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Introduction
In the wake of Covid-19, organizations are in a position to
critically assess large scale remote working to shape working
models in the future. While many organizations were
proactively digitalizing their processes and ways of working in
advance of Covid-19, pandemic restrictions forced many to
expedite the pace of transformation across their working
models and processes.
This transformation during the pandemic prompted a switch
to remote-working models in unplanned, volatile conditions.
Business leaders and employees agree that the online ways
of working following the pandemic are here to stay. As
organizations adjusted to remote working models, some
processes have become more efficient online, increasing the
implementation of digital tools.
Conversely, there have been various shortcomings resulting
from reducing or completely removing on-site presence, as
many transitions to new ways of working were implemented
with little planning. Higher reports of burnout, turnover and
leadership constraints have been experienced amid the rapid
transition to remote working, which will be discussed in this
paper.

At the turning point for traditional working models, we explore
proactive solutions for organizations to capitalize on
transitioning to hybrid or remote work.
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How did we get here?
The Covid-19 pandemic in 2020 forced organizations to rapidly transition from
traditional to remote ways of working.

'It was far less of a
singular change than a
change
on
multiple
different levels.'
Senior Principal
at Infosys Consulting,
Switzerland.

The pandemic has shaken up the traditional nine-to-five
office work scheme, catapulting employees around the
globe into a fully virtual/remote working model for an
indefinite period. In the United States, the percentage of
employees working from home went from around 25% to
62% during the first months of the Covid-19 lockdown
(McKinsey & Company, 2020). In Europe, a similar trend
outlined that the percentage of remote-working employees
more than doubled for the period from 2019 to 2020
(Eurostat, 2021).
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There is no going back
The pandemic marked a permanent turning point for traditional ways of working, as
investing in digitalization has become a priority for organizations.

Over the last decade, remote working and
flexible models have been steadily
increasing, following rapid technology
advancements.
In contrast, the transition to remote
working was a sudden and reactive
response to the threat of the pandemic.
For this reason, the transition was largely
volatile, reflecting the rapidly changing
and unpredictable nature of the underlying
event (Hale, et al., 2021). Additionally, the
scale of transformation to remote work
during the pandemic was unparalleled. In
most cases, transformation affected all
levels of the organization, requiring
alignment of all sectors to effectively
transition to remote working.
From day one, technology has been the
heart of the response, as employees set
up their office equipment in their homes to
connect with colleagues virtually. A
powerful illustration of this switch is the
global number of Microsoft Teams
meetings hosted during Covid-19, growing
2.5 times it’s pre-pandemic figure
(Microsoft, 2021).
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Although hybrid ways of working were
introduced in many organizations' prepandemic, Covid-19 expedited the
timeline to reform working models
(McKinsey & Company, 2021).

'There
was already
a
20year
conversation
going
on
about remote ways of working, it
didn't have to be invented, it was
just a matter of pulling together
what
certain
people
were
advocating for at least 20 years and
start doing it.’
Principal at Infosys Consulting
United Kingdom.
The pandemic has pushed the trend of
remote working. Subsequently, many
organizations adopted remote/virtual
working as the ‘new normal’ have
become embedded in people’s daily
lives. In fact, most companies may have
no choice but to embrace the new
changes if they want to remain
competitive in today’s hiring market.
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Flexible working-models
Organizations that advocate flexible working models are more likely to attract and
retain employees.
Globally, employees report spending less time commuting, while performing more efficiently
when working remotely. These reports were illustrated in a survey conducted in 2020 by the
Boston Consulting Group among 12,000 employees. It demonstrated that staff can unlock
higher productivity when working remotely, especially on individual and managerial tasks
(Boston Consulting Group, 2020).
As pandemic restrictions have been continuously extended, people have become
entrenched in ‘the new normal’, making it nearly impossible to consider a shift back to prepandemic working models. In fact, going back to the traditional office could negatively affect
the employer’s attractiveness, as studies have reported that employees would strongly prefer
working in a hybrid or a fully remote environment (Boston Consulting Group, 2021).
Employees prefer extensive flexibility, they advocate for more remote working options while
also requesting opportunities to meet their team in person (Microsoft, 2021). This shift in
expectations represents more than a temporary trend, affecting people indiscriminate of their
age or generation (Harvard Business Review, 2019). Companies already are adapting to the
new expectations of employees and the hiring landscape around the world.

Different reactions to the idea of never returning to the office

Boston Consulting Group, 2021
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War for talent
Flexible working models expand organization’s pool of talent and increase global
hiring opportunities.
With the advancement in digital technologies, new jobs have emerged that did not exist two
decades ago. In fact, BCG reported that three of the top ten highest paying jobs are related
to digital technologies (Boston Consulting Group, 2016). This shift in demand has created a
war for talent among organizations as they compete to fill these new positions and retain top
performers. Admittedly digitalization has granted organizations access to engage with talent
worldwide, with greater proportion of employees working remotely. However, it has also
enabled employees to extend their employer search beyond geographic boundaries, a
phenomenon which further contributes to the war for talent.

Boston Consulting Group, 2016
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Reshaping demographics
The growth in hiring opportunities and the aftermath of working from home during
Covid-19 resulted in a more diverse workforce.
The rise of remote work throughout the
pandemic has given employees more
autonomy to redefine their relationship
with their organization.
Many have resigned from their current job
since the onset of the pandemic, in a
phenomenon known as ‘The Great
Resignation’.
This
has
forced
organizations to reconsider their working
model to be more attractive in the war for
talent.

A survey by Microsoft in 2021 highlighted
that 41% of the global workforce was
likely to leave their current company in the
near future, while 46% were considering a
career transition (Microsoft, 2021).

Five emerging models:
The reduction of pandemic measures and
the gradual return to ‘normal’ have
pressured managers to think about their
working policies. Organizations have
varied in approaches to returning on-site.
On one hand, companies such as Tesla
are re-introducing the pre-pandemic
office-based way of working.
Others have maintained remote working
or adopted hybrid models. For example,
LinkedIn and HubSpot have announced
that their employees will be allowed to
work full-time remotely, while others like
Apple expect employees to attend the
office a few times a week.

Senior Consultant
at
Infosys
Consulting, United Kingdom.

Remote or hybrid, no 'one-size-fits-all’
approach exists for organizations to
shape their future working models. There
are many factors which influence the
suitability of each model. Organizations
should consider these factors, which we
will examine these in detail in the next
section.
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'The
dynamics
are
completely
different. There is more of a trickling
down of responsibility and authority
than there was before.'

Five emerging models
Organizations can benefit from the emerging ways of working by adopting a model
that best suits their working requirements.

In June 2021, Harvard Business Review published a list of five emerging ways of working
which could lead the workplace after the pandemic (Harvard Business Review, 2021). Below
these five models are discussed.

Three hybrid w ays of w orking

As it w as
9-5 routine in the
of f ice

In office

Clubhouse

Activity-based

Hub and spoke

Focused work from
home.
Collabrative work
on-site

In of f ice, but no fixed
desk. Staff rotate
workspace f or different
work

No central office, staff
work f rom small offices
closer to where they
liv e

Level of physical presence

Fully virtual
Staf f work remotely

Remote

Each of the models has advantages and challenges. For example, the ‘fully virtual' model is
positive for employees in terms of ‘work location flexibility’. It indicates positive results for
companies to save on facility cost, such as rent and infrastructure. However, this model
poses challenges to other factors of work, for example, monitoring team members’ efforts
and the networking opportunities for employees.

Working Model compliments this work factor:
relatively less than the other models
moderately well
relatively better than the other models
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Reimagining the workplace
Organizations can successfully reinvent their ways of working by considering change
management during the implementation of the new model.
The five models from the previous section represent just one way to classify working models.
However, there are many different proposals both in theory and in practice. BCG, for
example, created an alternative classification, focusing on the percentage of time employees
spent on-site or virtually (BCG, 2020). Ultimately, the outcomes of most classifications can
be split into on-site, hybrid and remote/virtual ways of working.

Boston Consulting Group, 2020
By virtue of Covid-19, organizations face a unique opportunity to adopt new working
strategies to re-invent their preferred model. This transition can help businesses reduce
infrastructure costs, improve employer attractiveness, and increase effectiveness of their
operations.
In addition to selecting a working model which is suited to the organization, it is equally
important to make sure that this model is implemented effectively with appropriate change
management. For example, in the early 90s, the advertising agency Chiat failed to
implement the ‘activity-based’ working model. Despite the vision of unleashing knowledge
workers’ potential in an activity-based environment, transition did not strike the right balance
between public and private space. As a result, the employees were increasingly dissatisfied,
and in less than 2 years the initiative collapsed (Altman, 2017).
The outcome of this project highlights the pivotal role of effective change management to
implement and maintain working models. In the context of Covid-19, organizations should
continue to draw on change-management expertise while reinventing new working models.
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One decision, many challenges
Certain activities are less productive when performed in a remote environment, but
the advancement of digital tools has reduced the associated challenges.
Depending on their chosen working model, organizations should anticipate barriers. They
will need to be addressed to achieve successful transformation.
These barriers stem from the fact that specific activities are significantly less efficient when
done in a virtual way. A study run by McKinsey Global Institute in 2020 analyzed over 2000
tasks and their performance when executed remotely (McKinsey Global Institute, 2020).
Below, we characterize the activities that are better performed in person according to this
study:

Employee Development

People Experience

Solution-focus

Training

Client relationship

Negotiation

Feedback

Employee inclusion

Critical decision

Coaching

Personalized onboarding

Problem solving

Fortunately, there are existing solutions
that increase the effectiveness of these
activities in remote settings. For example,
it has been historically challenging to
conduct collaborative tasks remotely,
such as workshops and team brainstorms.
Digital tools like Mural, are starting to
overcome these challenges in remote
contexts. In turn, this will lower the
barriers in adopting a new working
model.
Aside from digital tools, leaders should actively consider how to effectively collaborate with
their teams. Particular attention should be given to reduce employees’ participation in
unnecessary meetings since it adds to their perceived increase in workload and reduces
productivity (Microsoft, 2021).
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Redefining remote projects
Achieving success in remote projects requires project managers to reinvigorate new
responsibilities in addition to traditional ways of working.

Back in 2016 the Project Management
Institute conducted a study among project
managers. The study found that close to
half of them were facing the following
difficulties in remote contexts (PMI, 2016):
• Building trust (55%)
• Working across time zones (56%)

• Monitoring the work done (47%)
These three difficulties uncover a new
dimension in the project manager’s role. It
requires a shift from primarily focusing on
supervision and planning to creating an
engaged and well-informed project team.
For example, project managers can build
more trust by establishing regular one-onones
with
their
team
members.
Additionally, managers can use polls to
generate team feedback during virtual
calls.

The Project Management Institute found
that poor virtual meetings can negatively
influence productivity. Running effective
online meetings has become paramount
since the outbreak of Covid-19, with the
number of Microsoft Teams meetings
increasing 2.5 times it’s pre-pandemic
figure (Microsoft, 2021). Yet, it remains a
challenge for managers to successfully
implement virtual meeting policies.
For example, terms such as 'Death by
Zoom' or 'Zoom fatigue' have emerged.
Moreover, National Geographic claimed
that online meetings exhaust the human
brain and psyche in a way that reduces
our capability for collaboration (National
Geographic, 2020).

'You have even less visibility and
control over what people are actually
doing remotely, therefore, trust in
terms of what it previously meant for
an organization is less profound.’
Senior Consultant
at
Infosys
Consulting, United Kingdom.
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Remote work evaluation
Organizations should diverge from a one-size-fits-all approach and use performance
evaluation metrics that caters for their specific working model.

Matching the performance assessment to
the company’s working model is
particularly important for organizations
whose employees are situated globally or
have home commitments.

It is more difficult to evaluate employee
performance in remote and hybrid working
models compared to traditional ones.
Therefore, organizations should match
their performance assessment processes
to the company’s working model. Failure
to do so, would result in high-performing
individuals
not
always
receiving
appropriate recognition.

For example, McKinsey (2020) has found
that on-site employees receive higher
recognition and visibility for their
contributions than their off-site, remote
working cohorts.

'Companies need to re-assess how
teams work together, and switch the
managers’ focus from the process to
the outputs.'

Indeed, more and more companies are
faced with this situation. Two contributing
factors to this are the war for talent and
the shift in employee preferences. The
former leads to hiring new talent
indiscriminate of their location and
disperses the workforce. The second
factor is simply a choice by the employee
to work remotely in order to balance work
and life tasks.
In practice, many companies have already
changed their perfomance evaluation
approach. CEOs of companies across
industries report shifting the focus of
evaluation from inputs to outputs. In
traditional
on-site
work,
observed
behaviours such as time spent on the
desk, in-person visibility and networks
during coffee breaks have played a more
significant role in employee recognition.

Consultant at Infosys Consulting,
Germany.

Conversely, in hybrid/remote contexts, it is
challenging to see how much time or effort
an employee spends on a task. This
prompts a change in evaluation metics to
become more focused on outputs and on
one’s impact on the team’s success.
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Conclusion

Covid 19 forced companies worldwide to
adopt remote or hybrid working models.
This event also reshaped employee
preferences and exacerbated the war for
talent. Now that the shift back to normal is
happening, companies have a unique
opportunity to capitalize on the learnings
from the last two years by adopting a
working model which best suits these
changes.
This choice is not simply between explicit
on-site and remote working. It should also
consider hybrid working models which
may represent a better fit for the
organization.
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Successful transformation includes:
• Choice of the working model based
on the organization’s core activities.
• Project management focused on
building trust and reducing time spent in
virtual meetings.
• Consistent performance evaluation
between employees working on-site,
remote and hybrid.

A transition to a new working model
includes many challenges and decisions,
but it can be the key to success for
organizations in the post pandemic age.
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