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The philosopher Marcel Mauss called them total social facts: activities and incidents that 
touch all spheres of life – interpersonal, economic, legal, political, etc. – throughout society. 
Spurred on by the Covid-19 pandemic, organizations have been rethinking core beliefs about 
their ways of working. Many have experienced fi rst-hand how collaboration and productivity 
have been maintained at a distance – with its positives, downsides and paradoxes – with 
growing desires for individual freedom and a deep yearning to connect. This move towards 
more fl exibility has been on the cards for many years, according to Frithjof Bergmann and his 
refl ections on the idea of New Work. With a strong focus on freedom, he predicted and 
advocated for many new working trends that we have seen gradually emerge over recent years 
– ultimately with a boost provided by the pandemic.

Already at the onset of the Covid-19 pandemic, transformation was clearly in the air. 
People were suddenly obliged to set up their workspace in their own home. Since then, 
many of us have only encountered colleagues through video conferencing tools. 
The physical workspace has emptied, at least for those who don’t need to share their spaces 
or homes with others. 

We seem now to be moving towards a post-pandemic world that allows employees to go back 
to the offi  ce under new conditions. Hybrid work models especially are gaining in momentum 
and popularity – a mix of joint days at the offi  ce, and the freedom to work fl exibly from 

In this hands-on playbook, we

• aim to help you fi nd your approach to identifying 
a fl exible work policy at your organization. First, we present
three lenses to help you structure what you should consider. 
Then we outline suggestions for designing the process.

• present two examples of how we have supported our clients 
and how we like to work with organizations: either in-depth as 
a comprehensive consulting project or in a leaner version as 
outside experts and coaches. 

• provide you with hints and observations about 
the complexity of new work models.

• showcase new challenges that leaders will face 
in an increasingly hybrid world. 
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home or elsewhere. We know by now that many organizations will establish a hybrid work 
model. Yet some organizations have also decided to go fully remote or return to old patterns 
of only or mainly offi  ce presence. 

From a sociological point of view, the timeless question of power raises its head: 
how much autonomy do organizations give their employees, and how much do leaders of 
organizations want to be in control – of their employees’ time, location, and presence?

We are seeing many organizational decision-makers struggling to fi nd the right mix for their 
organization. No surprise, considering the range of factors to be included in the process, 
such as 

• employees’ shifting needs
• managers´ readiness and new leadership requirements 
• the complexity of stakeholder interests when designing new models of work
• the as yet unknown consequences of hybrid or remote working. 

How can organizations make this transition to a 
hybrid work model smooth and effective?

We at LEAD make the case for a co-creative process in which you integrate all stakeholders 
of your organization as early as possible in the decision-making and learning process. And we 
believe that such a fundamental direction can’t be set without your employees’ perspectives. 
And we’ve witnesses it paying off  at the organizations we’ve work with, even at the start of the 
pandemic when the term “hybrid work model” barely existed. 

We hope that this playbook will also help you steer in the right direction. 
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Moving into the unknown – to a new model of work with hitherto unprecedented possibilities 
of freedom – is a challenge. Most organizations wonder whether they will make mistakes, and 
whether they truly dare to take the risks associated with change. And naturally, we’re all still 
learning how new models of working such as hybrid or fully remote will impact society, organi-
zations, and individuals in the long run. 

But the risks of doing nothing are much higher – especially when it comes to attracting, keeping, 
or even losing the next generation of talent. From our work with a variety of clients, we can tell 
that listening and doing your best in designing a model that builds on the business direction, 
organizational values, and culture is deeply appreciated and a vast improvement on doing not-
hing or merely skimming the surface of a topic with vague promises and commitments towards 
employees. 

Listening to and communicating with all employees and staff  is the start of a longer journey 
towards establishing new models of work that suit everyone and that enable organizations to 
thrive and grow. 

When designing a new model of work, we suggest looking at it from 
two angles: 

 1.  the WHAT: taking defi ned areas and perspectives into 
  account in decision-making
 2. the HOW: creating a holistic process for the design 
  of the new model of work 

Let’s dive into the WHAT.
We recommend you consider three key perspectives within an organization to kick-start the 
journey towards a new model of work. This holistic approach has proven to be inclusive to all 
relevant stakeholders within an organization. And it will provide a strong foundation for your 
decision-making.

2. Defining a new work model: 
of listening and sensemaking

The employee perspective
Based on the remote work experience, we suggest you listen 
carefully to

• experiences, needs and future desires 
• health and psychological eff ects
• working conditions
• commuting time 
• what new joiners ask for

The leadership perspective 
Managers face the same challenges as any other member of an 
organization. They have also been tasked to lead in novel ways, to 
drive continuous change during the pandemic, maintain team spirit 
and ensure results. Leaders have identifi ed further challenges in 
the past year, including  

• experiences, needs and future desires 
• collaboration
• expertise and readiness to lead in hybrid working
• new challenges to leadership not yet experienced

The business perspective 
While managers and employees have perspectives which should 
greatly infl uence the model, there is also a business perspective to 
acknowledge. This relates to the specifi c culture of a company and 
how various strategic aspects are shaped in terms of

• strategic direction
• talent strategy
• offi  ce/real estate aspirations
• desired elements of organizational culture to be fostered  
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• in-depth interviews/focus groups to tackle assumptions and examine  
hypotheses about leadership and employee perspectives in more detail 

• strategic alignment workshops for top management to get to the core of the  
business perspective, potentially combined with further business insights

We strongly advise combining the three views in your own unique way to find the right model 
for your organization.  

There are substantial differences between organizations – simply doing what others do could 
lead to blind spots and dead ends for your company. In the next section, we’ll help you translate 
this WHAT into the HOW: a process that you can apply to your organization.

Let’s now explore the HOW.
On the one hand, it is a leadership task. Make sure that the higher management levels prioritize 
and support efforts for a new model of working. On the other hand, we also suggest involving 
different stakeholders and making sure that communication and accountability are transparent 
– helping to making organizational change an inclusive and participatory team effort.

The depth of analysis decided upon depends on the speed and rigor needed as well  
as the cultural fit for an organization. In any case, we see invaluable benefits in combining  
qualitative and quantitative approaches. 

• general (global/regional) vs local principles
• office days expectations/flexibility commitments
• work from “anywhere” limitations or freedom
• types of contract 
• ergonomic or other support offered to employees
• decision mandates
• office set-ups/design needs

Listen to the voice of 
employees, employee  
representatives,  
managers, strategic  
business needs and  
believes (c-level).

Iterate & Finalize  
global guidelines. 

Make sense from  
what you hear and  
agree on with executive 
leadership and other  
key stakeholders on 
direction of the model.

Mobilize  
all needed  
implementation  
measures.

Involve key stakeholders  
to work with first version  
of a model – take input  
from a cultural and teaming 
side, consider the impact 
on office situation and other 
potential needed changes.
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Well planned change management with key stakeholders

2. Make sense 
of the input about the three views (employee, leadership, business) together. In each case of our 
client work we have found clear tendencies and little polarization. Thus, we were surprised how 
minor any eventual trade-offs were and how much the perspectives were shared. 

1. Listen
to the perspective of the organization, which can come about in different ways.  
We have experience with surveying the broader organization to find out about past  
experiences, needs and desires. We like to combine this approach with

4. Iterate and finalize company guidelines 
based on the response to the model. Determining a new model of working will affect  
many aspects of the organization, so it’s likely that you have to carry out more than  
one iteration during the setting-up phase and in the time to follow.

3. Involve 
key stakeholders – which reflect the complexity of your organization – who will drive changes 
in the sensemaking process: country/location leadership, employee representatives as well as 
people responsible for real estate, procurement, IT, HR, legal departments, and so on.

The final model should include guidance on:
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Employee view

Work 
from home

Activity-based 
work location

Work  
from office

Leadership view Business view

• Desires and wishes
• Need for structure/freedom
• Home office situation, Commute situation ...
• Learnings from COVID remote phase
• Cultural differences

• Desires and wishes
• Need for structure/flexibility
• Collacoration needs
• Aspired leadership model
• Readiness to lead in a hybrid manner
• ...

• Talent view/needs
• Approach to office footprint (e.g. real estate)
• Organizational culture aspirations  

(e.g. importance of office, team work etc.)
• ...

1 32



• Culture and change management/communication: 
how to support change from a change-management perspective?

• Be transparent in your communication towards your employees. 
Remember Marcel Mauss from the intro? This project fundamentally 
touches on everyone’s lives and freedoms. Be transparent by sharing 
status updates, thus keeping them in the loop every step of the way. 
This doesn’t have to be boring or diffi  cult. There are many sources – 
intranet/blogs, video messages, interactive town hall formats, focus 
group exchanges, or ambassadors. 

• Find ways to address and support the changes: many can play a vital 
role in making change work – leaders as role models, interested employees 
as ambassadors etc. Some aspects can be pre-planned, but we also see 
a great need to be experimental and adjust along the way 

• Real estate/offi  ce design: what do we do to your space? Do you need more space, 
less, diff erent, or even any space at all? Is your offi  ce turning into a collaboration hub? 
How do you enable the right fl exibility and sharing options – to avoid your space 
being either overcrowded or becoming a “ghost town”? 

• IT/Technology: what consequences will this have on how you manage and interact 
• with technology? What kinds of innovative or diff erent technologies will you 

need to manage your spaces and to enable eff ective hybrid collaboration? 
• Procurement and fi nance: how to manage numbers – with budgets, 

cost estimates, and re-investments?
• Legal/HR: which legal and tax issues around fl exible conditions or 

employee contracting are to be taken into account? What are latest legal 
developments to consider? 

• Health and safety: how should companies protect and support their employees? 
Are there legal requirements? And if not, which eff orts – ranging from furniture, 
to IT equipment, or fi nancial support to ensure good conditions - should you 
support anyway?

• Employee representatives: there will be, especially in Europe, a need for 
alignment with employee representatives. Employee resource groups and 
representatives can be valuable partners to bounce ideas off  and voice aspects 
you maybe hadn’t thought of.
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5. Now let’s do it – get together and mobilize necessary 
 change measures 
with a cross-functional group of experts who you may have in-house or using advice 
from external consultants. We see some core questions and the need to focus on eff ective 
planning related to:  

For curious change makers

Bringing to life a new model of working is a major challenge that will aff ect all 
employees individually and collectively. At LEAD, the Integral Model of change helps us look 
at situations holistically and to assess the status quo, as a result of which we develop 
measures for change.

It determines 4 crucial aspects; 
employees and managers (1) understand why the change is important and what it brings for 
them personally, (2) they have the skills to live the new processes (3) the culture, the unwritten 
rules and norms, but also managers’ functions as role models facilitate the changes, and (4) the 
systems, structures and processes that support the change. 
This complexity is also important to address when introducing a new model of working . 
LEAD Academy and LEAD Machine Learning. 

Insight & Motivation:
Foster understanding and 
promote buy-in

Culture:
Role modelling to drive 
cultural change

Formal Mechanisms:
Reinforce with systems 
and processes

Skills & Talent:
Capability development

• Listen and communicate 
very transparently

• Promote with strong rationale 
(„what‘s in for me?“)

• Ensure that leaders model the new balance 
between freedom and local connection 
(e.g. not to implicity favor employees who are 
more at site over others)

• Enable especially managers to drive 
discussion, lead in this new set-up and 
manage potential confl ict of interests

• Have answers and approaches ready 
for key processes: Legal aspects, 
technology, logisitc questions, procurement, 
technology



1. Full LEAD support from start to clarity

What was the task?
“Covid-19 will change the way we work. We readjusted to remote-only conditions over 
the last few months; we see this impacting expectations for the future dramatically. 
Can you help us approach the topic of fl exible work post-Covid already now? 
We need an answer for our employees and we want to create a global commitment.” 

What did we do?
By the second quarter of 2020 we had started working on defi ning the way forward. 
This was during a time when only a few large corporations – mainly from the tech industry 
(e.g. Salesforce, Twitter) – had begun to commit themselves to more fl exible working 
conditions. However, the models did not provide guidance for this specifi c case. Models in 
place at that time were centrally determined by management, while we saw a need from this 
client for a more inclusive approach in line with their cultural aspirations. The client’s top 
management was aware that the project would impact the organization as a whole when it 
came to vital decisions regarding strategy, culture, offi  ce footprint, talent management, 
and technology as well as aff ecting other landmark decisions for years to come. 
This complex process called for a holistic, cross-functional and primarily 
employee-centered approach.

LEAD, in close partnership with an internal core team, was driving this global eff ort 
and came up with a comprehensive and adaptive approach for the global organization. 
We took a central role in sensemaking, planning, change management and communication 
eff orts in order to develop a model of fl exible working and ensure that it was ideally 
adapted to the local realities of the organization.  

2. Lighter LEAD support – coached version 

What was the task?
“The pandemic is easing off . We really need to get going on our new hybrid work model. 
We already surveyed the organization and we know that hybrid is desired. We need help to 
bring what we know already together with other aspects and we are getting a bit stuck. 
Can you help?” 

What did we do?
The request to take over this project reached us when the pandemic was well underway. 
There had already been a few generally accepted ideas about models of hybrid working in 
organizations and the tendency towards “something hybrid” was becoming evident. 
The client was operating internationally, however, and was a medium-sized fi rm compared 
to the fi rst case, and this reduced the complexity of project management, and of legal and 
other considerations. 

We therefore took on a clearer coaching role, while core aspects of project management 
remained with the client. Our support focused strongly on guiding the process 
(i.e. on stakeholder involvement in the next steps, on topics relating to corporate culture, 
communication, and leadership) and on sensemaking.

Based on our listening and sensemaking approach, we supported guiding the essential 
steps. We looked into existing data, made sense of it as much as possible and suggested a 
way to explore diff erent views by means of a more qualitative approach. We supported top-
management alignment and guided the next steps needed, while making sure all relevant 
stakeholders were involved in the decision-making. As mentioned, the organization was 
much smaller – hence, we were able to adapt a less planned yet guided way forward. 

3. How LEAD can help: a few 
examples from our client work 
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4. Reflections on leadership 
in a new hybrid reality
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Many organizations have experienced remote working during the Covid-19 pandemic 
as benefi cial from the perspectives of productivity, employee satisfaction and stress reduction, 
though as a constraint on personal relationships. For over a year, leaders have been 
confronted with challenges, especially regarding how

Most crucially, leaders are tasked to cultivate an empathic work culture where adapting
to individual preferences does not come at the expense of, but is a vital ingredient for fostering, 
team cohesion. Crises like the Covid-19 pandemic require us to challenge traditional ways of 
doing things. That’s why we strongly advocate for a dialogue with leaders in your organization 
sooner rather than later – allowing them to manage the transition smoothly instead of simply 
falling back into default modes of working. We have a window of opportunity that calls for 
taking our work culture to the next level. Let’s open it now. 

The limitation of managing teams remotely has required leaders to carry out more 
individual check-ins, to give more coaching, to invite and give feedback. Easier said than done: 
not all can wrestle with these limitations by themselves. 

It has become clear that there will be no return to ‘old’ ways of working. Some of these 
challenges will diminish when we partly return to the offi  ce. But from our work in this fi eld, 
we can see new challenges arise for leaders: 

• to sense colleagues’ and teams’ moods,
• to pause together and refl ect as part of a creative process 
• to replace the physical spaces that allowed for spontaneous encounters and chats.

• Creating and maintaining team cohesion among team members who work 
from diff erent locations

• Being inclusive and receptive to individual preferences for work set-ups and styles. 
Leaders need to consider their teams’ diverse needs. At the same time, a hybrid work 
model enables leaders to attract a more diverse workforce. 

• Balancing productivity with refl ection and exploration. The remote setting can lead 
staff  to be hyper-productive, but this is often followed by a sense of disconnection, 
exhaustion and diminished motivation. Leaders must create spaces and forms 
of interaction – beyond the physical offi  ce space – that foster connection and moments 
of mindfulness.

• Re-purposing the offi  ce space to foster connection and unleash creativity. 
Ensure that staff  use the offi  ce as a social hub where team members meet to share 
ideas and collaborate, connect and have a good time together.

• Experimenting with new working styles as a team. Figuring out what will be done virtually, 
what hybrid, and what purely offl  ine.

• Balancing team members’ preferences for freedom with their capability of 
self-management in a hybrid model.
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About LEAD Mindsets & Capabilities

With LEAD Mindsets & Capabilities, you have a partner at your side who supports you 
and your organization with customized approaches to (cultural) transformation. Our experienced 
consultants, trainers and coaches develop eff ective measures together with you and provide 
close and expert support during implementation.

LEAD Mindsets & Capabilities is part of the LEAD ecosystem which also includes the 
LEAD Academy and LEAD Machine Learning. 

LEAD Academy

Community-centered 
learning journeys for leaders 

from private, social and 
public sectors.

Co-creative machine 
learning projects focused on 
leveraging data and building 

a data-savy workface.

Co-creative change 
consulting with a focus on 
leadership development 

and culture change.

LEAD Mindsets & Capabilities LEAD Machine Learning

© LEAD et al 2021, stefan.anderer@lead.berlin

Meet the LEAD ecosystem for today
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5. About LEAD & Contacts

Eager to learn more or exchange with us? 
Just reach out for an informal chat!

Bastian Neumann LEAD

Bastian Neumann LEAD


