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Preface 

Outshine began in 2010. What was once an  
“agency for agencies” (a company dedicated to running  
advertising behind the scenes for marketing agencies),  
has since become a consultancy driven by a client need  
for immediacy, scale, and results. 

Today, we’re focused specifically on advertising, marketing  
operations, data, and analytics. With each new team member, 
we’re building something increasingly unique—a place where 
talented people are empowered to learn, grow, and do their  
best work each and every day.

How to Use This Handbook

The purpose of the handbook is to shape your understanding  
of how we think, operate, and succeed as a team. It doesn’t  
discuss things like benefits or how to make an expense claim.  
That type of information, and much more, is in your  
Onboarding board in Trello. 

Instead, this handbook is intended to introduce you to the  
company at a slightly higher level, and to get you excited  
about the team you’re now a part of. We hope you’ll come  
away with a clearer picture of Outshine’s:

 · Core values
 · Mission & goals
 · Approach to work & each other
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Thanks for being here. We’re thrilled you’ve chosen to bring  
your talent, expertise, and fantastic personality to Outshine.

We’re a tight-knit, growing team that is deeply passionate  
about solving real-world challenges for clients in the B2B space. 
Our team members are curious by nature—a trait that defines 
everything we do. 

We work with marketing leaders around the world to grow their 
businesses with more leads, customers, and revenue. Technology 
is what fuels our work. We’re constantly developing new ways 
to use digital advertising, data science, and analytics to help our 
clients make better business decisions surrounding budget  
allocation, marketing mix modeling, hiring, and how to  
realize marketing’s impact on revenue.

Our success is the result of the passion, hard work, and  
commitment from the people you see around you. We  
can’t do any of it without them. 

And this is where you come in. You are now one of “them,” and 
we can’t wait to see what you’ll do, too. 

Welcome to Outshine
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Your First Few Weeks at Outshine

To start, we’re going to ask you to do something that will 
likely be tough. Ready?

For your first few weeks, we want to challenge you to take a 
step back, to stop obsessing over doing something, and to 
start learning. We already know you’re a passionate, driven 
person (that’s why you’re here!), so you don’t need to prove 
that you can do it all right out the gate.

Instead, take some time to get acquainted with our industry. 
There are some basic fundamentals that you’ll need to know 
in order to be successful down the road. 

You’ll want to be familiar with B2B sales cycles, various 
marketing technologies, SaaS lingo and terminologies, and so 
much more. Take time to grab a book from our library and hit 
the couch, check out the Reading channel in Slack, ask your 
colleagues to recommend a couple articles or videos, and 
research the best podcasts out there for B2B marketers.

We want you to start by absorbing as much as you can, so 
please, take a break from focusing on producing, and shift 
that focus to expanding your knowledge of our industry.
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Hierarchy at Outshine is loosely defined. 

Why? 

Well, first and foremost, we believe this helps individual team 
members thrive. We give everyone the authority and autonomy to 
carve out their own position within the company—to create their 
own version of the role as they see it.

We hire the brightest, most innovative, and most talented  
people we can, so it only makes sense that we inherently trust 
them to do what they do best. (We’re here to help with all  
the rest—whether it’s filling in the gaps, establishing process  
or structure, and so on).

Secondly, you’ll soon likely notice that we differ in our approach 
to structure in one very crucial way: we’re all doers. 

From the president to the analyst, we all lead, we all do, and  
we are all accountable to our clients and to each other. Taking 
ownership of everything we as individuals touch is the secret 
sauce to what makes Outshine special.

Company Structure
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Empowering the Team

At Outshine, we believe that the person closest to a client, project, 
or particular problem is often the best person to make a decision 
relating to that client or project. (Of course, having input from 
other team members can sometimes be very helpful, but the point 
is that we don’t automatically escalate problems to the “top” for 
decisions to be made.)

This concept is known as decentralized authority, whereby  
decision-making authority is distributed among the whole team 
to empower every level within the company. The opposite of this 
idea is top-down authority through a chain of command, where 
decisions are made by high-level executives and pushed down 
through the organization for all to follow or implement. 

Other Companies

Top-down authority Distributed decision-making

Outshine
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Day-to-day, you’ll notice employee empowerment in several ways. 
In practice, it looks like managers passing responsibilities and  
accountability to others throughout the organization (i.e., a 
healthy dose of delegation) wherever possible. It’s also reflected in 
how Outshine runs: essential company functions like recruitment, 
marketing, and IT aren’t held exclusive to the partners, and those 
working closely with clients don’t need approval from higher-ups 
for every move—they themselves know what is best for the client 
and are the most likely to make an appropriate decision. 

Career Paths

When it comes to growth and development, we try to steer  
away from a “one size fits all” approach. Instead, we tend to 
focus on two distinct career paths within Outshine:

Management (Team Leads)

Effective people management requires distinct skills that aren’t 
necessarily related to a particular deliverable or service offering. 

These skills include everything related to recruiting, retaining, 
motivating, and supporting team members—including mentoring, 
weekly 1:1s, team building and structure, budget management, 
conflict resolution, and so on. 

These skills are highly valuable because they support the health 
and productivity of teams in the office. These people are typically 
focused on how others achieve success; they focus on people the 
most.
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Individual Contributors

It’s no secret that at Outshine, we value doing—people who  
have mastered their craft and become subject matter experts  
within a particular domain (say, Google Ads, for example).  
 
These people (Individual Contributors, or, ICs) become the  
go-tos within the organization for questions, issues, and  
knowledge related to their domain. They move up the ranks  
while training others, building processes, keeping on top of 
changes, and disseminating knowledge within the company.  
ICs are focused mostly on their own development as experts,  
as well as building a related practice within the company.  
They focus more on projects, and less on people.

Having both tracks is our way of saying that one isn’t better  
or more valuable than the other, and that we need both in  
order to succeed. Both tracks provide growth, development,  
and opportunities to advance at Outshine. 

You can read more about these career paths in this article  
by Rand Fishkin on SparkToro.com: 
 
sparktoro.com/blog/if-management-is-the-only-way-up-were-all-fd
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Our values are our guiding principles—they drive the decisions 
made within the company. The values below are a distillation  
of the firm’s cumulative decades of experience in professional  
services. They are principles that we believe keep us on the 
straight and narrow—as long as we come back to these  
values, we feel confident in knowing we’ll make the  
best decisions for the company, and for each other. 

At Outshine, we:

Provide value to each of our clients. We do this through:

·  Understanding what our clients value, and how to deliver it.

·  Focusing on both the real & perceived value of our offerings  
   (i.e., moving the needle isn’t enough if our client doesn’t  
   understand, value, or perceive the changes we’re making). 

·  Committing ourselves to unparalleled customer service—we 
   go the extra mile to support our customers.

Build trust—internally & externally.

With clients and with each other, we believe in  
transparency at all costs.
 
·  Internally, operations, the health of the company, hiring plans,  
   and so on are openly discussed with the entire team. We want  
   every teammate to have a stake in what’s happening here, and  
   to do that, they need visibility into what’s going on. 

·  Externally, we put a premium on having the difficult  
   conversations first. We believe in being upfront and honest,  
   even when it’s easier not to be. We believe in speaking up  
   and in pushing back when we can make a difference for  
   our customers.

Guiding Principles
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Take action.

We’re all doers. Each team member at Outshine takes ownership 
over their work. This is best done by:

·  Moving things forward: We believe in iteration rather than  
   perfection. We embrace problems, shape a possible solution,  
   and put it forward for discussion. 
·  Believing that no job is below anyone: Good marketing rests  
   on routine maintenance, and if you work here, you need to  
   take care of the groundwork.

Master our craft.

It’s no secret that we seek to be the best at what we do. 
This happens by:

·  Being curious by nature: We embrace novel challenges not  
   because our clients and teammates ask us to, but because we  
   simply can’t help ourselves but to dive in, explore, and solve.
·  Having pride and ownership in outputs—we steer clear  
   of “good enough” whenever possible.
·  Being lifelong learners: We support each other in learning to  
   grow, and embracing change.
·  Being T-Shaped: The ability to be both a generalist (skilled at  
   a broad set of valuable things), and also experts (among the  
   best in our field within a narrow discipline). 

Invest in our team.

Our people are our greatest asset, and we don’t make any 
mistake about that. We invest in our team just as they invest in us, 
because the truth is, talented people can work anywhere. 

We do our best to provide:

·  Opportunities for interesting, engaging, and challenging work.
·  A work environment that people actually want to  
   come to every day.
·  The tools and opportunities for each of us to be our best  
   selves, including professional development & training,  
   book budgets, schedule flexibility, mental health days,  
   travel opportunities, and more.
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To understand the Outshine worldview, it helps to be  
aware of the influences that helped shape it. 

Since 2010 there have been a number of key influencers to  
impact our company culture, approach to work, values, and more. 
As you familiarize yourself with who we are, we highly  
recommend you check out the following people and books.  
(And don’t be shy—peruse the office library anytime!)

Books 

Rework by David Heinemeier Hansson & Jason Fried:  
Simplicity is best. This book challenges conventional wisdom  
and suggests alternative approaches for running a business. 

Powerful by Patty McCord:  
Creating a culture of freedom and responsibility means  
challenging norms. This book shares the secrets of how  
Netflix established an unmatched team of high-performers. 

Principles: Life & Work by Ray Dalio:  
The book shares unconventional principles for creating unique 
results in both life and business that propel you further. 

Small Giants by Bo Burlingham:  
Being great doesn’t mean being big. This book illustrates how 
companies can choose to be small but still have a massive impact. 

People

Susan Wojcicki
Tim Ferriss 
Mary Meeker
David Ogilvy 

Avinash Kaushik
Sheryl Sandberg
Seth Godin

What Influenced Us
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Ownership & Accountability

Accountability and ownership are part of everything we do. 
We’re a team, and the responsibility of keeping Outshine  
running smoothly lies with everyone. 

From ordering coffee for the office, to general clean-ups, buying 
office supplies, and so on, you’ll notice your colleagues simply 
doing what needs to be done. We’re accountable to each other  
to have the best working environment as possible—every one of 
us has an equal responsibility here.

As such, if you see something we’re missing, create it. If you have 
ideas, questions, or concerns about things you see happening (or 
not happening), please, don’t keep them to yourself. You are here 
to make Outshine a better company, to make it a better place to 
work, and to challenge the status quo.

None of these things will happen if you don’t speak up,  
share your ideas, vision, and passions. And it’s all of our jobs  
to support you in doing so. If you don’t feel supported, or like  
you don’t have true ownership over your projects and the  
company, then we’re doing something wrong (and you  
should tell us immediately!).

We want your thoughts, ideas, and passions wherever they lie. 
You’re not confined to any role or model—simply work on and 
contribute to the things that excite you the most. That’s what you 
owe to your team, and what your team owes to you.

How We Work
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Work/Life

We know that “work” and “life” aren’t two separate things, and 
that some kind of perfect split between the two doesn’t really exist. 

Sometimes you’ll be at the dentist midday, and sometimes you’ll 
be responding to emails in the evening. Sometimes you’ll burn the 
midnight oil in order to ship a big report, and sometimes you’ll 
take advantage of a sunny afternoon to hit the lake for a swim. 
Sometimes you’ll want to work offsite to focus, or to accommodate 
commitments in your personal life. All of this is OK.

At Outshine, we believe in work-life choice. What that ratio  
looks like is up to you, as long as you’re getting your work done, 
living our values, and making time for the team, be it for support 
or socializing. We offer ample opportunity for you to excel as far 
as you’d like in your career, from interesting projects to lead  
or contribute to, to training and professional development  
opportunities, and more.

Working hours vary across the team—depending on a person’s 
role or projects—but tend to accommodate client availability as 
best as possible. Some team members prefer to start their days 
around 8am, while others begin around 10am. We’re open to 
schedules that strike a balance between what you need and  
what our clients need. 

Why Halifax?

We have chosen Halifax as our center of gravity. While we  
believe distributed teams can be extremely effective, the benefits 
of having a team of passionate professionals in a communal  
location justifies the investment we continually make in our  
environment—from the culture we’re proud to cultivate, to  
the office space we’re happy to provide.

The same technologies that empower distributed teams empower 
us to work with a global clientele while enjoying the quality of life 
Halifax has to offer.



20

How Am I Doing?

Feedback is an essential part of personal growth and job  
satisfaction. No one should ever be in the dark when it  
comes to what’s going well, and what perhaps isn’t. 

We use a formalized system for providing  
feedback on performance.

Feedback & Reviews
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From your manager:

Weekly 1-on-1s:  
Dedicated time each week to discuss anything you’d like,  
from performance, to questions you have or challenges you’re  
facing, time to bounce ideas around, and so on. Your senior 
report will also share feedback on your performance during  
these weekly chats—ensuring there are no surprises during  
quarterly or annual reviews.

Quarterly reviews:  
A chance for you and your senior report to reflect on  
how things are going, and to discuss feedback and goals  
for the quarter ahead.

Annual reviews:  
A year-in-review where anything & everything is on the table. 
From goals and professional development, to compensation  
and role changes, this yearly meeting provides a chance to  
reflect on the bigger picture and plan for the future.

 
From your colleagues:

Ongoing feedback:  
We all need feedback about our performance in order to  
improve and to know we’re not failing. Outside our formalized 
reviews, the expectation is that we all pull feedback from those 
around us whenever we need to. Share your feedback regularly, 
positive or not, directly with your colleagues in a respectful way. 
This includes upward feedback, too. Your senior report also  
needs feedback, and we want every team member to feel  
comfortable sharing that feedback.
 
360 reviews:  
These are about getting feedback from the team on one  
another’s strengths, abilities, and opportunities for improvement. 
They’re intended to provide a well-rounded view of performance 
at the company, instead of only being based on the  
experiences of your senior report.
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Goal Setting 

Setting and working toward goals is important to us. The reality 
of our work days is that you won’t have a problem spending 80% 
of your time on the daily whirlwind of work—delivering projects, 
responding to emails, entering timesheets. This is to be expected.

But what truly moves the needle is what you do in that other 
20% of time (and how you intentionally carve out that 20% for 
yourself). If you don’t plan for it, it’s all too easy for that crucial 
professional development time to be swallowed up by the day-to-
day, taking with it some important opportunities for learning. 

At Outshine, we use Objectives & Key Results (OKRs) on a  
quarterly basis to make that 20% truly impactful. It’s a goal  
setting and tracking framework that we’ve adopted from Google 
that “seeks to ensure employees work together, focusing their 
efforts to make measurable contributions.” 

You’ll learn more about this process soon, but for now, get  
a head start by checking out re:Work’s Guide to Setting  
Goals with OKRs.  
 
rework.withgoogle.com/guides/set-goals-with-okrs

What Now?

As Outshine grows, changes, and shifts, so too will this hand-
book. If you find yourself in a situation that you feel doesn’t align 
with the values and approaches outlined here, let your team 
know. It may be the welcome return to our values we need, or it 
may be time to reflect on what’s changed, and update our hand-
book. 

Again, welcome to Outshine. We’re so glad you’re here.
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