Zooming in
on the future of work
Distributed work, displaced teams,
dispersed workplaces

2020 has brought about a profound
evolution in the way we live and work. No
one could have imagined the changes
organisations have had to make since the
beginning of the year. And the main
question now is, what changes will we keep?
With the majority of executives now working
from home and no immediate end in sight to
the pandemic, future organisational design is
top of mind for leaders.
Social acceptance of the sophisticated
digital platforms that have enabled this shift
to remote working means it is likely globally
mobile and distributed teams will become
the norm. Over time, this change will
fundamentally redeﬁne the concept of the
workplace. Forward-thinking organisations
will explore unique, ﬂexible arrangements
with both existing employees and potential
new hires. With a mandate to be available
24/7, sustain or improve productivity levels,
and optimise cost structures, employees and
employers will adjust to a more ﬂuid
workplace.
For many, the traditional ofﬁce will become
a thing of the past.

“ Distributed teams
and a dispersed
workplace could
create more equitable
opportunities for
talent.”

Re-thinking
global
mobility
In the past, mobility helped organisations
access the world’s best talent by relocating
individuals across multiple locations,
creating a truly global workforce. This
increased diversity and made many
multinational ofﬁces a melting pot of
innovation.
However, physically moving employees has
some downsides – including cost and tax
implications, integration issues, family
commitments and signiﬁcant travel
requirements. Some people found it more
difﬁcult to move unless their spouses ﬁnd
equally attractive employment
opportunities, and this restricted the
potential talent pool while also leading to
potential compromises.
The concept of distributed teams and a
dispersed workplace could create more
equitable opportunities for talent. By
reducing the impact of location constraints,
the focus would shift to who can deliver this
best, in a cost-effective manner.
While this sounds simple in theory, putting it
into practice by changing the work delivery
model is a completely different matter.
There are signiﬁcant implications for leaders,
structure, processes, regulations, response
time and many other factors.
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OHRO: a new
workplace model
This new world of work may be
underpinned by four different role
archetypes over the next decade.
Successful organisations will need to
be able to position different roles and
employees into at least one of these
options.

We call this the OHRO model:
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Each archetype has speciﬁc
characteristics and requirements from
an operating model perspective.
Consider the following six questions

to determine how best to align a role,
or in some cases an employee, to a
type of work:
1. Will the function or job add value if
performed remotely?
2. Is the job required by the local law
or internal rules to work at a
speciﬁc place?
3. Is the job designed to deal with a
physical asset or machine, interact
face-to-face, or work in a speciﬁc
area?
4. Is the job required to work under
high compliance requirements, or
related to the security and safety of
the organisation?
5. Is the technology able to cope with
the complexity level of the job?
6. Does the employee have the right
infrastructure support to work
remotely, such as reliable
broadband connectivity and
physical space?
The way you categorise each job will
have implications for leadership,
managing performance, rewards, and
talent acquisition – as well as
organisational structure and
governance.
We recommend carefully planning the
OHRO model in line with three core
aspects:
• talent acquisition
• talent management and
• talent engagement.
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Acquisition
beyond
boundaries
Talent availability and mobility has traditionally
been both driven and constrained by their desire
to move or re-locate to new places. But with a
growing sense of nationalism putting the ‘expat
hiring’ model under pressure, organisations now
need to think differently about how different types
of work can be achieved from different locations.

“Decision makers
could sit in diﬀerent
geographies, but they
need to be supported
by a local working
group focused on the
unique aspects of the
local market.”

We believe hiring may become a more localised
decision. For example, a typical hub-and-spoke
organisation design arranges service delivery
assets into a network consisting of an anchor
(hub) complemented by secondary establishments
(spokes). In the new model, the hub may become
more disintegrated because those core
decision-makers could be anywhere in the world.
In this way, the availability of talent expands, with
a better and broader pool of individuals who
would have previously experienced personal or
practical geographic constraints. It’s also a
potential opportunity to minimise costs.
This model is quite different to a typical
outsourcing model: decision-makers are also
distributed, with success depending upon the
ability of organisations to work virtually. Leaders
and decision makers could effectively sit in
different geographies, but they need to be
supported by a local working group focused on
the unique aspects of the local market including
regulators and customers.
With working from home now part of the status
quo, all this requires a talent acquisition setup that
can scan the wider market to source the right
talent – rather than scanning a speciﬁc geographic
market and more limited capability set.
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Fluid management
networks
Managing such diverse and dispersed talent will be the
most difﬁcult task in making this new model work.
Leaders will need to be able to drive engagement and
motivation across more complex cultural nuances, with
teams based in different locations and less physical
visibility. If your organisation has a very strong sense of
hierarchy and vertical ﬂow (‘command and control’), you
may need to change your entire operating model in a
post-COVID world.
Fluid structures require an ability to operate in a
networked setup, and this impacts the span of control.
Spans will increase but layers will reduce, signiﬁcantly
opening up direct access between leaders and
employees previously two to three levels lower.
Reduced hierarchy creates opportunities for leaders to
directly inﬂuence more employees and engage on a
more frequent basis. But middle-level managers,
previously responsible for cascading organisational
objectives and coordinating communication with
delivery resources, could become redundant. This puts
pressure on individuals to re-skill – perhaps to become
more proﬁcient in technical skills rather than relying so
heavily on team management.
We also expect to see an increased focus on the
horizontal and diagonal growth and mobility of talent,
rather than vertical growth for employees. In a
post-pandemic world where work will be distributed and
teams dispersed, vertical growth will neither be available
nor visible.
Instead, professional growth at entry- and mid-levels will
be achieved by gaining experiences as part of different
remote teams, rather than focusing on one speciﬁc work
area in a siloed set-up.
Organisations that manage talent by combining
employee learning, capability development and project
opportunities – rather than relying on functional
mandates and hierarchy – will not only be able to
manage talent more effectively but ﬁnd it easier to
attract and engage talent over time.
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Accelerating the
engagement shift
to purpose
In the before time, managing the unique needs of
millennial employees was already a major
management challenge. But engaging them in a
remote workplace is an even more complex situation.
There is nothing more engaging and motivating than
working for a common purpose, and this will become
the deﬁning focus for talent engagement.
There will be a quantum leap in the employee value
proposition, shifting from tangible reward to purpose
over the next decade. Employers will need to adopt
structured ‘listening’ initiatives, including psychological
support and counselling, and leveraging technology to
make work more fun.
We are already starting to see the emotional toll of
remote work. It can be exhausting; with employees
drained by a sense they’re being closely observed on
video calls. Effectively-designed employee wellbeing
programs can help to improve engagement and drive
productivity. The main objective is to create a remote
work life employees love.
This in turn will still need to be supported by a reward
program, which will need to meet the following ﬁve
criteria to be relevant to employee needs in this new
world:
1. Internal focus: Internal considerations will become
more critical in the future. External benchmarking,
while still important, becomes more of an input than
a driver.
2. Enhanced control: Tighten loose management
processes, with more structure and framework
around spending and allocation decisions, and lower
levels of management discretion.
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3. Differentiating market position: Reconsider your
competitive market position, particularly for job
groups and functions that provide differentiated
value-add to the organisation.
4. Redesign incentive and bonus programs: Changes
in performance metrics, goal setting, and pay mix
will also impact incentive/bonus strategies. Many
organisations are already altering key
performance metrics, often switching from
growth to proﬁtability and operational efﬁciency
with a broader balance in metric types.
5. Focus on key talent: While many employees do
not feel adequately valued during periods of
constrained ﬁnancial rewards, it is top talent and
those with in-demand skills who are most likely to
leave once the situation normalises. Provide
added value to this talent in multiple ways –
through small adjustments to base pay,
guarantees, reductions in variable pay thresholds,
or simply listening to them and involving them in
broader discussions.

“Eﬀectively-designed
employee wellbeing programs
can help to improve
engagement and drive
productivity. The main objective
is to create a remote work life
employees love.”
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Towards a ‘better’
normal
There has never been a better time to embrace new methodologies,
to innovate and ideate. The need to more effectively access the best
talent from diverse global pools is a catalyst for change. Technology
is certainly the enabler, but there is also a conscious desire to
fundamentally change organisational design in ways that have not
been seen before.
Businesses now face a new dilemma in developing the right
structure for their organisations, and their employees. How to
engage their people, manage productivity, develop informal
communication channels and at the same time be sensitive to the
ever-changing policies on return to work. HR departments will
need to review all their existing structures and be prepared to rip
up the rule book – tax implications and employee contracts are
just the starting point.
For many organisations and individuals, the old pre-COVID way
wasn’t working. They don’t want to return to that time. This is a
new chapter, where the blank page begins with considering how
to overlay an OHRO model into an organisation’s talent plan.
Who do you need in ofﬁce, and who can work successfully
offsite? If you combine work-life ﬂexibility, clarity on output,
new management techniques and a desire to say ‘yes’, and
provide the technology to back those decisions up, your
company will be much more attractive to the best global
talent.

“Combine work-life ﬂexibility, clarity on
output, new management techniques
and a desire to say ‘yes’.”

Adopting an output-focused performance methodology,
rather than presenteeism, bound together by alignment of
purpose and a forward-thinking culture will signiﬁcantly
strengthen this opportunity.
Bold, courageous and agile. This should be the
cornerstone of an HR leader’s approach to future
organisational design. If not now, then when?
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