BEYOND COVID-19 RECOVERY

Future Work Models
A roadmap to a re-architecting work,
unleashing the workforce and adapting
the workplace
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INTRODUCTION

“Bad companies are destroyed by crisis.
Good companies survive them.

Great companies are improved by them.”
ANDY GROVE, FOUNDER OF INTEL

THE CHANGE IMPERATIVE

~4 million Australian

workers have the potential to
work remotely1

77% of workers want more

flexibility in how & where they
work2

65% of workers believe their

The catalyst for change
The COVID-19 pandemic has catapulted organisations into new ways of

working, creating the environment to reflect, re-invent and re-architect
work models.
The philosophy of how we do work is shifting.

•

Configuration - How do we reconfigure

productivity has increased since
working remotely3

COVID-19 has dramatically amplified the rate of

structures to increase autonomy, promote

change to work models, challenging orthodoxies

flexibility and utilise AI?

60% of organisations are likely

around workforce capability, configuration and

to use AI to assist workers rather
than replace4

flexibility.

65% of organisations view

richness of choice, flexibility and autonomy – it’s

shifting functional hierarchies to
team-centric & network-based
work models as important or very
important5

74% of CFOs will move a

portion of their workforce to
permanently remote positions
post COVID-196
1. Deloitte 2020. Research & Analysis
2. The Adecco Group, 2020. https://www.adeccogroup.com/reset-normal/
3. Zapier, 2020. https://zapier.com/blog/wfh-report/
4. Deloitte, 2020. https://www2.deloitte.com/us/en/insights/focus/human-capital-trends/2020/human-ai-collaboration.html
5. Deloitte, 2019. https://www2.deloitte.com/content/dam/Deloitte/au/Documents/human-capital/deloitte-au-hc-human-capital-trends-2019-150419.pdf
6. Gartner, 2020. https://www.gartner.com/en/newsroom/press-releases/2020-04-03-gartner-cfo-surey-reveals-74-percent-of-organizations-to-shift-someemployees-to-remote-work-permanently2#:~:text=A%20Gartner%2C%20Inc.,remote%20positions%20post%2DCOVID%2019.

Now is the time to re-architect work, to provide

•

model and organisational structure?

•

with technology?

humans better at work.

•

Capability - What new capabilities have

emerged and how do we continue to grow
them? What gaps have been revealed?

Capacity - What volume of roles do we need
and where? Where can we augment roles

time to make work better for humans, and

It’s time to re-architect:

Composition - What will be the new operating

•

Cost - How do we reduce labour cost now
and at what expense to future operations?

•

Culture - What are the implications of these

choices on our culture and do they align with
our values?
Copyright © 2020 Deloitte Consulting Pty Ltd. All rights reserved | 4

ACCELERATING THE FUTURE OF WORK

COVID-19 is accelerating and
amplifying future of work trends…
The pandemic has resulted in the largest work experiment in modern history.
1. Hamel & Zanni, 2019. https://hbr.org/2016/09/excess-management-is-costing-the-us-3-trillion-per-year
2. The Adecco Group, 2020. https: / / static.adeccogroup.com / uploads / 2020 / 06 / Reset_Normal_Global-Report_The_Adecco_Group.pdf
3. CISCO, 2020. https://www.zdnet.com/article/ai-and-the-coronavirus-fight-how-artificial-intelligence-is-taking-on-covid-19/
4. Qualtrics, 2020. https: / / www.qualtrics.com / blog / confronting-mental-health /
5. Deloitte, 2017. https://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/at-is-your-organization-simply-irresistible.pdf

FROM

TO

Hierarchies &
centralised authority

Control &
commands

Applying technology to
the task

A focus on health
and safety

Primary focus on profits
& shareholder value

Fluid networks of
teams

Increased autonomy
and trust

Building superteams of
people and intelligent
machines

Amplifying wellbeing
and meaning

The rise of the social
enterprise

Responding to the pandemic,

The shift to remote working

COVID-19 has driven

There is increasing demand

Organisations are taking a

networks of teams formed to

has seen the devolution of

organisations and

to design work to promote

lead on humanity. Employees

solve specific business

decision authorities and an

governments integrate

health, wellbeing and the

are wanting to contribute to

challenges across product

increased need to trust

Artificial Intelligence into

‘whole’ person. Two out of

something larger than

changes, supply chains,

employees. 85% of Australian

teams to scrape data, analyse

five workers indicate that

themselves and connect to

employee health and

workers believe that it is

behaviour, track population

their mental health has

higher purpose. Meaningful

necessary workforce shifts

important that managers

sentiments, and scenario

declined since the COVID-19

work forms a building block

place trust in workers to get

plan, freeing up workers to

outbreak4, with 74%

for a ‘Simply Irresistible

focus on strategic decision

indicating the importance of

Organisation’5

making3

empathetic and supportive

the job

done1
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leaders2

TIME TO CHANGE

“When organisations are built not on
implicit mechanisms of fear but on
structures and practices that breed trust

and responsibility, extraordinary and
unexpected things start to happen”
FREDERIC LALOUX, AUTHOR OF
REINVENTING ORGANIZATIONS

THE DEGREES OF CHOICE

A new world of work
COVID-19 has accelerated organisations into a new world of
work, challenging assumptions around ‘when and where’, and
‘how and what’ work gets done.
There are two critical degrees of choice that impact and guide the re-architect work models
WHEN & WHERE
Limited choice over

HOW & WHAT
High choice over

the time and

the time and

location of work

location of work

Limited choice over

High choice over how

how work is

work is organised and

organised and

completed

completed

On-site & Standard Hours
Work is completed at a
company premises, during
pre-determined times
stipulated by the company

Work Models.

02

01
Location & Time Agnostic
Work is completed
anywhere the worker is

Structured & Task Based
Teams are organised in a
formal hierarchal structure,

Networked & Autonomous
Networks of teams form
around specific missions to

located, on dynamic time,

performing specific tasks and

drive outcomes, relying on

driven by the employee’s

activities to achieve objectives

social / knowledge networks &

preferences

Re-architectured

collective intelligence to

achieve objectives

Re-architectured work models provide more
than choice and autonomy around when
and where work occurs. These organisations
provide ultimate choice, flexibility and
autonomy for how work is performed,
utilising networks of teams and technology
to augment and collaborate in ways that
deliver the best outcomes for customers,
business and employees.

7 | Copyright © 2020 Deloitte Consulting Pty Ltd. All rights reserved.

Four future work model
scenarios

High flexibility

THE DEGREES OF CHOICE

autonomy around ‘when and where’, and ’how and
what’ work is completed.

Deloitte research and analysis of market trends has resulted
in the generation of four potential ‘worlds’ of work in the
future. The decisions organisation’s make against when and

HOW & WHAT

Future work models will be driven by choice and

where work takes place, and how and what work is
completed will govern the degree of choice, flexibility and

Low flexibility

autonomy available for their work models.

CO-LOCATION
COLLABORATION

AUTONOMY AND
PERSONALISATION

Work is executed through fluid
networks of teams that are
focused on achieving customer
missions. These teams thrive
when they are co-located, working
together physically, utilising digital
tools and platforms to connect
with remote peers when needed.
Employees do their best work
when they’re on-site, have tools at
their fingertips and work across
the same time zones together.

These organisations will provide
complete choice, autonomy and
flexibility to their employees
across all dimensions, creating
highly empowered teams.
Employees work across fluid
networks of teams to achieve
customer missions in virtualhybrid environments. Teams are in
tune with each other and have
clear norms around ways of
working.

STABLE, SECURE
AND SOCIAL

A TIME AND A PLACE
FOR CHOICE

Employees are most comfortable
when working together, thriving with
social and physical connection. These
organisations will choose to maintain
stability in when, how and where
work is completed –a lot like the ‘old
normal’. The workforce is focused on
task execution relevant to their
functional units, reflecting a
traditional hierarchical model. There
is a preference for working on-site
with access to shared equipment,
tools and face to face connection.

Work is executed through
traditional, functionally aligned
structures, with high choice
around the location and time
when work is complete. These
organisations will focus on
employee outputs and outcomes,
over time on the clock. These
workforces are comfortable
working in hybrid ways.

Low flexibility
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WHEN & WHERE

High flexibility

UNLOCKING POTENTIAL

“As human beings, we are not
problems waiting to be solved,

but potential waiting to unfold”
FREDERIC LALOUX, AUTHOR OF
REINVENTING ORGANIZATIONS

CASE STUDIES

The marketplace is shifting…
The 4-day working week

Activity based working

AI powered talent ecosystem

In 2019 Microsoft Japan trialled four day working

American Express adopted Activity Based Working

Unilever has launched an AI-powered platform to

weeks with no pay reduction. Employees were

Pre-COVID, for their 63,500 employees globally. To

identify personalised open role opportunities across

happier and 40% more productive. Meetings were

drive enhanced employee engagement and growth,

the business in real time. Employees can use, test or

shorter, sick days and office costs shrank.1

workstyles are categorised into: home, roam, club

grow their skills assisting on new projects around the

and hub. This follows a “choose-your-own-

business. 6

adventure” set-up where employees customise how
and where they sit, work, socialise and recharge.3

Tech enabled flex

Devolved decision making

Autonomous network of teams

Siemens is rolling out a mobile app that helps

Haier adopted a RandanHeYi model – employees

Buurtzorg - nurse-led, nurse-run organisation of self-

employees plan their time in the office. More than

form micro enterprises, each solely responsible for

managed teams providing home care to patients

10,000 employees globally will utilise the app, with

delivering their products and services. All micro-

through autonomous teams. A sophisticated IT

employees encouraged to work wherever they want

enterprises connect via sophisticated online

system relieves nurses of admin and allows teams to

for 2-3 days a week.2

platforms to collaborate. In 2019, despite a market

self-monitor performance, with regional coaches

decline of 1%, sales increased by 11%. 4,5

promoting best practice advice. Buurtzorg reduced
staff turnover, illness, absences, and client hospital
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admissions. 7,8

Other examples include:
Facebook’s permanent
shift to remote work,
Telstra’s ‘All Roles Flex’
approach, and Atlassian’s
virtual onboarding
experience

1. The Guardian, 2019. https: / / www.theguardian.com / technology / 2019 / nov / 04 / microsoft-japan-four-day-work-week-productivity
2. IT News, 2020. https: / / www.itnews.com.au / news / siemens-to-roll-out-flexible-working-app-for-100000-staff-550815
3. American Express, 2018. https://www.americanexpress.com/en-us/business/trends-and-insights/articles/whats-the-future-of-the-office/
4. Corporate Rebels, 2019. https: / / corporate-rebels.com / rendanheyi-forum /
5. Cambridge Core, 2017. https: / / www.cambridge.org / core / journals / management-and-organization-review / article / haiers-manageme
of-rendanheyi-from-sea-to-iceberg / 6F2290822A982945B3A33914980EFAF7 / core-reader
6. Unilever, 2020. https://www.unilever.com/news/news-and-features/Feature-article/2020/an-exciting-new-normal-for-flexible-working.htm
7. Centre for Public Impact, 2018. https://www.centreforpublicimpact.org/case-study/buurtzorg-revolutionising-home-care-netherlands/
8. Research Gate, 2017. https://www.researchgate.net/publication/259628825_Buurtzorg_Nurse-Led_Community_Care

THE BENEFITS

…benefiting businesses,
customers and employees
01

02

03

04

Enhanced
productivity

Increased speed to
market

Reduction in real estate
costs

Improved customer
intimacy

41% of employees say they are

Organisations with a dynamic and

The potential to reduce real-estate

Through self-managed teams that

more productive working remotely,

self directed culture are 56% more

costs is significant. Over time, real

are mission driven, there is greater

during the crisis, than they had

likely to get their products to

estate costs could be reduced by up

flexibility to meet customer needs

been before and 28% say that they
are as

market

first 2

to

30%1.

and the ability to be proactive in the

productive1.

market, creating greater customer
loyalty 3

1. McKinsey & Company, 2020. https: / / www.mckinsey.com / business-functions / organization / our-insights / reimagining-the-office-and-work-life-after-covid-19#
2. Deloitte, 2019. https: / / www2.deloitte.com / content / dam / Deloitte / at / Documents / human-capital / at-is-your-organization-simply-irresistible.pdf
3. Cleverism, 2019. https: / / www.cleverism.com / how-customer-intimacy-helps-boost-sales /
4. Chapman,"J."(2013)."Work,"life"and"sustainable"living:"How"work,"household"and"community"life“ interact
to"affect"environmental"behaviours"and"outcomes."Adelaide:"Centre"for"Work"+"Life,“ University"of"South"Australia.
5. Deloitte, 2013. https://www2.deloitte.com/content/dam/Deloitte/au/Documents/human-capital/deloitte-au-hc-diversity-inclusion-soup-0513.pdf6. Diversity Council
Australia, Myth Busting Flexibility: Using Evidence to Debunk Common Myths and Assumptions, Sydney, Diversity Council Australia, 2018
7. A Richman et al., Corporate Voices for Working Families’ Business Impacts of Flexibility

05

06

07

08

Strengthen access
to talent

Reduction in
environmental impact

Improved engagement
and wellbeing

Greater inclusion and
diversity

Greater flexibility in when and

The environmental impact of

Employees with the flexibility they

Flex working breaks down barriers

where work is done creates an open

commuting to a physical office

need have 55% higher engagement

for talent to enter and participate in

talent market with access to the

environment is reduced and

and 55% less stress. 6 7

the workforce. Flexible businesses

best global talent and improving the

flexibility also enables employees

experience higher levels of

ability to resource critical skill gaps1

to choose more sustainable

inclusion, 83% compared with 38%

behaviours4

for ‘inflexible organisations.5
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OUR APPROACH

“The best way to predict the
future is to create it”
PETER DRUCKER, FATHER OF
MANAGEMENT THINKING

OUR APPROACH

Our four lensed approach
Top down
Design a solution
that supports the
enterprise-wide
mission and goals

Delivering tailored workforce insights
Designing solutions that meet the diverse needs of
employees is key to re-architecting work models that enable

employees to thrive in ways that also meet business
objectives and customer needs.
We uncover and assess the elements that define exceptional
employee and customer experiences through four key

Inside out
Targets pockets of
acceleration

Tailored
workforce
insights

lenses.

Bottom Up
Designing a solution
that empowers
employees to be their
best selves at work

13 | Copyright © 2020 Deloitte Consulting Pty Ltd. All rights reserved.

Outside in
Considers leading
practice &
research

OUR APPROACH

Shifting the dial on work models
When re-architecting work models, focus on three critical actions.

Reflect

Re-invent

Re-architect

Listen to what your people, customers & business

Explore the art of the possible and design with the

Create an action plan for your new road ahead that

both desire and need.

future in mind.

balances business and workforce priorities.

What has worked well? What have we learnt that can be

How do we see our ways of working and workplace

What does this mean practically for your future workplace

leveraged? What are the challenges and opportunities?

evolving? What lessons can we learn from other

and workforce? What bold moves will you take? What

What are the workforce desires and aspirations? How will

organisations? What needs to be true to succeed? What

needs to change now, tomorrow and later? How confident

changes create or erode value? Who needs to be part of

risks are we ready to take? What are our new aspirations?

are you that these solutions will work?

this conversation – HR, IT, Real Estate, Customers?

14 | Copyright © 2020 Deloitte Consulting Pty Ltd. All rights reserved.

OUR APPROACH

Experience the difference
We apply our own advice when working with you, leveraging virtual ways of working, human-centred design and
future work model principles to develop holistic solutions.

100% Virtual

Human-Centred

Challenge outdated

Evidence based &

Tailored work model

Delivery

Design

orthodoxies

informed

solutions

Deloitte have adopted 100%

Deloitte adopt human-

We hold a magnifying glass

Our evidence-based

Employees expect

virtual ways of working,

centred approaches when

up to ways of working,

frameworks and

consumer-grade experience

across multiple time zones

designing future work

looking for pockets where

methodologies are deeply

from their employers.

when working with clients.

models with our clients. Our

we can accelerate change,

rooted in challenging the

Deloitte design holistic work

We deliver the experience of

expertise in co-design and

and watch points for

status quo. We leverage the

model solutions that balance

a virtual office during our

virtual collaboration

resistance. We bring the

latest academic and field-

the needs of the business,

projects, providing insights

platforms provide seamless

latest trends and insights to

research in designing

the customer, and

into the art of the possible.

experiences.

life for our clients, and hold

solutions with our clients,

employees to deliver

honest dialogues to elevate

providing launchpads for

experiences that elevate

how work gets done.

experimentation and

outcomes for all

implementation.

stakeholders.
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OUR METHODOLOGY

Deloitte have an evidence-based
methodology
Reflect

01

Re-invent

02

03

04

Re-architect

05

06

Deloitte’s FutureFlex

Workforce Flex

Data-driven Work

Deloitte’s Re-architecture

Vision & Design

Roadmap &

Survey

Scorecards

Preference Personas

Mini-lab Series

Principles

Interventions

Deloitte’s FutureFlex Survey

To best understand which

A data-driven approach

A series of highly immersive,

Applying insights from the

Threading it all together,

measures employee

workforce segments and

utilising FutureFlex survey

100% virtual labs designed to

mini-labs, FutureFlex survey,

final outputs can include:

sentiment across remote

roles could, and should flex,

data and machine learning is

craft the future state ways of

personas, flex scorecards

•

Future state vision

working during COVID-19,

detailed assessments against

applied to understanding

working and experience are

and key organisational

•

and aspirations of flexible

variables relating to when

employee work style

undertaken. A range of lab

artefacts (strategy, values

Set of design principles

work in the future against a

and where, how and what

preferences specific to

topics that can be selected

etc.), leads to a vision

•

Set of flex scorecards

holistic set of dimensions.

work is completed is

workforce trends.

include:

statement, narrative and

undertaken.

•
•
•

•

16 | Copyright © 2020 Deloitte Consulting Pty Ltd. All rights reserved.

Economic trends

design principles that guide

Safety & risk considerations

the final design and future

Future work model
scenarios

Day in the life of personas

state.

•

•

•

Set of work preference
personas
Roadmap with key
activities
Initiative design

OUR QUALIFICATIONS

“To bring about change, you must
not be afraid to take the first step.

We will fail when we fail to try”
ROSA PARKS, AMERICAN ACTIVIST
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