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Debunking the productivity myth – hybrid working

boosts the economy, and benefits businesses and

employees

As the world continues to grapplewith the worst pandemic in a century, many

business leaders are re-examining how and whereemployees work.

Work has become a thing you do not a place you go, and all around 

Australia organisations are embracing hybrid working.

Employershave found the changesurprisinglyeffective and employees have

relished the flexibility and convenience.

This research shows whyhybrid working is a once-in-a-generation opportunity

to boost productivity, increase participation, innovation and collaboration, and

satisfy employees’ desirefor flexibility.

For the first time on this scale it also bringstogether learnings from major 

employers who haveembraced hybrid working to share what works and why.

Hybrid working is very different to lockdown working where there is

no element of choice, and where the physical and mental pressures of

lockdown require different strategies.

Key findings
In economicterms, a shift to hybrid working has the potential to boost 

Australia’s economy by:

$18.3 billion and create an additional 42,500 full time 

jobs over the next decade.

Businesses adopting a hybrid model:

For small businesses, fewer are yet to realise the benefits of hybrid working;

but the opportunity is clear - income is estimated to increaseby 7% for small 

businesses that do so successfully.

Hybrid working is delivering gains across the board:

• Productivity gains - by unlocking creativity and innovation within

business and delivering newexperiences for customers

• Participation gains - by increasing participation, particularly by 

women

• Talent attraction and retention gains - by enabling the 

recruitment of candidates from across the country.

And employees are embracing the change:

Hybrid working improves empowerment,trust and empathy between 

employer and employees.

Employees are showing increased engagement with who they work for and

the work they do.

With the right support in place employees can better balancetheirwork (and

productivity) with other commitments.

90% of employees believetheir mental health has improved or stayed the 

same, and

54% value the choice to work in hybrid ways the same, or

more, than a 5% pay rise.

are 28% more likely to deliver new and innovative  

products or services to the market

are 22% more likely to increase their productivity  

have a 6% increase in income.
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Key learnings
Research, including interviews with key executives 

from major corporations, has revealed3key learnings

for businessleaders in building the right foundations

for hybrid working. These include:

1. Making bold and deliberate choices: 

Understanding the needs of their business and 

people to builda sustainable hybrid work model

that can benefit their wholeecosystem.

2. Knowing where to invest: Using these choices to

drive decisionson where to invest across people,

tools and technology, processes, policies and

workplace.

3. Staying committed: Knowing that hybrid working is

still evolving, businesses are listening to their people,

learning from their experiences and others', and

staying true to their ambitions.
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Telstra CEO Andrew Penn has alsodescribed how

making the most of the challenges created by the 

pandemic are key to Australia’seconomic prosperity

and nationalsecurity. He said:

“We need to be bold, to not squander the

opportunity to think differently, to not just

recover but recover stronger by building

more resilient, more digital, more 

future-ready organisations… We have an 

historic opportunity now to renew,

revitalise and reimagine businesses fit for

purpose in the digital age. It is a moment 

we must not waste.”

Opportunities in a new normal
It is clear hybrid work is here to stay. For businesses,the 

transition to hybrid work is more than just a logistical 

challenge, it should also prompt leaders to reassess their

systems and processes, and understand how to

build and sustaina healthy hybrid workplace culture.

Even before COVID-19it would havebeen naiveto think 

technology was not going to continueto drive changes in

our lives and in our workplaces – the real issue then is how

do we respond and how do we prepare ourselves for the

future.

This research examines a range of hybrid working

strategies being employed by companies. It is not yet 

clear which ones will prove to be the most effective,

but one thing is clear: at a time when the majority of

employees say they prefer hybrid working, the old

model of nine-to-five office work is gonefor good.

Executive Summary

This report provides a detailed quantitative analysis of the impacts of hybrid working. It is based on forensic business modelling of

Australian Bureau of Statistics data covering 7,000 organisations; a recent survey of 1,500 business leaders and employees;

and economic modelling of the impacts of hybrid working on labour force participation. It also includes case studies of how leading 

businesses across banking, mining, retail, technology, and telecommunications are adapting the culture and practices of their

organisations.



Hybrid working is...

Lifting employee engagement through empowerment Still evolving
Continuous improvement is key to the success

of hybrid working withinbusiness.

66% of employees are asking for more 

software or hardware support

22% of employees find start, break 

and finish times areblurred

28% of business leaders are concerned 

hybrid working will impact customers

Hybrid working will  continue to 

play an important role during and 

after the COVID-19 pandemic.

employees say  
they received 
more work

32%

employees say  
they are more 

s tressed due to
COVID-19

36%

Opens up working 

opportunities for 

people regardless  

of where they

live or personal 

circumstances, 

including those 

with a disability or 

those with caring 

responsibilities.

An economic boost for Australia
Reducing barriers to workforce participation can deliver:

$18.3 billion
additional economic activity

42,500
full-time jobs

over the next 
10 years

2021

2031

Here to stay
Percentageof employees 

hybrid working:

Pre-COVID-1919%
(expected) 
Post-COVID-1935%

An accelerator for business performance

90%
agree their mental 

health has improved 

or stayed the same

54%
consider hybrid 

working to be as or 

more important than a

5% pay rise

83%
agree their physical 

health has improved 

or stayed the same

“We’ve proven over

the last 12 months

that we don’t need

to be working in the

office together to

innovate, let’s build on 

that experience and 

challenge ourselves 

further.”

Andy Penn, 

CEO of Telstra

higher income
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more likely to increase productivity

more likely to do something new and innovative

more likely to offer improved customer service

22%
28%
12%
6%



Hybrid working can take many forms and

there is no single perfect model. For a

business, how hybrid working is established 

and succeeds depends on the business’

leadershipcommitment, culture and 

values, technology readiness,employee 

preferences and the adaptabilityof its 

customers.What works for an industry

dependson its occupational mix and 

market conditions. What works for an 

economy depends on its policy settings, 

regulatory approachand labour market 

environment.

However, all businesses that successfully 

implement hybrid working have common 

factors. These are:

5CONFIDENTIAL

1. Make bold and deliberate choices

2. Know where to invest

3. Stay committed

Invest in tools and technologies for a new 

workplace. Businesses are redefining the

workplace as a physical and digital ecosystem

that extends beyond their office walls. This

requires investment in the right systems,

processes, toolsand technologies and an

increasedfocus on cyber-security. Employees 

will also need to be continually upskilled on 

their digital fluency and cyber skills. Ever-

evolving hybridworkingpractices will build an 

adaptive workforce and business.

1. Make bold and deliberate choices

Leaders lead the change. Leaders who role model hybrid

working –practices, behaviours and mindsets –set the

standard for those they lead and the acceleration of

change across the business

Focus on outcomes, not inputs. Hybrid working 

changes the way peoplework, the relationship 

between employee and leader and, therefore, how

employee performance is measured. Leaders need to

shift performance metrics from inputs(timeat desk) 

to outcomes (work delivered). Flexible work creates

more decentralised decision-making –where

employees are given greater autonomy (where

appropriate) over their work. Furthermore, leaders 

need to shift their mindset from ‘supervisor’ and

‘decision-maker’ to ‘empowerer’ and ‘enabler’.

Embrace the many forms of hybrid working. Hybrid

working can range from flexiblerostering and job sharing

to remotely working for specific tasks and being face-to-

face for others. Pushingthe definition of flexibility means

businesses can now reach a wider pool of talent who are

even more diverseand geographically dispersed.

2. Know where to invest

Factors for success

3. Stay committed

Trust in employees. Businesses that empower their 

employees with the choice of where, when and how to

work build a cultureof trust and a collectivedriveto

make it work. This requires involvingemployees in

decision making, communicating with transparency, and 

actively listening to how hybrid working can evolve and

improve.

Practices and culture that support employee wellbeing.

Increased time spent working is a common source of

elevated stress for hybrid working employees, amongst

others. Businesses supporting hybrid working are doing so

by prioritising their employees’ personal and caring

responsibilities, broader life aspirations and wellbeing. 

Successful hybrid working businesses are puttingthe right 

structures in place, which are rolemodelled by 

leadership, helping themmanagemental health

and normalisenew ways of working intheir teams.
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Introduction

As Australia plans for the post-COVID-

19 era, a renewed focus has been 

placed on the future of work. When

the question of where to work is driven

by business and employee choice, 

rather than lockdowns, what is the best 

mix of working remotely and in person? 

How can businesses satisfy the 

changingexpectations of employees,

continue to offer flexibility, support

employee wellbeing, and operate 

successfully in the new era?

The accelerated opportunity to re-imagine how
we get work done
Pandemic lockdowns broke down barriers to working from 

home. They dramatically accelerated the uptakeof hybrid

working –almost overnight, so many of us had to adapt.

An Australian Institute of Family Studies survey in 

June 2020 found that the proportion of people 

surveyed who were “always working from home” 

rose from 7% before the COVID-19pandemic to 60% 

during thepandemic.1

Hybrid working is very different to lockdown working 

where there is no element of choice, and where the 

physical and mentalpressures of lockdownrequire 

different management strategies.

Business responses to the pandemic disruption 

ranged widely. Some companies, such as Spotify, 

committed to allow employees full hybrid flexibility.

The company’s Work FromAnywhere policy now 

liberates employees to work full-time from home,

office or a combination.2 Facebook also expanded its

policy,so that all employees enjoy the option to

permanently work from home if their roleallows.3 At

the other end of the spectrum, most investment

banks are now urging employees to return to the

office (where feasible).4

Connection remains key
Innovations intechnology, as well as changes in 

business operations and digitalcapabilities, have 

created opportunities for us to stay connected

in meaningful ways. The number of UnitedStates (US)

patents for technological innovations to

accommodate a home-based workforce more than

doubledfrom January to September 2020.6 We’re

together,even if not in the office.

A recent survey found the workplace was the primary 

source of meaning and social connection for 7 out of 10

Australians of all ages, with Generation Z (born from the 

mid-1990s onwards)coming in highest at 76%.5 Another

survey showed that employee sentiment towards

workplace flexibility was initially characterisedby

excitement and productivity uplift, but as the novelty of

working from home wore off, employees had a greater

need for social interaction.7

Hybrid work is productive work
Hybrid working is evolving into a key productivity strategy

for businesses and governments.Studies on self-assessed

employeeand business productivity under hybridworking

arrangements showthat whenemployees can choose

where to work they perform better. Thosethat are more

productive in the work- focused office environment can 

do so, while those that prefer to concentrateat home 

can, too.8 And it’s not static– it can change.  

To ensure that hybrid working arrangements continue to

deliver these benefits, leaders haveto implement and

adapt the policiesand strategies that support 

employees and maximise positive outcomes –

including satisfaction, productivity and performance. 

Businesses also have a range of industrial relations, work

health and safety, and insurance and liability issues to

keep in mind.
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About this report
This report will inform the debateabout hybrid 

working by:

• quantifyingthe economic impact of hybrid 

working through its increase in labour force 

participation

• identifyingthe effect of hybrid working on key

business outcomes including revenue, productivity

and innovation, based on Australian Bureau of

Statistics (ABS) Business Longitudinal Analysis Data

Environment (BLADE) analysis*

• providing a snapshot of people’s experiences of, and

attitudes towards, hybrid working, based on a

survey of 1,500 employees and business leaders

• demonstrating howleading firms have 

implemented hybrid working in banking 

(CBA), mining (BHP),technology (Microsoft),

telecommunications (Telstra), retail (Officeworks) and

othersectors

• analysing the impact of hybrid working on

employee engagement and wellbeing

• identifying the business success factors for 

hybrid working.

* The authors acknowledge the contributions of Professor Robert 

Breunig and Dr Jacquelyn Zhang, from the Crawford School of Public

Policy, at the Australian National University, who assisted with the 

econometric analysis of ABS data.

“Ultimately, we need to be less concerned about

where our people are, their time-on-the-job

and how they are doing their work. What matters

is when and how they are most effective, what 

delivers the best outcome for our customers and for 

our businesses.”

Andy Penn, CEO, Telstra9

Introduction
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COVID-19 has acceleratedthe shift 

towards hybridworking with 43% of

businesses engaging in hybrid work,

up from 19% prior to the pandemic.

See Chart 1.1.

The shift in work patterns has been greatest among

employees living in metropolitan areas. 41% have 

increased their share of remoteworkingsincethe onset 

of the pandemic.This compares with 23% of employees

living in regionalareas who did so.

Employees value hybrid working.

54% say it is more important or as important to them

as a 5% pay rise. Another57% say it is more important 

or as important as leaveentitlements.

Carers, Millennials and employees of large businesses, in

particular, value hybrid working arrangements.

Interestingly,twice as many businesses now say 

promoting a better employeeexperience is the

biggest driver in adopting hybridworking, 

compared to the pandemic itself.

Chart 1.1: % increase in hybrid working sincethe COVID-19pandemic, across industries

In the survey, businesses could indicate the proportion of employees hybrid working through either working remotely or working flexible

hours (at least one day a week)

Pre-COVID-19 During COVID-19

19
%

43
%

There are 60% more job vacancies than pre-COVID-19.1 In this tight labour market,
businesses that don’t offer hybrid working risk missing out on high performing and
diverse talent and skills.
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Hybrid working is here to stay 

but is expected to moderate as 

the pandemic recedes. 35% of 

employees expect to engage in

hybrid working in the future. This is 

down from43% at the height of the 

pandemic, but still well above the pre-

pandemic level of 19%.

Employees are split when asked about their 

future plans to return to pre-pandemic working 

arrangements.

As shown in Chart 1.2:

• 30% say they want to return to previous 

working arrangements

• 20% say they likethe new arrangements more

• 28% are still deciding

Overall, it appears employees want different working 

arrangements for different reasons. There is no

one-size-fits-all.

A range of factors influencepreferences for hybrid 

working. The survey for this report found that employees 

aged 18-44 and employees with shorter tenure(under 10

years) were morelikely to want to explorenew working

arrangements.

Chart 1.2: Employee plans to return to pre-pandemic working arrangements

30
%

28
%

20
%

22
%

Pre-COVID-19
working
arrangements

A balance between 
old and new
working 
arrangements

Keep current 
working
arrangements

Still
deciding

N = 1,002

Hybrid working in the future

As hybrid workingbecomes a mainstay, its sustainability will depend on businesses
redefining their employee value proposition (EVP).

Business leaders, what practices, policies and processes will you need in this new 
working environment – including values, behaviours and skills – so your EVP is a 
lived employee experience, not just words on a poster?
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Opportunities for Australia’s suburban and 
regional areas
Hybrid working is shaping Australian cities now and into

the future. Populationflows from inner cities to suburban 

and regional areas have grown strongly since2020.

Regional centres like the Gold Coast, Sunshine Coast,

Geelong, Wollongong and Newcastle have benefited the

most from people migrating out of capitalcities.1 For

those people that remained in cities, the suburbshave

become a week-day hubfor coffee, lunchand retail

activities. Indeed, some suburbs in Sydney and

Melbournehave seen foot traffic return to pre-

pandemic levels (when not in lockdown).2

Impacts on Central Business Districts 

The move to suburban and regionalareas has impacted
Central Business Districts (CBDs). In Melbourneand
Sydney, employment of peopleworking in the CBD
dropped significantly during lockdownsand will remain 
below pre-pandemic levels beyond 2025(Chart 1.3).3 

Demand for CBD office space could fallby 15% if 
employees work remotely for two days a week, going
forward.4

City-based retailers are feeling the brunt of the shift 

from foot traffic to web traffic. Myer, for example, 

reported that CBD sales dropped 32% in the first half of

FY21, whereas sales outsideof the six CBD

stores was up 6.3%.5 This has flowed through to 

commercialand residential rents in metropolitan areas.

Prime CBD office rents fellmore than 10% in Sydney and

Melbourne in 2020 as vacancy rates rose.6

Re-imagining the CBD
Less frequent commuting,reduced foot traffic in major

economic centres, and fewer employees in the 

workplace willhave ongoing implications for the spatial

patterns of economic activity. This presents an

opportunity to reimaginethe futureof Australia’s cities,

where “going intothe city” means choosing to connect

with colleagues and customers,and where sports, arts 

and entertainment find morespace to thrive.

Hybrid working is redesigning offices 

A future with hybrid working has led many

businesses to question the roleof their physical

spaces. The value of offices is now in facilitating 

collaboration and ideation, client engagement, and

knowledge sharing, as wellas access to unique or 

specialist amenities.

With more time spent at home working, the home is

also adapting –with personal spaces being 

redesigned with office equipment and modular

design renovations, to bring to life the ‘homeoffice’.7

Chart 1.3: Forecast employment in the City of Melbourne CBD

Source: Deloitte Access Economics (2021).Melbourne employees working remotely are those working remotely as a result of COVID-

19. Those who worked remotely prior to COVID-19 and continued to do so are not included in these estimates.

400,00
0

300,00
0

200,00
0

100,00
0

0

2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025
2026

Forecas
t

Melbourne employees
who are working
remotely

Employment of workers
who  are working in
Melbourne

Employment at
Melbourne based
organisation

The number of coworking spaces worldwide are expected to double 
between 2018 and 2024,8 and are starting to move to the suburbs.9 

Business leaders, have you considered coworkingpartnerships?

Our shifting economic landscape
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From the size and shape of Australian 

cities to that of workspaces, hybrid

workinghas created a paradigmshift in 

the approach to workplace strategy -

and it’s experience-led.

Over the years, traditionalapproachesto workplace 

strategy and design have centred on the physical 

workplace or ‘the office’, focusing on the interactions 

that happen within its four walls. Rather, today

the workplace is an integrated suite of physical and 

virtual environments and the supporting ecosystem

and infrastructure that sits around it that

fundamentally enables hybrid working. Workplace

strategy and design must now approach employee

experienceholistically, considering impact across 

space, place, technology, process, policy, culture and

behaviour.

The role of the physical workplace 
has changed
Remote working, and proven efficiency of dispersed 

teams, has led businesses to reconsider the purpose of

their office spaces.

The challengenow is deciding how businesses might 

reimaginethe space they do have, adjusting a mix of 

settingsto suit new waysof working, embedding the 

flexibility of digital tools with an enhanced focus on

employeewellbeing and safety, business continuity and

cyber security.  But, most importantly, businesses must

design the new employeevalue proposition for the physical

office of the future.

People, culture and 
ways of working 

Organisational design, 
leadership, cultural 

learning and the way
we  approach work 

and teaming

Virtual office

The tools, technology
and platforms we use 

to collaborate and 
communicate

Physical workspace 
The spaces, places, 
settings and tools

that bring us 
together and 

support productivity

Hybrid working
experience
‘Workplaces’ in the new normal
exist in every element of the 
employee experience regardless of 
location, and are enabled by an 
integrated suite of physical and 
virtual environments, interactions, 
and ways of working

Workplaces of the future

Business leaders, is your workplace strategy designed for resilience and 
adaptability? Future proofing your workplace will require a new value 
proposition for the office which creates dynamic workspaces with an increased
focus on employee wellbeing and safety, business continuity and cyber security.

‘Workplaces’ in the new normalexist in
an integrated suiteof physicaland 
virtual environments, interactions, and 
ways of working.The workplace is not 
bound by location and has created new 
opportunities along the employee 
experience journey for building culture,
supporting wellbeing and enabling
productivity.
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Employees overwhelmingly cite the

nature of their work, company rules

and policies, andpersonal choice as 

the three biggest factors driving their

adoption of hybrid working

arrangements.

The nature of work can determinewhether hybrid

working is possible –with information and

knowledge-based roles that do not require physical 

proximity moreeasily performed remotely.It is

the biggest driver for hybrid working, followed by 

company rules and policies (seeChart 1.4).

Businesses need to commit to supporting and 

empowering their people. 50% of businesses that 

provide support to facilitate hybridworking for their 

employees report increasesin remote working, 

compared with 18% for businesses that provide no

support.

Even for roles not typically suited to hybrid working, 

employers are investing in waysthat give their employees

as much choice and flexibility as possible, whilst rewriting

policies and processes to set clear hybrid working

expectations.  

Chart 1.4: Factors driving employees’ work arrangements since COVID-19

40
%

30
%

20
%

10
%

0%
OtherArbitrary  

decision
How my Company rules  
colleagues
work and policies

The 
nature  of
my work

Personal  
choice

Remote
working

Flexible
hours

22
%

25
%

35%

38%

32
%

6% 6%

2%
1%

2%
1%

29%

Drivers for employees

Business leaders, have you defined hybrid working principles for your entire 
workforce? Take into account the nature of work by role and challenge ‘what
needs to be true for these roles to flex?’ to re-establish the boundaries for how
your employees deliver work.
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71% of employees say they face  

barriers to hybrid working.The 

biggest of these is technology, such as 

network connectivity and home office

set up. Another major barrier is

balancing personal and family 

commitments.

See Chart 1.5.

Businesses need to invest in technology to 
enable working from home.
35% of employeeswant hardwaresupport like monitors

and desks. 31% want software support such as greater file

accessibility and security.

Enabling employees with the right technology and 

ergonomic set up to work remotely is an investment not

only in their productivity, but also their wellbeing. Other

barriers such as longer work hours needto be addressed

through active leadershipand role modelling behaviours 

that are healthy and sustainable.  

Chart 1.5: Employee barriers to working from home

30
%

20
%

10%

N = 679

35
%

0% 25
%

15
%

5%

I can’t
concentrate

It is not sufficientlyquiet at
home

Health and safety concerns

I feel lonelyand isolatedat
home  I 

don’t work as well without 
interacting with my colleagues

Concerns my employer will  
question my performance

Other, please specify

I don’t face barriers when 
working from home

Technologicalbarriers

I am distracted by personal and
family commitments

My start, break and 
finish times are blurred

I eat too often or too much

29%

27%

25%

22%

17%

15%

14%

14%

10%

9%

9%

7%

Barriers for employees

Business leaders, does your technology strategy support a sustainable hybrid
working environment for your people – where ever they choose to work?
Consider how modernising your tech landscape can enhance virtual
collaboration and communication.

15CONFIDENTIAL



Great business leaders lead by example 

and effect positive long term cultural

change.

At present, 78% of large businesses (with 1,000 or

more employees) cite the need for better company

culture for hybrid working.

Employees will follow the example set by 
their leaders.
As shown in Figure 1.1, hybrid working patterns  

were similar for business leaders and the 

employees they manage.

When business leaders had a major increase in their own 

hybrid working, 64% of employees under their leadership 

did also. Comparatively,wherebusiness leaders only 

moderately increased hybrid working, only 32% of 

employees adopted a major increase.

Change starts from the top and leaders must enable their

teams through rolemodelling trust and empathy, whilst 

actively supporting the adoption of hybrid working.  

Figure 1.1:Change in hybrid working exercised by business leaders compared to employees

Amount of hybrid working exercised by business leaders
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increase

Moderate  
increase

Stayed the
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Moderate  
decrease
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Major  
increase

%64
1

6

% 6% 0% 0% 0%

Moderate  
increase

% % %32 54 27
13

% 0% 0%

Stayed  
the same

% % % %2 26 59 56
50

% 0%

Moderate  
decrease 0% 3% 5% 3

1

% %17
1

3

%

Major  
decrease 0% 0% 2% % %0 33

25

%

Unsure 2% 0% 2% 0% 0% 63%

The role of business leaders

Business leaders, your behaviours and actions set the standard. How is your
business investing to build leadership skills to unlock hybridworking
potential? Examples include building trust, psychological safety, empathy, 
inclusion, and fairness.
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86% of businesses say they have 

challenges to overcome when 

undertaking hybrid working.

Many employees havebeen able to go hybrid 

because the natureof their roles allows

for flexibility in where, when and how they 

work. But for those who haven’t been ableto, 

nature of work it cited as the biggest barrier to 

hybrid working.

See Chart 1.6.

For many Australian businesses, employees are located

where work is delivered. For example, manufacturing

requires employees to operate machinery on-site; bricks 

and mortar retail requires employees to serve customers

face-to-face. Most medicalpractitioners treat patients

in-person. In cases likethese, unlocking the potential of

hybrid working needs disruptive thinking and upfront

investment.

Potential impact on customers is perceived to be the 

second biggest barrier. But this can be addressed with 

appropriate investments. For instance, about 47%

of executives in consumer-facing businesses plan to 

expand their digital investments to ensure customer 

relationships are not compromised as a result of

hybrid working.1 Data suggests, however,that the reality 

of the impact on customer relationships is largely positive 

or neutral on average. 77% of businesses say customer

relationships have in fact improved or stayed the same.

These experiences differby industry and role.

Chart 1.6: Business barriers to working from home

30%20%10%

N = 250

35%0% 25%15%5%

Nature of work

Technological barriers

Locational barriers

Training barriers

Health and safety concerns

Concerns about employee
performance

Contract flexibility

Lack of visibility around 
employeework hours

No barriers to hybrid working

Customer impact

Employee interest

Limitations in company
rules or policies

Workplace culture

33%

28%

26%

22%

22%

20%

20%

18%

17%

14%

14%

12%

12%

Business barriers

Business leaders, how are you re-imagining what hybrid working experience is
possible for those located where the work is delivered? What investment are you
prepared to make to also ensure you maintain or enhance your customers'
experience?
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Remote workforces bring challenges to

everyday technology and throws a 

spanner in the works of cyber security 

and the use of remote access

technologies to log into corporate

networks.

Many organisations have built their security tools for 

working on secure office networks, not working from 

home. The use of less secure communications, an increase

in nonstandardbusinesspractices, and the rapid

introductionof significant business change have impacted

organisational risk profiles.

• Cyber security incidents were estimated to cost the 

Australianeconomy up to $3.5 billion last year.1

• The Australian Cyber Security Centre receives a 

cyber-crime report every ten minutes.2

• 62% of small businesses report having 

experienced a cyber security incident.3

• And globally, theWorld Economic Forum predicts that 

cyber-crime could cost the global economy US$6

trillionin 2021.4

Businesses can minimisecyber risks by training employees

to be cyber safe, encrypting data, knowing wheredata is

stored and who has access, backing up systems and data,

having strong business continuity plans, keeping software 

updated, ensuring devices on company networks are

managed by the company with enhanced security (VPNs)

with multifactor authentication,using strong passwords

which are changed regularly and considering purchasing 

software to assist or a managed network and software

solution.

“Malicious actors and criminals are responsible for 

three in five data breaches notified to the OAIC…This

includes ransomware attacks, where a strain of 

malicious software is used to encrypt data and

render it unusable or inaccessible. … [Trends]

highlights the need for organisations

to have a clear understanding of how and where

personal information is stored on their network, 

and to consider additional measures such as 

network segmentation, robust access controls and

encryption…Organisations must

also continue to assess and address any privacy 

impacts of changed business practices, both during

their response to the COVID-19 outbreak and

through the recovery.”5

Australian Information Commissioner and Privacy Commissioner, 

Angelene Falk, 31 July 2020

Secure remote working to reduce cyber risks

Business leaders, how robust is your cyber security strategy? Do you have the
necessary tools and training in place to minimise cyber risks when your 
employees are hybrid working?
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Since COVID-19, the biggest increases in

hybrid working have occurred in the 

Australian Capital Territory (ACT), 

Victoria and New South Wales (NSW).

See Chart 1.7 and 1.8.

Many factors influence an Australian state or 

territory’s adoption of hybrid working. These include 

the mix of different industries, the amount of disruption

caused by the pandemic, as wellas company policies

that determinewhere employees can perform their

roles.

It would appear the high proportionof employees in 

public administration and safety in the ACT relative to

other states contributed a large number of jobs well-

suited to hybridworking. Lockdowns in Victoria likely

drove the state's high adoption rate. Whereoffice

headquarters and key government centres are located 

could have also played a role in higher hybrid working 

uptake in NSW,Victoria and ACT. Cities with a larger

concentration of employees were likely to have had bigger

face-to-face work practices pre-pandemic, than cities with

satellite offices wherepeople were typically already

working remotely.  

A significant proportion of employees in every state

and territory reported a rise in hybridworking. 

Chart 1.7: Change in hybrid working from pre-COVID-19 to during COVID-19

Chart 1.8: Change in flexible working from pre-COVID-19 to during COVID-19
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Hybrid working by state and territory



Never has a single event so 

significantly affected employment 

around the world, like the COVID-19

pandemic. While most countries’

experiences with lockdowns and 

working from home were similar, how 

they emerge from the pandemic

could vary greatly.

Australia had an above average levelof working from home

in 2020 (47%, using a slightly different time period 

compared with elsewhere in this report), compared with

around 40% across 12 developed economies analysed by

the Organisation for Economic Co-operation and 

Development (OECD).

Overall,different levels of hybridworking around the

world reflect several factors: government policies,

the industry and occupational mix of different 

countries, the extent of working from home or 

teleworking in the past and various country specific

factors. For example, UK law allows employees to ask

for working from home arrangements (so had higher

rates), but not all countries havesuch provisions.

The OECD has identified key areas of government 

policy that can be used to maximise the benefits

and minimise thecosts of hybrid working (Figure 1.2).

Hybrid working around the world

5

6

7
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Figure 1.2: Key government policies to help maximise productivity benefits of hybrid working

Invest in broadband communication infrastructure and targeted
financial support for ICT upgrades

Improved childcare and tax policies to encourage fair
sharing of household & caring responsibilities

Regulatory reform to facilitate hybrid working, such as digital
signatures and protect against risks, such as privacy policies

4 Regional co-working spaces for in-person innovation

Skills investments, especially online, for employees in regional
areas so they can join knowledge workforce

Employee rights – to telework some of the time, to disconnect to 
mitigate ‘hidden overtime’, and to have work expenses covered by 
businesses

Information campaigns about the benefits of hybrid work, fund
relevant research and showcase public sector experiences

3

1

2

Source: various sources collated in OECD (2020)2 and here adapted by Deloitte Access Economics

“Policymakers should consider what actions could be taken to build upon the changes seen and to sustain

the benefits of telework into the future; ensuring businesses and their employees have

the flexibility they need to drive economic and social recovery, and to achieve improved well-being, after the

world-changing events of 2020”

OECD (2020).



Hybrid working around the world

Canada

Remote working: 29%
Working in usual workplace: 37% 
Ceased working:34%

Remote working: 60%
Working in usual workplace: 18% 
Ceased working: 22%

Poland

Remote working: 29%
Working in usual workplace: 56% 
Ceased working: 15%

Sweden

Remote working: 28%
Working in usual workplace: 61% 
Ceased working: 11%

Austria

Remote working: 36%
Working in usual workplace: 47% 
Ceased working: 17%

France

Remote working: 33%
Working in usual workplace:41% 

Ceased working: 26%

Brazil

Remote working: 42%
Working in usual workplace: 36% 
Ceased working: 22%

Germany

Remote working: 31%
Working in usual workplace: 49% 
Ceased working: 20%

Australia

Remote working: 47%
Working in usual workplace: 40% 
Ceased working: 13%

New Zealand

Italy

Remote working: 41%
Working in usual workplace: 25% 
Ceased working: 34%

United States

Remote working: 50%
Working in usual workplace: 37% 
Ceased working: 13%

Japan

Remote working: 28%
Working in usual workplace: NA 
Ceased working: NA

United Kingdom

Remote working:49%
Working in usual workplace: 20% 
Ceased working:31%

Source: OECD (2020)3
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2.

Economic 
benefits



Hybrid working has the potential to 

deliver significant economic benefits to 

Australia, increasingnational

Gross Domestic Product (GDP) by

$18.3 billion and creating an 

additional 42,500 full-time jobs by

2030-31.
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A major reason for the increase in labour force 

participation is that hybrid working reduces long-

entrenched barriers to employment among people 

with mobility restrictions, people living in regional 

and remote areas, carers and families.

Hybrid working also offers the potential for Australians

living awayfrom major employment centres, in regional

and rural areas, to gain access to jobs that might not 

otherwisehave been possible.

Overcoming these locational and time-based 

constraints has the potential to draw additionalpeople 

into the labour force and reduce underemployment

(where employeeswould liketo work more hours).

The importance of encouraging people into the labour 

force cannot be overstated.Population growth is currently

subdued and is expectedto remainso for some time.

Australia’s future economicgrowth will be heavily reliant

on productivity gains and rising labour force participation.

Increasing labour force participation

The hybrid working economic dividend
It is estimated that 53,500 extra people could enter the 

labour force if the rate of hybrid working was 

maintained over the next decade at the peak rate of

43.1% observed during 2020.

This representsabout 0.7% of all people not in the 

labour force in 2020-21. The economic impact of these

additional people entering the labour force (compared

to an alternative trajectory assuming no change)

includes:

• Over

42,500
additional Australians in full-timework in 2030-31

• NationalGDP

$5.5 billion larger
in the year2030-31 (in current dollars), rising

to this amount over time.

• NationalGDP

$18.3 billion larger
cumulatively, over the decade to 2030-31in net 

present valueterms using a 7% discount rate.



Figure 2.1: Estimation of hybrid working populationMore than 7 millionpeople werenot part of the 

Australianlabour force in 2020-21. Data from the ABS 

shows that about 1.2million of this groupwerelooking

for paid work, of which 800,000 were availableto start.

Not all of these people willnecessarily be drawn to 

hybrid working.According to further ABS data, about 27%

of people not in the labour force considerthe abilityto

perform some or all of their rolefrom home as an

important incentive to look for work. Other reasons why

a person could be incentivised to look for work include

access to childcareand flexible work hours.

Applying this percentage to the 800,000 people available

to start results in about 216,000people whocouldbe 

drawn into the labour force by a hybrid working

opportunity.

The next step is to estimate how many roles could be 

hybrid. Previous analysis of occupation data by

Deloitte Access Economics suggests it could be 24.5% of

roles. This was appliedto the base of 216,000 to establish

that an additional 53,500 people could be brought into the 

labour force. The benefits of this additional labour supply

were estimated in terms of full-timeequivalent (FTE) jobs

and GDP. Most of the additional people inthe labour force

will find jobs, but as is a feature of economic modelling,

some willbe unemployed.

Not in the labour force
7.14 million (100%)

Not looking for a paid job
5.91 million (82.8%)

Not available to start
431, 000 (6.0%)

Hybrid working not an important factor
583, 000 (8.2%)

Hybrid working an important factor
216, 000 (3.0%)

Potential for hybrid working
53, 000 (0.7%)

Want a paid job
1.04 million (17.2%)

Available to start
799, 000 (11.2%)

Methodology
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3.

Business 
impacts



Hybrid working is directly linked to

business performance. Those

that engage in hybrid work earn 6% 

more income per year, because they 

are more likely to be grow, increase 

productivity, pursue innovationand 

deliver improved customer service.

See Figure 3.1.

The digital investments businesses are making to rethink

their operating modeland enablehybrid working are also

facilitating a wider reach for their servicesor products –

increasing new customers who may haveotherwise been

too far from the ‘shop front’ to access services or 

products.

These improvementscertainly apply to some morethan

others, but are leading to significant gains overall for

businesses.

Figure 3.1: Summary of hybrid working’s impact on financial performance

Impact on financial performance

Business leaders, hybrid working positively impacts business growth and 
performance - to what extent this occurs is dependent on how much you choose
to invest in the hybrid working experience. * On average, compared with businesses that don’t allow at least one day per week of hybrid working.

have improved 

customer service
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12%

more likely to see 

productivity rise, 

particularly in small 

businesses

22%

are more likely to have 

growing incomes, which 

increases to 12% for small 

businesses

or around $9.7 million,  

more income earned  

per year

Businesses with hybrid working:

10% 6%

more likely to undertake an 

innovative activity –

introduce a new good or 

service, implement a new 

operational or managerial 

process, or util ise a new 

marketing method

28%



Businesses that enable hybrid 

working are 28%more likely to be 

pursuing innovation.

Hybrid working fosters rather than stifles innovation. As

shown in Chart 3.1, there is an increased likelihood of

innovativebusiness activities such as implementing new or 

significantly improved products (including good and

services),as well as new operational processes,

organisational processes and marketing methods.

Innovation at work is often credited to spontaneous 

discussions or the use of purpose-designed 

collaboration workspaces. But there is no credible

evidencethat this is limited to physical proximity.1 Rather

hybrid working offers employees the choice to create and

collaborate either virtuallyor in-person, to best suit their

personal and team’s approach to innovation.3

Digital capabilitiesthat come with hybrid working can 

support diverse modes of collaboration such as idea

sharing across employees in various locations, through

onlinemeetings, virtualwhiteboarding and virtual 

messaging.

To break down traditional innovation approaches and 

siloedteam structures, leadership needs to elevate 

design and creativity in business, and ensurethat the

workforce has a strong baseline understanding of the

digital tools usedto activatetheseskills.

Chart 3.1: Increased likelihood of innovative activity due to hybrid working, by activity

50
%

30
%

20
%

10
%

0%

40
%

New organisational 
processes

New marketing 
methods

New operational 
processes

New goods 
and services

Any innovative 
activity

28%

36%

45% 45%

39%

Impact on innovation

Business leaders, invest in ‘how’ you support your employees to innovate
- methods, technology, tools and behaviours. This enables a flexible and
adaptive culture that can deliver greater operational efficiencies, increased
product speed to market and simplified processes.
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Hybrid working candrive better 

customer outcomes in certain 

industries through increased customer

reach, and improved customer service 

and relationships.

For businesses that have introduced hybrid working,

35% say hybrid working has improved customer

relationships. 42% say the relationship didn’t change

and 22% of businessesstate that the quality of

relationships decreased (Chart 3.2).

COVID-19has accelerated the need for business 

digitisation,1 and thosethat are, are seeing benefits. Digital

solutions are enablingwider customer reach to customers

unwilling or unable to travel,2 and improved customer

satisfactionthrough the convenienceand timelinessof 

digital purchases.3

Digitisationis especially crucial for small businesses

and local enterprises –70% of Australian consumers

consciously support their local businesses, but many note

the lack of online presence these businesses have in

servicing customers.4

Employeebenefits also play a role. Customer support roles

are stressful and have high turnover.1 With improved

employeewellbeing and engagement, hybrid working can

mitigate stressors, and result in positive and meaningful

customerrelationships.6

Currently, 40% of business leaders said their interactions 

with customers have become more virtual since the

pandemic. But with this comes the need for leaders and

relationship managers to set new expectations with

customers,educate them on improved quality and

delivery outcomes in hybrid working and negotiatehow

services will be provided.

Chart 3.2: Change in quality of customer-employee relationship since increase in hybrid work

35%
Increased

42%
Stayed 

the same

22%
Decreased

2% Unsure

N = 190

Impact on customers

The rapid move toward online engagement has reshaped what customers expect
from service interactions.75% of customers will spend more to buy from a 
company that offers good customer experience.7
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Business support results in a range of

productivity benefits, disproving the

notion that people who work remotely

cannot be quality assured.

Making deliberatechoices to enabletheir 

people is a key differentiator for business in

maintaining work efficiency. Most employees

are asking for technological support (67%)as 

well as training, active leadership,clear 

communication, and virtual team-building 

activities to maintain motivationand

connection.

Among businesses that provided support to activate 

hybrid working,49% of employees increased their 

efficiency and 43% observed increases in work quality.

This compares to only a 17% increase in efficiency and 

11% in work quality for businesses where no support was

provided.

Deloitte Netherlands’ whitepaper on the future of work 

identified that a hybrid modelcan help to ‘humanise’ work,

and sees opportunities to re architect work to be better

enabledby virtual tools.1The 2021Global Human Capital

Trends survey validated this shift in how business executives

are considering work –61% of those executives reported

that they are focusing on work reimagination going forward,

as opposed to 29% before the COVID-19pandemic.1

Chart 3.3: Impact of business support on employee efficiency, since hybrid working

80% 100%0% 20%

No support provided from
work

Support provided from
work

Employee Efficiency

N = 190

Increased

40% 60%

Stayed the same Decreased

17% 75% 8%

49% 37% 14%

Impact on work efficiency and quality

67% of employees are seeking technology support, amongst other enablers. 

Business leaders, how are you deliberately activating hybrid working for your 
employees, to fulfill their needs and reap work efficiency and quality benefits?  
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Hybrid working helps businesses 

achieve their diversity and inclusion 

aspirations by supporting employees 

juggling work and life demands.

Businesses consulted for this research reported that

diversity and inclusion objectives were central to

flexibleand hybridworking strategies.

Over time, flexible and hybrid working has evolved into

being a way businesses can acquire and retain a more

diverse talent pool. Diversity and inclusion 

considerations have also broadened, so that flexible 

arrangements can benefit employees with

study commitments, care givers, employees in regional

areas (who might otherwisehave to relocate)or

employees living with a disability.

• Higher productivity from inclusive workplaces could

contribute$5 billion a year to the Australian economy.1

• Closing the gap between labour market participation

for people living with and without disabilities by even

one-third could add $43 billion to Australia’s GDP over

the next decade.2

• Diversity and inclusion brings additional financial 

benefits for business, by helping drive:

➔ Innovation: a 2.5 percentage point increase in

female managers improves innovation revenue by

one percentage point.3

➔ Profitability: reaching gender parity in senior 

management delivers a 2.1 percentage point 

increase in profitability.4

Businesses need to make deliberate choices to
support a truly diverse workforce in a hybrid
working environment.
For businesses to unlock their diversity dividend, they 

must extend inclusivepracticesand behaviours to 

encompass hybrid working.  For example,checking sound

quality for peoplewith hearing impairments, and ensuring

employees who rely on lip reading are able to partake in

conversation wherecameras might be off. It might mean

workplace adjustments at home, modified keyboards,

speech recognition and screen reading software, and other

assistive technologies.

As businesses become more diverse in coming years, they

must also take deliberatesteps to be inclusive, which

means more than just hiring and respecting peoplewith

different backgrounds, but valuing the uniqueness of

individuals, entrusting people and involving them in

decision making.

Unlocking the diversity dividend

Business leaders, how inclusive are your practices, policies and processes and 
are they still relevant in a hybrid working environment? What behavioural
expectations do you have of all your employees to embed these?

30CONFIDENTIAL



4.

Industry 
experience



When COVID-19 hit, some industries 

struggled witha legacy built over 

decades of working in a certain way. 

However, others rapidly figuredout 

how roles couldbe performed in a 

hybrid setting.

Hybrid working is more common in industries with a 

greater share of office-based roles. Of the 5 industries

featured in this report, the banking, finance and

insurance sectors are the biggest adopters of hybrid

working, with 96% of businessesworking hybrid. By

contrast, only 56% of retail businesses haveadopted

hybrid working, and even then usually in the form of

offering employees flexible hours.

Many businesses have already offered hybrid 

working practices for some time.

The biggest change was for businesses in

mining, energy and resources: 60% of 

which say they increased hybrid working in

the same period.

50% of businesses in the banking, finance

and insurance sectors say they increased

their level of hybrid work recently.

50%

60%

Some occupations haveaccommodated flexibility more

naturally than others. However, firms are also 

incorporating flexibility into roles traditionally viewed as 

non-flexible.
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This report provides 5case studies of how leading 

businesses are implementing hybridworking.

As a member of the mining,energy and resources sector,

BHP has many roles that requireemployees to be on-site,

but it has also identified waysfor these employees to

benefit from changes to rosters, career breaks or job

share arrangements.

Microsoft knows that technology is a key enabler of hybrid

working. It also recognises that technology itself won’t be 

the sole solution for a successfulhybrid working model.

This is why Microsoft is investing heavily in their managers

to support their capability to “(role) model, coach and

care” in a hybrid working environment.

Commonwealth Bank of Australia has outlined a

clear communications strategy for going hybrid,

which incorporates inclusiveteam discussions and pulse

checks on employeehealth and wellbeing.

Telstrahas worked flexibly for the better part of a 

decade, and continues to invest inthe right tools, 

technology, policies and employee support to unlock

hybrid working's full potential for its people, customers

and communities.

Officeworks has experienced a range of benefits from 

hybrid working including better financialperformance, 

higher employee engagement, and more innovation. It is 

now looking at how to complement virtual working 

benefits with the collaboration, connectivity and culture

benefits of in-person time.

Variation across different industries



For 66% of businesses in technology 

and media, 63% in banking, finance 

and insurance and 29% in retail, quality 

of work has improved since

implementinghybrid working.

See Chart 4.1.

Armed with their laptops and charge cables, office-

based employeesare unsurprisingly well positioned 

to benefit from hybrid working. Indeed, they can

be more productivewith improved quality of work 

outside of the office environment.

For some businessesacross these industries,hybrid

working has not impacted quality at all.

While industries that require employees to work from a

certain location such as a mine site, warehouseor store,

still experienced a largely positive or neutral impact on

work quality after implementing hybrid work, they have

to work harder to maintaintheir serviceand product

delivery.

Chart 4.1: Change in quality of work since the implementation of hybrid working, by industry

80% 100
%

0% 20%

Technology, Media

Banking, Finance, Insurance

Transport & supply chain logistics

Mining, Energy & Resources

40% 60%

Proportion of businesses selecting
options

Retail

N = 250

Increased Stayed the same Decreased Unsure

66% 31% 3%

66% 23% 15%

39% 45% 15%

35% 48% 17%

29% 54% 14% 4%

Impact on quality of work by industry

Business leaders, how might your industry adapt to changing employee needs
when location is critical to your operatingmodel?
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Increases in creativity have been 

achieved since implementing hybrid 

working for 52%of businesses in 

mining, energy and resources and 50%

in technology.

See Chart 4.2.

A creative mindset can support a company during

volatileeconomic times, generating

out-of-the-box thinking and novelsolutions to

pressing businesschallenges.1

Hybrid working can lead to greater team diversity, and

work styles, ways of collaborating and generating ideas –

all of which can drive creativity.2With fewer barriers to

communicating, hybridworking increases the 

opportunities to collaborate, co-design and engage in

cross-functional teaming.

For example, ideation in hybrid ways can be most

successful when the creative challenge is shared

ahead of a working session, team members come

prepared with their initial ideas and then use

the session for validation and further refining of

concepts rather than starting from scratch.

Chart 4.2: Change in creativity since the implementation of hybrid working, by industry

80%40% 100%0% 60%20%

Mining, Energy & Resources

Technology, Media

Banking, Finance, Insurance

Transport & supply chain logistics

Retail

Increased
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Stayed the same Decreased Unsure

52% 35% 13%

49% 34% 14% 3
%

44% 48% 8%

42% 39% 15% 3
%

21% 61% 18%

N = 190

Impact on creativity by industry



Small businesses have been slower to

adopt hybrid workingbut have much 

to gain.

Hybrid working for teamsin small businesses (in this

instance,with 5-19 employees) are a little below their

mediumand large business counterparts. This was true

both pre-COVID-19and duringthe height of the pandemic.

Expected future hybrid working levels of 21% in small

business is lower than the economy wide expectation of

35%.

Small businesses may have lower levelsof hybrid 

working for a range of reasons; however,there is a big

dividend available for the small business sector by

going hybrid. Businesses that offered working from 

home arrangementswere in fact able to tap into an 

income increase of 7% and achieve the productivity 

gains of their large business counterparts.

Cameron Research1 identified key changes that small and medium enterprises in 
Australia have been making over the pandemic:

Deep dive: Small businesses

Small business leaders, you should consider how you can turn the strengths of
your close collaborative culture into a hybrid model without compromising why
your people joined you in the first place.

Digitisation
introducing hardware and software to make remote
working efficient

eCommerce

to maintain positive customer outcomes in a digital age

Innovation
moving to digital marketing approaches for a more 
targeted and far reaching campaign

Going cashless

declining cash use even faster over the pandemic
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Work is a thing you do, not a 

place you go

Microsoft has offered its Australian employees flexible 

working arrangements for almost 10 years. Physical 

changes were madeto office spaces and employment 

contracts altered(including removalof start and

finish times).At the centre of this cultural shift was an

understanding that flexibility is not just a choice between 

working from office or home. It is also about having

choice as to how you work in those spaces.

Before COVID-19, the averageMicrosoft employee may 

have spent threeor four days in the office per week, and

the remaining 1 or 2 days at home. Like many businesses

during the pandemic, this increased to five days working

from home.

Emerging from the pandemic, the new normalat this 

stage is just 1 to 2 days per week in the office, but this

could rise. Microsoft is listening carefully to its

employees’ preferences indetermining the most 

appropriate model for individual teams. The intent

is to encourage peopleto come in on the same day as 

their team. This is becausethe office provides more

opportunities for spontaneous connectivity and

dynamic brainstorming that virtual events cannot

match.

At the same time, Microsoft considers that providing 

flexibility is crucial for talentretentionand attraction as 

the economy emerges from the worst of COVID-19 and 

the labour market experiences shortages in key 

technology areas.

Naturally, the company sees a key role for technology in

successfully managinghybrid work and maintaining an

inclusive organisation. Partly, this is about equipping

employees with digital tools for communication and

collaboration. It can also be about promoting data

analytics and other healthy working habits.

Another impact of hybrid and flexibleworking 

arrangements may be permanent changes to location, with

the potential for more roles to be based outside of the

company’s headquarters in Sydney.

The company is acutely aware that the example set by

Microsoft’s leaders will play a role in shaping the new

workplace culture.

Source: based on an interview with Ingrid Jenkins, Director of 

Human Resources, Microsoft Australia

Case study: Microsoft
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Idea generation brings 

people together

BHP has undergone a dramaticshift towardshybrid 

working in recent years, accelerated by the COVID-19 

pandemic. This has required organisational flexibility, job

and workspace redesign, updatinghealth and safety 

guidelines, and managing outputs rather than just

supervising staff. However,the biggest change has been

cultural,witha managerial shift from toleranceto

acceptance.

Historically, BHP has had relatively traditional work

arrangements, requiring travel to sites, work

relocations, and inflexibleworking hours. However,

following the implementation of new strategy to

make the business more inclusivefor women in 2017, 

almost half of the workforce were  working flexibly

withina couple of years. Being a global business also

gave BHP a head start, as employees already had

experienceconnecting with each other via virtual 

meetings across multipletimezones.

BHP has extended flexibilityto site roles, which is

approximately80% of its workforce. Certain jobs

such as geologists, process improvers and 

engineering roles can perform parts of their role 

remotely. Even staffthat work on-site regularly are

able to benefit from changes to rosters, career 

breaks or job share arrangements.

A campaign to shift perceptions was also targeted at 

business leaders as some were initially apprehensive 

about hybrid work arrangements. COVID-19has also 

helped changeattitudes by requiring leaders to adapt to

new ways of working, if they weren’t already.

Benefits from flexible working includeempowering BHP

employees, as wellas higher productivity and better 

safety outcomes. There have been no obvious business

downsides. However,BHP still alsosees benefits in

coming together. Being connected to

the workspace and other colleagues can offer a sense of

belonging, support idea generation and drive

collaborative innovation. Connecting in-person about 30-

50% of the time is considered optimal in most cases for

office-based workers.

The next step in BHP’s workplace journeyis not a 

return to fixed rules about the locationor timing of 

work, but instead empowering peopleto make 

decisions about where and when they work to get

great outcomes for them,their teams and the teams 

they support.

Source: based on an interview with Fiona Vines, Head of 

Inclusion & Diversity and Workforce Transition teams, BHP

Case study: BHP



Leadership, choice, tech and tools 

enable hybrid work
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Telstra’s decision to use the disruptionfrom COVID-19

to accelerate its widespread adoption of hybrid

working has seen a substantial increase in its 

employees working regularly from home.

With flexibility to work when, where and how it suits

them, Telstra employees now work from home an

average of 3.7days a week, up from 1.7 days

pre-COVID-19in what is one of the largest examples of 

the adoption of permanent hybrid working by a large 

Australiancorporate. It’s not just office-based people 

working from home, but through its Agents@Home 

initiative,up to 80% of Telstra’scontact centre consultants

in Australia choosing to work from home on any given day.

This was made possible in part by its decade long flexible

work approach and large-scale adoption of its outcomes 

driven Agilework practices. Through quarterly employee

surveys of its 25,000 plus workforce, 90% of Telstra’s

people say consistently they'reas or more productive

from home as they are in the office, enjoy a better work-

life balance, and feel more positively engaged, echoing

the findingsin this report.  

They now say they want to come to the office to

collaborate,connect with their team and see

customers.

Digital burnout and ongoing stress from uncertainty 

raised by the globalpandemic also factored heavily in

Telstra’s plans, with training for leaders on how to

best engage and support their teams, the introduction of

work practices to alleviatedigitalburnout, and changes in

the way people used their technology.

Talking about mentalhealthat work helps destigmatise

it, and wellbeing focused livestreams address specifics 

like resilience and mindfulness.

To enablegreater workforce participationfrom a more 

diversepool,Telstra’srecruitment has also changed to

emove location requirements from Australian roles. This

new initiative is designedto attract people who cannot

work from a traditionaloffice environment

or from major cities, and is a big opportunity to improve

diversity, opening opportunities for people, particularly

women, who are unableto commutefor work due to

family commitments.

On top of its flexibleworking policy, the telco also invested

in tools and technologies to enable peopleto stay

connected with each other,such as Cisco interoperability in

meeting rooms and 5G mobile routers for connectivity at

home. For those working from home, Telstra has also

supplied essential office equipment,from monitors to sit-

stand desks, with a self-service toolkit solution.

The role of leaders, however, has been key to the 

successful shift to hybrid work with leadership 

behaviours such as trust, empathy and role-modelling

key factors in the shift. Thishas been supported by a 

new leadership program to equip leaders and their

teams with the skills and mindsets to overcome

obstacles, embracechange, celebratestrengthsand to

grow. At every step of its hybrid working journey,Telstra

has put its energy into the bold change necessary to

make hybrid work successful for all its people.

Source: Telstra

Case study: Telstra



Clear communications are key for a

hybrid workingstrategy
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The Commonwealth Bank of Australia (CBA) has had a

longstanding commitment to flexible working and 

leveraged this commitment as part of its approach to a 

new hybrid working model duringthe COVID-19 

pandemic.

The beginning of the pandemic was a catalyst for CBA to

move swiftly towards hybrid ways of working, with

decisions being madein real time about access to

technology, where work could be doneand how 

effectively thebank couldlead its teams remotely.

CBA knew that as the situation evolved over the longer 

term, it would need sophisticated data and insights to 

measure employee’s sentiment towards ways of work in

real-timeand inform its approach into the future.

Asking the right questions through pulse surveys and 

structured team discussions helped inform the design of

the CBA hybrid working model that was introduced at scale

in early 2021 and the bank continues to measure

sentiment to informits approach into the future.

As part of CBA’s transition to hybrid work, time spent by

employees in the workplace for connection, innovation

and collaboration is considered to be as important as the

advantages of working remotely.

Finding the right balance between the two is key to the

success and is the natural progression of the changes that

have emerged over the past year in how and where work

gets done.

Employees are encouraged to work in a way that

prioritises what is best for customers while

considering the team, the team’s stakeholders, and their

own individual needs. Recognising and allowing for 

differences across businessunits and the value of ‘test 

and learn’, adjustments are made where

arrangements may not be working. The role of leaders in

setting clear expectations whilecreating a culture that

fosters trust was and remains vital.

CBA also emphasises continuous learning.It tracks 

preferences, tests hypotheses,and collects and analyses

data to better plan for the impacts of hybrid working 

strategies in the current dynamic landscape. These efforts

have been fruitful and the last survey indicates that –

84% of employees understandwhat hybrid working

means for their role, 80% state they are operating

effectively when hybrid working, and 88% are proud to

be working for CBA.

CBA’s approach to hybridworking is multifaceted and 

dynamic that leveragesa test and learn approach informed 

by continuouslistening to the experiences of their people

and customers.

Ultimately, it is about creating an environment where CBA 

people can enjoy their work, collaborate with their

colleagues, and deliver on the bank’s strategy and

purpose.

Source: based on an interview with Shelley Hudson (Lead, 

organisation development) and Ryan Burke (Head of Inclusion and 

Diversity)

Case study: Commonwealth Bank



Trusting employees and experiencing the

financial benefits from hybrid work
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Officeworks’ business was dramatically affected by 

COVID-19, both through a surge in demand for office 

supplies and furnitureas Australian cities plunged into

lockdown, and through a major reshaping of its own

business,towards more flexible and hybrid ways of

working, to makeit easier for employeesto do their jobs

effectively.

Officeworks has a strong belief in the benefits of hybrid

and flexible working.Flexibilityin roles and rostering is

now standard for its customer-facing, store-based 

employees (of which there are about 8,500 nationwide).

Office-based roles (of which there are about 1,000) have

also experienced a massive increase in hybrid working,

from less than 5% of employees before the pandemic to

over 95% in the past year. It is expected that around 85%

of these employees will continue working two or three

days per week away from the office.

The shift to hybrid work faced a number of hurdles, 

from having the right technology available, to 

overcoming traditionalperspectives that employees 

‘working from home’would be unproductiveand 

unengaged. It wasn’t until the upheavalof COVID-19 that

many became open to exploring its benefits.

Since then, however, those who were reluctant to 

support hybrid workpractices have become the 

biggest advocates.

Officeworks continuesto evolve itsthinking about 

traditional roles and identify tasks that could be 

completed remotely. Thisincludes expanding the 

prevailing view of hybrid work from being a matter of

‘where I work’ to also include ‘when I work’. This 

evolution couldsee the introduction of new benefits 

availableto all employees as the businessadapts to new 

ways of working.

Hybrid working has been a contributing factor to the 

delivered improvedperformancefor Officeworks, with key

metrics such as Earnings Before Interest and Taxes (EBIT)

and sales and increasing during 2020-21. Employee

engagement increased by 3% at the time of introducing

flexiblework practices. The results are encouraging at a

time when global product shortages have affected stock 

availability, and consumers’ net promoter scores.

Innovation has also improved through the unique operating

environment of the past 18months. Virtually overnight,

Officeworks enabled contactless click and collect and

transformed a number of its stores into

‘dark stores’–essentially local fulfillment centres. This

has significantly expanded the organisation’s ability to

meet surging demand from onlineretail.

Even so, Officeworks recognises that there is still much to

learn about optimising ways of work and that the full

benefits of hybrid working will take over 12 months to

realise, as people adapt to new rhythms, and recognise

that lockdowns and hybrid working are not the same

thing.

As Officeworks emerges from the pandemic lockdown it is

turning to new challenges, including how to maximisethe

benefits of face-to-facecontact that

is collaborative, builds connectivity and adds to 

workplace culture. Having redesigned its hybrid working

model, Officeworks is now investigating how to redesign

its physical office space, to support the benefits of face-

to-face working, such as

collaboration, connectivity, and supporting workplace 

culture.

Source: based on an interview with Rebecca Oakley (Executive 

General Manager – People and Corporate Affairs, Officeworks).

Case study: Officeworks
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Employee 
experience



People who engage in hybrid working 

report feeling greater pride in their

organisation. They see more purpose 

in their work, have greater satisfaction

with their career progressionand

expect to stay longer with their

employer.

See Chart 5.1.

Employee engagementhas been consistently linked with 

better business outcomes. High engagement

is shown to boost productivity1, increasecustomer 

satisfaction,2 and retain talent.3 It is also considered to be

the top contributor to business growth.4 Engaged

employees means retention of talent, lower employee

turnover and associated recruitment costs. 

Now is the time for leaders to reassess what 

‘connected’ teams look like, and invest in buildinga 

connectedculture, no matter where people are 

located.

This means creating a dynamic virtual environment, with

deliberate opportunitiesfor social interaction and 

connection.  

Chart 5.1: Employee engagement, by remote and flexible employees. Proportion of respondents that 

selected ‘agree’ or ‘strongly agree’

Employee engagement

Business leaders, hybrid working is an opportunity to enhance your employee
value proposition. Listen to your employees' hybrid working experiences and
continue to evolve and adapt your approach to remain competitive in the talent
market and be an employer of choice.

I am proud to work 

in my organisation

The work I do makes me

feel like I am a part of 
something meaningful

It would take a lot for me to

leave my organisation

I am progressing my 

career at a reasonable 
pace at my organisation

I contribute new ideas 

at my workplace

Flexible workers

0% 20%

Non- exible workers

N = 1,002

40% 60%

Remote workers
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People who engage in hybrid working 

generally report improved mental and 

physical health.

Mental health is the leading cause of
sickness-induced absence and long-term work 

incapacity in Australia.1 Improving employee 

wellbeing is imperative, especially against the 

backdrop of disruptiveCOVID-19lockdowns.

48% of employees seeimprovements intheir mental 

health and 44% in their physical health,since beginning

hybrid working.

One factor that may reduce stress and increase freedom 

is employees reclaiming the time theyspent commuting

to work.

“Many economists believe that increased work 

from home will last because it can raise the 

productivity of employees, thanks in part to fewer

pointless meetings, less distraction and, most of all,

a lack of commuting.”

Austan Goolsbee, Professor of Economics at the University of 

Chicago’s Booth School of Business, Quoted in New York Times, 20

July 2021

However, people can have a less-than-optimal experience 

whileworking remotely,emphasising how leaders must

remain attuned to their employees’ needs. Networking in

a virtual setting can be tiring and lead to digital overload.

Some workers find it hard to ‘switchoff’ after work, and

some feel lonely.2 With digitaloverload a growing issue,

the long term impacts of hybrid working on mental and

physical health are yet to be seen.

However, employee wellbeing is stronglyinfluenced by 

the support employees receivefrom theirbusinesses, 

such as through work-homeboundary management, 

technical support, and employee networking programs.

Work loads can be partially mitigated through digital

detoxification, such as having set timesto switch off

emails.3 Staying connected with colleagues and managers

through virtual events, and going intothe office for

specific purposes like team events can help reduce

feelings of loneliness.

Businesses can also support their employees’ health

and improve productivity and reduce turnover.4

Almost 40% of the businessesthat support hybrid

working observe higherwellbeing among their

employees, compared withonly5% of businesses

that do not provide support for hybrid working.

Chart 5.2: Employee wellbeing since hybrid working

100
%

80%

60%

40
%

20
%

0%

My mental health has improved 
since working flexibly

My physical health has improved 
since working flexibly

Agree UnsureNeither agree nor disagree Disagree

N = 1,002

2%

10%

1%

17%

40%

38%

48%
44%

Employee wellbeing

Every $1 businesses spend on improvingmental health for their 
employees returns $2.30 in benefits to the organisation.3
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As teams are increasingly dispersed, 

buildingconnection has shifted from 

spontaneous watercooler 

conversations, to carefully curated 

events across both digital channels and

physical moments, and requires a

diversified model.

While 41%of employees preferred coordinated team days,

and 37% said they didn’t mind,22% identified a preference

for a more flexible approach to whichdays they work in

the office (Chart 5.3).

Interestingly,52% of self-identified extroverts prefer co-

ordinated team days, compared to 38% of those who did

not identify as extroverts, indicating that building

connections looks different for different individuals and

teams. Understanding employee needs and involving

them in the decision-making process is critical to team-

building in a hybrid model. Finding the right balance

between virtual and in-person events can create social

connection on various levels –unlocking the potential to

work with others and diversify connections.

Chart 5.3: Employee preferences and ways of working

41%

22%

37%
Coordinated team days to go into
my company provided workspace

No assigned days to go into my
company provided workspace

I don’t care

N = 1,002

Employee team building

Business leaders, knowing your people is the first step in connecting with them in
meaningful ways. Takea diversified approachto team-building to allow for greater
inclusivity and deeper social connections. This can be virtual or in-person, and
needs to be deliberately planned and prioritised.
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Hybrid work is a powerful tool to

advance gender equality –

maximising women’s ability to work

and helping families share the load of

parenting and caring.

Hybrid working can make the workforce more 

accessible and attractive for womenby reducing 

commute times and improving overall flexibility.

With the right policies and rolemodelling, 

hybrid working can also empower men to

redefinethe time-split between work and caring 

responsibilities. Normalising the choice to work flexibly

for both men and women, hybrid working will continue

to chip away at the career gap that persists for women

who prioritise flexibility over other employment

attributes such as remuneration and the opportunity for 

advancement.1

• Australia’s national gender pay gap is 13.4%: 

women earn on average $242.20per week less 

than men.2

• 36 years: the timeframe for achieving 

economic gender equality inAustralia.3

• Women in relationshipsare doing 60% more

unpaid work than men. Thisdisparity is a

significant barrier to increased female 

workforce participation.4

Businesses need to be conscious of the potential 

implications of women spending more days working 

remotely per week than men. As the World

Economic Forum notes,“this would turn offices into 

male-dominated spaces and could set workplace 

equality back by decades.”5

Advancing gender equality

70% of workplaces have a formal policy and strategy in place to support flexible
working arrangements for employees, yet less than 2% have set targets for men’s
engagement in flexible work.6

Business leaders, what practices, leadership and role modelling do you have in
place to support the advancement of gender equality?
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The future of work is hybrid

It is clear that hybrid working is here to stay. The experience 

of businesses and employees during the pandemic 

demonstrates that hybrid working has the potential to

deliver compelling and measurable financial, wellbeing and

economic gains. These will ensure hybrid working remains a 

key feature of Australia’s workplace practices.

This report finds there is no silver bullet to delivering the

perfect hybrid model. For businesses, the transition to hybrid

working is more than just a logistical challenge, it should also

prompt leaders to reassess their leadership, practices and 

processes to build and sustain a healthy hybrid workplace

culture.
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