
Leading a 
distributed team 
out of a war zone
Lessons in resilience 
and adaptability



Howdy 👋 I'm 
Bohdan• VP of Product, Commerce & Sales @ Tumblr

• Co-Founder of KOLO (koloua.com)

• Before: Ring (Amazon), ex-founder

• Find me: bohdankit.com / @bohdan_kit









5AM Wake-Up Call
On February 24, my phone rang with a call that 

signaled Russian invasion of Ukraine. 





From a nightclub to a bomb 
shelter…



From a shower to a 
sleeping mattress to 
stay safe



From a balcony to a 
fireplace to cook food



To a constant news stream of lost lives, dreams, and 
destruction. 



But The World 
Did Not Stop…



The next year, we 
had a whole new 
revenue stream 
generating millions 
in revenue.

Up +78% YoY 
in 2023



How can you accomplish anything when 
everything is falling apart?



We overrate complexity and underrate 
simplicity.



Start building your team's resilience today. 

“The best time to plant a tree was 20 years ago. The second best time is now.” 

Chinese Proverb



How to Build Team 
ResilienceCulture of Ownership 🤝

Artifacts & Tools: Clear individual expectations, project objectives; Measures of 

success and failure. Coaching and provision of autonomy.

Collaboration & Cohesion 🎯
Artifacts & Tools: Synchronous and asynchronous team rituals & activities; 

Collaborative working agreements; In-person meetings and activities.

Public-by-Default Communication 📖 

Artifacts & Tools: Open communication channels; clear documentation of 

products, services, and processes. 



How do you cultivate the culture of 
ownership?



“Clarity of expectations is perhaps the 
most basic of employee needs and is vital 
to performance” - Gallup



Pillars of Clarity and Ownership

Team Direction
Use the 5 Whys to get to the core of 

your team’s purpose. 

Role Expectations
Augment your company's 

broader expectations.

Check-Ins & Support
Ensure accountability through 

feedback and support interventions.



Examples of Artifacts — Team OS



Examples of Artifacts — Docs



How do you facilitate collaboration and 
ensure team cohesion? 



The 3 Qs of Collaboration & 
Cohesion

1 How well do you know your team members?

2 Do you have a set of mutually-agreed upon work principles?

3 Do you celebrate wins and engage in bonding activities?



Tools: Operator's Manual / How We Roll



In-Person Meetups







How do you communicate 
publicly by default?



Principles of public-by-default communication

1 Async long-form > async short-form > synchronous

2 Public > private

3 No documented artifact === lost knowledge



We communicate in a shared workspace, 
accessible by our entire team called P2



But how much is team resilience *worth* if 
leaders do not model it themselves?



Fortify Personal Grit

1 Embrace Vulnerability 

Dare to share. Transform stress into strength by sharing and 

normalizing the emotional hustle.

2 Optimize Decision Stamina

Think sharp, stay smart. Reserve your mental energy for the big plays 

and demystify the rationale behind them to empower others.

3 Champion Self-Care

Recharge to lead. Strategically pause to empower your pace. Craft 

self-care rituals that boost resilience and unleash efficiency.



Embrace vulnerability 
—> Show strength in 
broadcasting your battles





Optimize Decision Stamina 
—> Play to Your Strengths





Champion Self-Care —> 
Recharge Rituals



How do you spend your time? 



My Recharge Regimen
• Regular Exercise + Sleep

• Breathing exercises: Cycling Sighing + Box Breathing 

• Peer Support 

• Executive Coaching

• Mindset shift: "Doing what I can where I can with 

what I've got".



Takeaways
1 Build your team's resilience starting today.

2 Make sure you model resilience yourself.

3 Fortify your grit.

4 Invest in a self-care system.



💡 You can't command the 
outcome, but you surely can take 
care of the inputs. 





Thank You!
Support Ukraine through KOLO!

bohdankit.com / @bohdan_kit


