, and outcomes.
They ensure everyone understands their
roles, decision-making boundaries,
collaboration expectations, risk
assessment, and how to seek support. 

Once these frameworks are established,
micromanagement is counterproductive.
Leaders should marshal resources, clear
obstacles, and provide encouragement. 

They must also model dependability. In
virtual settings, where interactions are
brief, every moment counts. Team
members should trust that commitments
are honored, problem-solving support is
available, feedback is timely, and their
contributions are valued. 

My own journey, remote since 2019, has
solidified these principles. If you expect
consistency, you must embody it. By
prioritizing clarity, trust, and support, you
cultivate a culture that embodies the
wisdom of a former manager: 'hard on
problems, soft on people.'

In virtual settings, where
interactions are brief, every
moment counts. Team
members should trust that
commitments are honored,
problem-solving support is
available, feedback is timely,
and contributions are valued. 
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MEANING AND IMPACT: ALIGNING
INDIVIDUAL AND COLLECTIVE
PURPOSE 

My career has been a fortunate alignment
of purpose and profession. From teaching
in West Baltimore, where I witnessed the
power of education firsthand, to leading
Google’s internship program, and now,
expanding AI education access across the
country, my passion for creating
opportunities for all has been a constant.
Yet, I recognize this isn’t the universal
experience. 

Many individuals view their work as a
means to an end, a pragmatic step to
support families, pursue passions, or
further their education. Secure leaders
embrace this reality. They understand that
a job as a means to an end doesn’t equate
to a lack of dedication or diminished
output. The meaning found in work may
not reside solely within the role itself, but in
the life it enables. 

For many, work is the engine that fuels
their passions outside the office —
supporting beloved causes, nurturing
families, or building towards future
dreams. Leaders who cultivate empathy
and delve into these 'whys' forge a deeper
connection, aligning individual aspirations
with the collective mission. 

The emergence of AI has understandably
sparked anxieties about job displacement
and the diminishing role of human
contribution. It’s vital to address these fears
with empathy. However, history
demonstrates that technology
predominantly replaces tasks, not entire
roles. By strategically leveraging AI for
automation, we can alleviate the burden of
mundane tasks, freeing our teams to focus
on their unique strengths and passions.
This shift can reignite a sense of purpose
and significantly enhance team efficiency
and output. In essence, by fostering an
environment that respects diverse
motivations and leverages AI strategically,
we can cultivate a workplace where
individual fulfillment and collective success
are not mutually exclusive, but rather,
reinforcing elements.

By strategically leveraging AI for automation, we can alleviate the
burden of mundane tasks, freeing our teams to focus on their unique
strengths and passions. This shift can reignite a sense of purpose and
significantly enhance team efficiency and output. 
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We must embrace technological
advancements like AI, not fear
them, and leverage them to
enhance human capabilities
that create new opportunities
for growth and development.

Kyle is a dedicated
program leader with   
a talent for identifying,
cultivating, and
developing individuals. 
As a Senior Program Manager at
Google.org, he leads initiatives focused
on building a robust pipeline of future
technologists. Beyond his primary role,
Kyle has been instrumental in leading
and contributing to a multitude of
initiatives fostering connection and
belonging within Google's employee
communities and the wider external
community. Kyle also serves as an
adjunct faculty member at Villanova
University, sharing his expertise with
future HRD leaders. His commitment
to fostering growth and positive
environments has earned him
recognition as a leader and innovator in
his field.
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MEET THE AUTHOR

EMBRACING THE FUTURE OF
WORK 

As we navigate the future of work, shaped
by AI and evolving trends, these principles
— psychological safety, dependability,
structure and clarity, meaning, and impact
— are our compass. They guide us towards
creating inclusive, high-performing teams
that achieve extraordinary results and
foster a positive, lasting impact on the
individuals involved. This is the legacy I
strive to build: a future where every team
member feels valued, empowered, and
inspired to contribute their best. 

This future requires us to be intentional
and adaptable. We must embrace
technological advancements like AI, not
fear them, and leverage them to enhance
human capabilities that create new
opportunities for growth and
development. We must also consider the
changing world around us, ensuring that
our workplaces foster an environment
where everyone feels secure, valued, and
supported. 

The journey towards this future is not
without its challenges, but the potential
rewards are immense. By building teams
grounded in these principles, we can
unlock the full potential of our workforce,
drive innovation, and create a more
fulfilling and equitable work experience for
all.
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