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Working arrangements and employee 
expectations have changed dramatically since 
the pandemic first started. Eighteen months 
on, studies have found that many employees 
(over 80 per cent in research conducted by 
the Society for Human Resource Management) 
expect to continue to work from home for at 
least part of the week in the future – and many 
are prepared to look for another job if they 
cannot work remotely.

It is clear: workers deeply value flexible working 
arrangements, so much so that a Workplace 
Intelligence survey found 75 per cent of 
employees are willing to give up at least one 
benefit or perk in exchange for the ability to 
choose where to work.

Businesses are faced with a new workplace 
dilemma: the hybrid workforce. It is not going 
anywhere. But where do you start in managing 
remote working in this new paradigm?

Our partners all agree – returning to the office 
is creating new challenges. When companies 
migrate their employees back to the office 
without understanding all the dynamics at play, 
friction is inevitable. With every business today 
aiming to optimise their hybrid model, what 
works and what doesn’t? How does a hybrid 
model shape the future? What are businesses 
looking at and what do business leaders see as 
the challenges for where and how employees 
are going to work?

The good news: 18 months into this new world, 
there is much more data available now than at 
the start of the pandemic to help leaders make 
better decisions for your business.

When you introduce enterprise-wide 
policies without understanding how 
changes will influence the business, it can 
have catastrophic effects. Given how much 
importance employees place on flexible 
work arrangements, this could result in poor 
engagement, poor employee experience, 
increased turnover, loss of talent and 
knowledge within the business, and a drop 
in productivity, effectiveness and other 
performance metrics.

As one HR expert put it: “Companies that refuse 
to adapt to remote and hybrid workforces will 
absolutely lose out on talent.”

With that in mind, here are some key questions 
business leaders need to consider:

• Where do your employees work best?

• What do employees want?

• How do different working models impact 
productivity and engagement?

• Can we design a flexible workforce model 
to meet requests?

Real-time data will play an important role in 
optimising your workplace – what people want 
and what the business needs are constantly 
changing. We hope these latest insights on the 
hybrid workforce will help direct your attention 
to some key trends and patterns that could have 
tangible business impact, in both the short and 
long term.

Setting 
the scene
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Key
insights

A hybrid workforce is here to stay 
and is the way forward.

There is no doubt: the hybrid workforce isn’t 
just a temporary solution during the pandemic 
– it is here to stay. But to what degree? 
How do we maintain a high and productive 
performance under these conditions?

There are both pros and cons to 
remote working.

It isn’t all a walk in the park. There are upsides 
and downsides to remote working. Business 
leaders need to find a compromise between 
what employees want, what the business 
needs, and what is sustainable.

An open mind is needed to plan for 
the hybrid workforce.

The long-term effects of working from home 
(if any) are essentially unknown – and further 
observation is needed. Leaders need to remain 
open-minded and agile in their approach, and 
be willing to be flexible with arrangements.

1.

2.

3.

The hybrid workforce model must
be tailored.

Not everyone prefers the hybrid approach; 
the key is to understand what works best for 
individuals and the company. There might be 
‘identifiers’ to help businesses figure out who 
would work better from home or the office, 
but more time and data are required for these 
patterns to be identified.

Your hybrid workforce approach 
influences HR strategy.

The shift towards a hybrid model is affecting HR 
and talent management. It has the potential to 
be a formidable weapon in talent acquisition 
and retention – but it’s still very experimental. 
Businesses are essentially testing-and-learning 
now so that they can tweak their approach to 
ensure future success on all fronts.

4.

5.
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A hybrid workforce is here to 
stay and is the way forward

Businesses are trying to determine how to strike 
the right balance. However, they need data to 
understand what their employees are doing, so 
they can ensure high levels of productivity
are maintained.

One of our partners shared that at the time of 
the discussion, her organisation had 117 people 
working from home because of lockdowns – 20 
per cent of these said they preferred to return to 
office, but the vast majority asked for home or 
hybrid arrangements. 

How should we navigate this new world? As 
some partners pointed out, it could even come 
down to new definitions of what’s appropriate 
in terms of remote working etiquette and 
guidelines. What is expected when people 
work remotely is quite different to the past 
physical office environment.

For instance, virtual video calls are now very 
much the norm, but what is the etiquette 
when it comes to camera-on or camera-off? It 
has been argued that having the camera on is 
essential for the human connection, but most 
people are very resistant to this. 

Another example might be the maintenance of 
the right workplace culture and engagement, 
i.e. the ‘vibe’ of the workplace. Traditionally, 
hallway and water cooler interactions helped 
to cultivate a sense of warmth and belonging. 
Do group chats and/or collaborative tools now 
play that role?

Details like these really need to be addressed in 
a hybrid setting.

“ “I don’t think we’ll get to the 
point ever that we’ll go back to 
everyone in the office.”

Reshma Joseph
Manager,
Membership Services
at Teachers Health Fund

According to our partners, and as other research has found, the majority of people like 
working from home and may not want to return to office. That is all very well, but this is 
unchartered territory for most businesses.

1.1.
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There are both pros and 
cons to remote working

When it comes to challenges, our partners 
agreed that when people work from home, the 
output can significantly vary from employee to 
employee – consistency is a big concern.

Social isolation is also one of the clear 
downsides to remote working. Invaluable 
moments and emotions that arise from dynamic 
social interactions and social spaces foster 
collaboration and connection with colleagues; 
these are hard to replace virtually.

A surprise for some of our partners is the 
increase in incident waste time. This was largely 
attributed to problems with connectivity; IT, 
technology and/or system issues (bandwidth, 
capability); or even employees having to 
cope with a single monitor when in the office 
they had two. The latter has had a surprisingly 
noticeable impact, say some of our partners.

On the flipside, the data relating to the specific 
problem areas has helped in decision-making 
and changing the way the organisation 
operates, e.g. sourcing hybrid work stations 
and wide screens, because not everyone has 
the space for two monitors at home.

Furthermore, as highlighted during the 
discussion, there are likely some aspects of 
waste that have not yet been captured. At 
present, these are going unnoticed.

Of course, there are also some clear wins of a 
work-from-home hybrid approach. Enlighten 
has found that the shift from office to home has 
led to improved productivity and efficiency 
(these remained consistently up), while 
overtime, errors and waste have reduced. 

Efficiency of staff working from home is on 
average greater than that of those working 
from the office. This was also true before the 
pandemic. On the whole, while there was an 
uptick in incident waste time due to system 
issues, overall waste and errors are less in the 
work-from-home group.

Our partners note that morale and the 
happiness index are definitely much higher with 
a hybrid model. This is largely driven by the 
flexibility inherent in working from home.

Although there is flexibility for individuals 
and personal schedules, flexibility with this 
arrangement is also very relevant to business 
functions or operations that span geographies 
and time zones – many people are working at 
irregular hours to collaborate and communicate 
with counterparts elsewhere in the world. 
This can be great for the business and for 
individuals, but could potentially have negative 
consequences too. At present, these are 
unknown as we lack sufficient data.

Our partners all agree that there are positives and negatives with hybrid workforce 
models, and the key is working through these via access to data as well as peer 
conversations and open forums such as Enlighten’s Partner Network.

2.
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““From a technology perspective, 
turning your video on when you’re 
talking to people virtually is really 
essential. But people are still not 
comfortable with that. So this is one 
easy thing that could be changed to 
make working in a hybrid way much 
easier and much better.”

Janine Jackson 
Manager,
Operational Excellence
at Suncorp New Zealand
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An open mind is needed to 
plan for the hybrid workforce

What are the long-term effects of working from 
home? Are people managing their wellbeing? 
How? Some of our partners observed a dip 
in sick leave and an uplift in performance and 
productivity. Were people working even 
when they were sick (since they were at home 
anyway) or could it be that people were just 
falling sick less because everyone was staying 
home? Are the productivity and performance 
gains sustainable? And, how will this work in 
the long term?

There are many questions that are yet to be 
clearly answered. Given the many unknowns, 
leaders need to be open-minded and flexible 
with their approach as the months roll on and 
more data becomes available.

Another example that was raised around 
underlying unknowns is the long-term impact of 
the flexibility that comes with work-from-home. 
Flexibility is a clear benefit for certain business 
functions or operations that span geographies 
and time zones – many people work at unusual 
hours to collaborate with counterparts or clients 
in other parts of the world. 

On the one hand, this could help boost 
performance at both an individual and 
company level, which could lead to positive 
outcomes. But, what is the likelihood of 

overwork or burnout as a result of this flexibility 
and the need to be ‘always-on’? Could this lead 
to ostracism of people who don’t do so (i.e. 
do people who don’t work irregular hours lose 
out when it comes to performance, and hence 
promotions, bonuses etc)?

“ “Some of our clients have shared 
that a full work-from-home 
situation can be challenging, 
particularly being unable to read 
non-verbal cues of staff who 
may be struggling. If you have 
occasional contact with your staff, 
you can get a much better read, 
especially on their wellness and 
mental health.”

Nathan Graham
Executive Manager,
Client Support
at Enlighten

The widespread shift to hybrid working is relatively new; there are many questions but very 
few answers. And, the landscape is evolving fast – something that works today might be 
ineffective in mere months. Leaders need agility and flexibility to handle the uncertainty.

3.
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The hybrid workforce model 
must be tailored

For some workforces, non-essential 
people who don’t need to be in the office, 
are encouraged not to be there. Other 
organisations might choose a “all roles can 
flex” strategy, where staff have the option to 
lock (flexible) working arrangements in, even if 
restrictions are lifted.

There are also factors like the demographics 
of individuals, geography and living 
circumstances influencing whether or not 
people want to return to the office – and why.

Examples were shared such as where 
work-from-home reduced commute time 
significantly, employees were less likely to 
want to return to the office. On the other 
hand, those who lacked private spaces for 
work, i.e. people living in shared apartments 
or those with young families, tended to prefer 
office/hybrid arrangements given the added 
at-home pressures which can impact quality 
and productivity. Then, there are people who 
live alone and missed social interaction; many 
of these wanted to return to the office at least 
some of the time, for social connectivity and the 
human connection.

The importance of active and regular 
communication cannot be understated in 
tailoring and designing the right-fit approach 
for your business.

“ “It’s not one size fits all. There 
needs to be flexibility around 
what works for individuals, but 
also what works for the business. 
You need dialogue, and to ensure 
communication is a two-way 
street; making sure that it works 
on both ends.”

Robert Mihailov
Operational Excellence Lead
at Mercer Australia

There are multiple factors to consider when designing your hybrid workforce model, 
say our partners. You need to customise your approach and use data and consultations 
with your team to determine what is best for them, their role and the business.

4.
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Your hybrid workforce 
approach influences HR strategy

Having work untethered from physical location 
opens opportunities to hire in different cities 
and even countries that would never have come 
up historically.However, with this comes new 
challenges related to the technical aspects 
of recruitment. These could include having 
to accommodate employment laws in other 
jurisdictions, as well as how these might interact 
with local laws; updating and modifying job 
descriptions; and adjusting roles to fit changing 
business requirements.

Given the blended model allows for 
organisations to accept a different style/
type of worker, i.e. people who want to 
work unusual/irregular/flexible hours, work 
and the workforce could look very different 
in a few years. Is it possible to manage your 
workforce to compensate for natural peaks and 
troughs across teams (or even across the entire 
workforce)? This is an exciting possibility in 
terms of performance outcomes and optimising 
workforce management.

When it comes to future-proofing your 
organisation, it’s important to remember 
that the skills of today may not be the skills of 
tomorrow. 

And even working virtually, people have a 
better feel for managing their own technology 
and being able to engage through their 
preferred tools.

“ “We noticed a significant uplift 
in performance with work-from-
home. Just by the nature of the 
technology that we had in play 
at the time, we were able to 
compare roles that were sitting 
in the office versus sitting at 
home – and we saw a 10 per cent 
uplift in productivity over the 
course of that lockdown period. 
So, our focus now is: how do we 
capitalise on that and find the 
right balance?”

Jessica Wells
Manager,
Operations Excellence
at Link Group

The shift towards a hybrid model is affecting HR and talent management. In the war 
on talent, your company’s hybrid approach could give you an edge in terms of talent 
acquisition and management – but it is very experimental at the moment.

5.
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There is an opportunity here to gather even 
more data – moving ahead into 2022 and 
beyond, but also across industries, sectors 
and even countries – to uncover insights and 
trends that could steer business strategies and 
roadmaps for the next decade. 

With ESG and sustainability high up in the 
agenda, both in the business context and for 
the world, businesses need to play the long 
game while also keeping the engine going in 
the present. Data will help with that.

Data about age, gender and other 
demographics could help businesses figure out 
what people want, and why, and also allow for 
diversity and inclusion.

In the long run, the goal is to bring people and 
performance together, balancing HR concerns 
with the quest for operational excellence.

Enlighten is working on what we call a 
“universe of findings”, a benchmarking 
database that lets companies compare their 
performance with their industry peers, glean 
information from that, and improve. 

We anonymise data then put it into a separate 
anonymised database that allows you compare 
metrics – within your industry, by work type, by 
country, globally or across different regions. 
This way, each partner can benefit from 
everyone else’s findings.

It is all in the data. Welcome 
to a Universe of Findings.
From the onset of COVID-19, we have less than two years’ data. Yet, we are already 
seeing commonalities and trends that could guide business decisions and have a 
noticeable impact within the next few years.
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Here are some key questions to ask yourself and 
your peers as you prepare for 2022:

• Are team members more productive at 
home, the office, or in a hybrid model?

• What is the optimal model?

• Where do people want to work, and does 
that impact their productivity?

• What are the types and amount of waste 
experienced in different work locations?

• Is there more waste in the office or at 
home?

• How are quality/risk/error rates impacted 
by work location?

• Is training time reduced when team 
members are not in the office?

• Is training as effective?

• Of those required to work in the office, 
could some of their work be tailored to 
work from home?

• Are people more engaged working from 
home, office, or hybrid?

• Is absenteeism higher in the office?

• Which arrangement allows for better work/
life balance?

• Are skills and training lower when working 
from home?

“ “We are very interested to have a 
look at the new bells and whistles 
that are available to us, to be able 
to track and map those people 
that are working from home, and 
compare that against those that 
are working in the office in those 
same roles.”

Tony McGuire
Business Analyst,
Business Excellence Group
at Dye & Durham Corporation
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To meet our vision of being the partner 
that business leaders want to work with, 
we understand that a strong, 
experienced, effective and visionary 
team is needed, with the energy, 
commitment and drive to succeed.
We deliver on our promise through 
our leading propriety methodology 
that combines business experience, 
technology and data analytics.

ABOUT US

enlighten-opex.com.au

+61 2 9232 2771

info@enlighten-opex.com

Enlighten Australia

CONTACT US

For more information on how to use value-
added standards to identify waste and 
accelerate performance, contact your nearest 
Enlighten office. 

Follow us now on our new Enlighten  
Australia showcase page

Confidential - © Copyright Enlighten Software® Group Pty Ltd 2008-2021
Please note, no part of this presentation can be distributed, copied or reproduced without prior written consent. 

https://enlighten-opex.com.au
https://www.linkedin.com/showcase/enlighten-aus
https://www.linkedin.com/showcase/enlighten-aus

