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As certain roles become permanently remote, organizations 
must learn to manage a long-term remote experience.  
This research helps Communications leaders work with  
the executive team to build a remote-friendly culture and 
community and provide practical and psychological 
support to remote workforces.
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Overview
The COVID-19 pandemic has changed the work landscape permanently.  
As offices begin to reopen and organizations realize their interests are best 
served by making certain roles permanently remote, fewer people will  
return. However, given the relative novelty of large-scale remote work, 
Communications leaders lack information on how to manage the experience  
of their remote workers. This situation could result in remote worker 
disengagement and lowered performance.

In partnership with HR and the executive team, Communications leaders must 
evolve their organizational culture to suit remote work. They must also build a 
community that supports remote workers while maintaining work quality and 
taking steps to support the physical and mental health of remote workers. By 
covering all these facets of the remote employee experience, Communications 
leaders can support remote employees’ needs and expectations effectively.

This research note is adapted from Managing the Experience of Remote Workers 
which guides CHROs to maintain work quality and support a remote-friendly 
culture in their workplace.

Key Findings 

• Remote workers work harder and display higher enterprise contribution than 
their office-based counterparts. However, they are also more likely to quit.

• Remote workers are more likely to seek “self-directed” work than their  
office-based counterparts.

• Health and wellness-related issues are a major downside of remote work.

Recommendations 

To effectively manage the experience of remote workers, Communications 
leaders should:

• Promote storytelling of business leaders and managers role modeling a 
remote-friendly culture through their behaviors and actions.

• Create a community that fosters collaboration between remote and on-site 
workers by enlisting the three key segments of a remote worker’s 
community: leaders, managers and peers.

• Invest in the physical and mental well-being of remote workers through 
resources such as remote-friendly wellness campaigns and peer  
support services.
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Analysis
The COVID-19 pandemic has required many organizations to have most of 
their employees work remotely. Although this decision was made in response 
to a crisis, it will have long-term implications. When life eventually returns to 
normal, fewer people are likely to go back to their offices, as this crisis has 
made working from home an accepted practice. A recent Gartner survey of 
HR leaders globally projects an 18 percentage point rise in the number of 
employees working remotely post-COVID-19 (see Figure 1).

Figure 1: Remote Work Post-COVID-19

Source: Gartner COVID-19 Crisis Benchmarking Against Your Peers Webinar Poll (n = 421 HR leaders, 2 April 2020), 
2020 Gartner Cost Cutting and Employee Experience Survey (n = 4,535 employees), COVID-19: How Finance Leaders 
Are Responding to the Emerging Situation Webinar Poll (n = 317 finance leaders, 26 March 2020).  
a Modeled based on responses to three Gartner surveys.
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The decision to switch to remote work might have been quick but wasn’t 
necessarily poor. If managed well, remote work can be mutually beneficial to 
organizations and employees. Remote workers show 37% more discretionary 
effort and 70% higher performance than their office-going counterparts.
Remote work is also the No. 1 employment benefit for millennials and Gen  
Zers — employee segments that are fast becoming a majority in the workplace.

However, remote work is not without its challenges. While remote workers 
exhibit more discretionary effort, two in three aren’t truly engaged, according 
to Gartner’s 2020 Global Labor Market Survey. Remote workers are also more 
likely to quit compared to their office-going counterparts. This flight risk 
should be of particular concern in today’s environment, given the relative 
novelty of remote work and how difficult it is for Communications leaders to 
get information about the experience their newly remote workforce desires. 
The fact that remote work is only going to increase exacerbates this problem.

Gartner’s Definition of Employee Experience: How employees internalize 
and interpret the interactions they have with and within their organization, 
and the contexts that influence those interactions

To ensure remote workers continue to remain engaged and productive, 
organizations must effectively manage the remote-worker experience. To do 
so, Communications leaders should:

• Evolve the organizational culture.

• Foster organizational community.

• Promote remote well-being.

Evolve Organizational Culture

Organizations often attempt to demonstrate their culture in words by defining 
corporate values, key behaviors and organizational purpose. However, their 
actual cultures are often a mostly invisible set of norms and rules that affect 
employee behavior and decision making. Remote workers often interpret this 
invisible set of norms differently than their office-going counterparts, possibly 
because they aren’t as aware of the behaviors and values displayed on a daily 
basis at the office. As a result, organizations that offer remote work should 
ensure their culture, both seen and felt, accurately reflects their beliefs and 
pervades the organization.
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However, cultivating a remote culture can be quite difficult. Many organizational 
culture initiatives are rooted in employee interactions and personal connections 
that occur within the same physical space. As a result, most organizational 
culture initiatives happen in offices rather than in remote environments. For 
instance, offices help facilitate culture when cohorts of recruits are interviewed, 
new hires are trained, co-workers eat lunch, teams celebrate successes — 
together in the same office space. These spaces are often designed to reflect 
company culture and/or values and create a cohesive workplace identity; 
these elements of the physical space are unique to that company and hard to 
replicate in home-office or remote settings.

Additionally, although culture measurement remains the same regardless of 
work location, an organization’s ability to bring about culture change is curtailed 
in a remote environment. For example, an organization that wants to cultivate 
a team-oriented culture will be able to influence employees in their offices 
more easily than those in remote environments.

According to a July 2021 poll of HR executives, more than 70% expect their 
organizational culture to change in the “new normal” of remote work. Thus, 
organizations must begin making small changes to their culture as soon as 
possible to mitigate the degree of culture change that might be necessary to 
support remote work in the future — when it is even more common. To do so, 
leaders must facilitate a mindset shift from a culture that supports remote 
work to a culture that treats remote work as normal. Leader role modeling — 
where leaders and managers at all levels understand and demonstrate 
organizational values — not only mitigates undesirable behaviors but also 
improves employee engagement and performance. From a remote worker’s 
perspective, consuming stories of leaders and managers who demonstrate 
behaviors consistent with their organizations’ cultural values and belief 
system encourages them and their direct reports to follow suit.
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Case in Point:  
Telstra’s Leader Role Modeling for Flexibility

Despite offering flexible work policies, Australian telecommunications 
company Telstra realized flexible work was not widely experienced, 
limiting the diversity of its workforce. To address this problem, it asked 
its senior leaders to model flexible work and encourage their teams to 
try new types of flexible working arrangements. Leaders who modelled 
and encouraged new ways of flexible work were recognized on Telstra’s 
internal and external websites. By showcasing leaders who were doing 
flexibility well, Telstra created soft accountability and peer pressure for 
its entire senior leader population.

From the employees’ perspective, knowing their leaders not only 
supported flexible work but also worked flexibly encouraged them to 
follow suit. Employees didn’t have to fear remote work would be viewed 
negatively if their leaders were also working remotely.

Telstra used leader role modeling to foster a culture of flexibility. 
Organizations can use the same concept to nudge their remote and 
office-based workers to display behaviors in keeping with their 
cultures and values.

Emotional — The hack triggers a visceral reaction. Emotional reactions are 
more memorable than analytical ones. Change is primarily an emotional 
process, not an analytical one, so hacks should incite an emotional reaction 
(for example, surprise, shock, humor, discomfort, fear or love).

Immediate — The hack shouldn’t take months to manifest. Effects of the  
hack — the emotional reaction, for example — should be practically immediate.

Visible — The hack should have high signaling power to the group targeted for 
change. That is, it should reach the whole intended audience, powerfully. Even 
though the change may be small, it should signal unequivocally to the intended 
group that something has shifted in the culture.

Low-Effort — The work required to prepare the hack should be completed in 
less than 48 hours. If a hack requires, for example, three people to work 
steadily for a month to prepare it, then it’s not a hack.

For example, to promote collaboration between remote and on-site workers, 
an organization might encourage office-based employees to schedule a 
monthly virtual “coffee ‘n conversation” meeting with a remote worker they 
haven’t met before or spoken to in awhile. They can use this time to either ask 
for work-related advice or build relationships with one another. This initiative 
elicits an “immediate emotional” response from employees (surprise, discomfort), 
is “visible” to all employees and doesn’t require any extra “effort” by the 
organization. It is a simple yet powerful request, as employees realize their 
organization doesn’t just say it values collaboration but has taken concrete 
steps to show it does.

Additionally, organizations can employ culture hacks. Culture hacks are small 
changes that make use of a single area where culture is vulnerable to change. 
Great culture hacks have four characteristics:



8Gartner for Marketers                    Follow Us on LinkedIn                    Become a Client  

Communications’ Role in Managing the Experience of Remote Workers

Foster Organizational Community

Remote workers often work out of their homes or a different office space, 
limiting their interactions with peers and teammates. As a result of this isolation, 
they may experience feelings of loneliness and doubt. Two out of five remote 
workers don’t feel connected to their colleagues. Additionally, according to a 
survey by Vitalsmarts, they are more likely to report feeling colleagues mistreat 
them and leave them out of conversations. If these problems are not addressed, 
they can lead to remote employee disengagement and lowered productivity.

To counter such feelings, organizations must create a sense of community that 
supports collaboration between remote and nonremote workers. Three key 
segments make up a remote worker’s community — leaders, managers and 
peers. Each of these groups can improve the remote experience.

Leaders 
Ensure leaders connect regularly (both formally and informally) with remote 
workers. From a remote worker’s perspective, this could mean receiving direct 
email or chats from a leader, being connected to a leader’s internal social 
media posts, or attending video townhalls. Encourage leaders to consider how 
they can increase their accessibility to remote staff — through Q&A sessions, 
feedback polls or otherwise.

Managers 
Managers should set clear expectations for remote workers, defining 
performance expectations and setting clear goals to help them set ground 
rules for their work:

• Encourage managers to exemplify the virtues of a Connector manager. 
These managers give targeted feedback in their own areas of expertise 
or “connect” employees with others on the team or elsewhere in the 
organization who are better suited to the task. Remote workers who might 
not know their peers as well as their office-going counterparts will find this 
technique extremely valuable.

• Ask managers to keep remote employees in the loop on all team 
communications, even if they don’t concern them. Ask managers to seek 
their participation during team calls and meetings and solicit their 
feedback on a regular basis.

• Encourage managers to regularly highlight remote workers’ positives 
instead of constantly calling out their flaws. While fully remote and never-
remote employees receive comparable performance evaluation ratings, 
our research shows employees working fully remote are twice as likely to 
frequently receive corrective feedback. Remote workers, who may already 
battle feelings of not measuring up to the team, appreciate managers who 
invest the time and effort to build them up.

Peers 
Encourage peers to set up informal conversations with remote workers they 
don’t know or those on other teams. Doing so will not only help them build  
a personal relationship with these remote workers but also leverage their 
strengths and any areas of expertise they might have discovered while getting 
to know them.
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Case in Point:  
Fortive’s 10 Cups Networking Initiative

Rather than providing employees generic tools and infrastructure to 
expand their networks, Fortive developed a formal networking framework 
that empowers employees (remote and not remote) to build and 
manage networks effectively. This initiative, called “10 Cups,” requires 
employees to sign up to be part of the 10 Cups Networking Distribution 
List. Employees can then access a “Networking Tip Sheet” as a guide 
to selecting who they have their 10 Cups of Coffee or Tea Networking 
Session with. Employees subsequently set up individual times with 
each of the 10 people they’ve selected and after each session, capture 
one new thing they’ve learned about themselves, the person they’ve 
spoken to, the business and/or their profession.

The initiative has helped Fortive’s employees explore alternate career 
paths and opportunities, and has provided them opportunities to receive 
career guidance. It has also increased employees’ exposure to senior 
leaders throughout the organization and provided them opportunities 
to develop their skills and increase their confidence.

Promote Remote Well-Being

The lines between work and life are often blurred for remote workers because 
their homes often double as office spaces. As a result, remote workers may 
struggle to “switch off” from work. The lack of travel, limited movement and 
fixed schedules also take a toll on the body of a remote worker. In fact, one  
of the major downsides of remote work is wellness-related. The International 
Labor Organization found remote workers commonly experience insomnia and 
sleep disturbances. Potential reasons include remote workers’ perception that 
they need to be flexible and contribute more than their office-going peers.  
If not addressed, all these issues may adversely affect the personal and 
professional lives of remote workers.

To help remote workers maintain their confidence, some organizations are 
redesigning their health and wellness campaigns, revamping or launching 
company fitness challenges, making online workouts available to employees 
or sharing links to free online resources for workouts. Some organizations have 
also added resources to improve sleep or nutrition, free or discounted access 
to physical activity apps, or discounts on healthy food subscription services.
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Additionally, a mental health employee resource group can help remote 
employees with shared interests or backgrounds freely express themselves 
and offer support to others by providing a forum to talk about mental health 
issues without fear of being judged. Remote workers often don’t have an 
avenue to express themselves freely and having such outlets can benefit  
them greatly.

Although these forums and avenues are a great way to support remote 
workers’ physical and mental health, other simple measures can be taken by 
every manager and employee to support their remote-working counterparts. 
Practical and easy solutions include setting remote-friendly meeting schedules, 
limiting virtual meetings to 90 minutes and using the delayed send option 
when sending emails to remote workers outside their scheduled work hours.

 
Case in Point:  
Walmart’s Use of Supportiv

In light of the COVID-19 pandemic, Walmart has partnered 
with Supportiv, a peer-support service organization, to 

provide its employees with a forum to express and address their fears.* 
Using Supportiv, employees can talk to one another (anonymously if 
necessary) about their everyday life struggles, including relationship 
issues, work conflicts, parenting challenges and family drama. Employees 
can also access readily available audio and video content regarding 
mental health and wellness. Additionally, they can talk to trained 
mental health moderators who guide “troll-free” conversations and 
make recommendations.

* Source: For Grocery Workers, the Need for Mental Health Might Outlast Coronavirus 
Pandemic, CNBC.
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Conclusion

As organizations begin to shift to permanent remote work arrangements, 
Communications leaders have the opportunity to effectively manage their 
remote employees’ work experience. To do so, they should:

• Evolve organizational culture to become more remote-friendly.

• Foster an organizational community that supports and collaborates 
effectively with remote workers.

• Support initiatives that provide remote workers with psychological support.

Note: The organizations profiled in this research are provided for illustrative 
purposes only and do not constitute an exhaustive list of examples in this field 
nor an endorsement by Gartner of the organization or its offerings.
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Template
Strategic Planning for 
Communications
Put your strategic plan on one page with 
this template.

Webinar
Generate Audience Support 
Through Social Impact
Uncover audiences’ expectations for 
social impact by your organization, 
and learn what motivates support from 
employees and consumers.

Download Template Watch Webinar

eBook
Redesigning Work for a Hybrid 
Future
Use this eBook to dispel hybrid 
workplace myths and learn realities.

Insights
Lead a World-Class 
Communications Team
Access tools and insights to drive 
business results.

Download eBook View Insights

Already a client?  
Get access to even more resources in your client portal. Log In

Explore these additional complimentary resources and tools 
for marketing leaders:

Actionable, objective insight
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