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Skills and abilities to thrive in
remote work: What have we
learned

Jonn B. Henke*, Samantha K. Jones and Thomas A. O’'Neill

Department of Psychology, University of Calgary, Calgary, AB, Canada

The COVID-19 pandemic led to a rapid acceleration in the number of
individuals engaging in remote work. This presented an opportunity to study
individuals that were not voluntarily working remotely pre-pandemic and
examine how they adapted and learned to achieve success in a remote work
environment, at an organization that did not have substantial prior experience
managing remote work. We used a semi-structured interview process to
interview participants (n = 59) who occupied both Individual Contributor and
Leadership levels at an organization and broadly representative across several
important demographic characteristics. We asked participants to discuss what
factors at individual, team, and organizational levels contributed positively
toward their remote work experience, which factors presented challenges to
remote work, and what could be done to ensure success with remote work in
the future. Interviews were analyzed utilizing a thematic analysis approach and
summarized into common themes pertaining to factors that influence success
in a remote working environment. Themes were used to identify specific
skillsets particularly relevant to remote work that would benefit from training,
as well as important organizational culture changes and policies needed to
support remote workers and ensure their success. We present these and
other findings in relation to current research and provide recommendations
for practitioners.

remote work, individual differences, qualitative, thematic analysis, telework, work
from home, skills

Introduction

In March 2020, the coronavirus (COVID-19) pandemic resulted in a rapid shift
in the way employees all over the world engaged in employment as governments
encouraged, or mandated, work from home orders to slow the spread of the virus.
As a result, employees who were working in a traditional face-to-face setting, and
perhaps had never worked remotely before, experienced an unexpected mass shift to
working from home. A key challenge raised by remote work is that of technology-
mediated communication, which requires employees to adapt conventional face-to-face,
in-person, and in-office work interactions to the virtual realm (McLarnon et al,, 2019).
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Technology-mediated communication requires that individuals,
teams, and leaders utilize the right medium, at the right
time, for the right message (i.e., the temporal matching of
media richness to the message; Gilson et al, 2021). While
tremendous laboratory and field-based research exists on virtual
communication in general (e.g., Dennis et al., 2008), no previous
adoption of remote work occurred so quickly, with so little
preparation, at the scale created by the COVID-19 pandemic.
Remote work has been extensively studied in the past,
alongside similar concepts or terminologies such as telework,
telecommuting, or virtual teaming, which are all seeing growing
interest given the current landscape (e.g., Gilson et al., 2021;
Roulin et al., 2021). Each of these terms, among various
others, have seen inconsistent usage; some have attempted to
differentiate between them (e.g., Allen et al.,, 2015), while others
make linkages across the core concepts to coordinate research
efforts across fields (Raghuram et al,, 2019). As such, keeping
in mind consideration of the past literature and the nature of
remote work employed during the early days of the COVID-
19 pandemic, we adopt the European Foundation for the
Improvement of Living and Working Conditions’ (Eurofound,
2021) telework definition:

performing work, using information technology, in the context

. a form of organizing and/or

of an employment contract/relationship, where work, which
could also be performed at the employers premises, is carried
out away from those premises on a regular basis.”

For many organizations, switching to such an unfamiliar
model of business operation was unprecedented and unplanned
for, with some surveys indicating that only 12% of organizations
were prepared for the changes brought by COVID-19 (Gartner,
2020). Despite this, many workers and organizations found
success or even thrived in a remote work environment. Research
has shown that remote workers can balance at-home demands
(e.g., cleaning, childcare) without significant impact upon
work performance (Anderson and Kelliher, 2020; Rofcanin
and Anand, 2020), and Baudot and Kelly (2020) found many
workers perceived themselves to be more productive working
from home than in their prior arrangements, and desired
to continue working remotely indefinitely. Indeed, analysis
performed by McKinsey and Company (Lund et al, 2020)
concluded that more than 20% of the workforce could spend
3-5 days of the week working remotely without any significant
productivity loss to organizations.

These trends clearly indicate that there is both the potential
and the demand for remote work to continue at a larger scale
than ever seen before, and most anticipate remote work to
persist after the ‘Return to Office; whether in the form of
hybrid arrangements (Mitchell and Brewer, 2021), or as fully
remote. In the academic literature, research indicates that the
experiences of remote workers are affected by a wide range
of personal and organizational factors, such as needing to
adjust to the higher degree of autonomy and independence that
remote work generally affords, or the challenges with needing
to communicate only with the technology available to facilitate
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task progress and coordination with co-workers (Van Zoonen
etal, 2021, Babapour Chafi et al., 2022). Many different theories
and perspectives have been used to frame this body of research.
For example, Trait Activation Theory proposes that workers
will respond uniquely to the environment they are in based off
of their unique personalities, skills, and experience (Tett and
Guterman, 2000). In a remote work environment, personality
traits such as Conscientiousness and Honesty were found to
relate to the extent of cyberslacking - using the internet for
non-work purposes during company time - that remote workers
engage in, as they work in an environment which can make
it easier to engage in such unproductive behavior unnoticed
(O’Neill et al., 2014). The virtual environment can also influence
the skills and behaviors remote workers need to leverage
to be successful, linking to person-organization fit theory
(Kristof, 1996). For example, the virtual environment requires
additional emphasis on specific skills, such as communicating
with technology (Varty et al, 2017), thus requiring different
approaches from managers and leadership (Charlier et al,
2016; Maduka et al,, 2018). Poor organizational support and
communication such as inadequate resources (e.g., technology
and software) and unclear direction from top management
may foster an environment which undermines remote workers
commitment and exacerbate social isolation in a remote work
environment (Van Zoonen and Sivunen, 2021). Other remote
workers may be juggling their work duties alongside childcare
at home, which can influence aspects of engagement and job
performance, and the timeliness of employees’ communications
(Toscano and Zappala, 2021).

Despite these various challenges researchers have
investigated, especially in the wake of pandemic restrictions,
research has shown that many individuals may prefer remote
work, perform better while working remotely, and report
greater work-life wellness (Aczel et al., 2021). However, remote
workers and the leaders and managers of remote workers
face various communication challenges that need to be better
understood in order to form guidelines and recommendations
that can better address those barriers to success. For example,
the environment remote workers operate in may influence
negative emotions to be suppressed instead of being expressed
(Glikson and Erez, 2013), and may rely more on forms of
communication where the intent and emotionality of their
communication are at greater risk of being misinterpreted
(Cheshin et al, 2011). These can cause problems such as
misinterpreting the root cause of a remote worker’s inadequate
performance (e.g., assuming a remote worker is slacking on
certain tasks, when in actuality their workload has been too
high and they are mentally overtaxed), or vice versa, remote
workers not having an accurate understanding of what their
organization expects of them from a performance standpoint
to begin with. Barriers to success could fall through the cracks
and fail to be discussed and addressed in such an environment.
In light of the unique environment imposed by remote work
compared to a traditional workplace and the large population of
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new remote workers with limited prior experience, it is vital to
consider what we have learned with respect to remote work to
success during the pandemic, and what can be transferred to a
post-pandemic environment. By learning from the experiences
of these new remote workers, and how they adapted to remote
working, we can provide recommendations to organizations of
how they can better communicate and coordinate with remote
workers to address the challenges they face, and remove barriers
to individual success and organizational wide goals.

For our current research, we were presented with the
opportunity to interview corporate employees in a 100,000-
healthcare
functions, and levels of the organization. 20,000 of these

employee organization, across geographies,
individuals in corporate roles became remote workers instantly
as the pandemic forced imminent lockdowns. Our interest
was in identifying aspects of organizational culture, team
interactions, and the skills and behaviors of workers as they
adapted to remote work. By exploring a diverse range of these
experiences, we sought to gain further understanding on what
unique problems and needs remote workers have, and how
to better support them in the future — from their individual
roles and needs, to team interactions, and up to the context
of the wider organization and its culture as a whole. We
believe that there could be many lessons to be learned from
the rapid shift to remote work and the individual differences,
behaviors and routines, and organizational supports that helped
employees remain successful in their role should be delineated.
Accordingly, we report on a qualitative study in which we
examined the following research question:

Research Question: What lessons can we learn from remote
work experiences during the pandemic - that relied almost
completely on technology-mediated communication in
order to perform collective work tasks — that can be used
to provide input into how remote work may be successful in
the future?

Materials and methods
Participants

Following the recommendations put forth by Yin (2015),
we conducted semi-structured interviews with 59 staff from a
large Canadian healthcare organization between June and July
2021 (Table 1). Participants were recruited using a snowballing
approach where we contacted members of a diverse and
organizationally representative working group and asked them
to nominate members of their department who might be
interested in participating. The researchers then contacted
the potential participants and invited them to schedule a
time for an interview if they were interested in sharing their
remote work experiences. Of the 71 potential participants
we contacted, 59 participated representing an approximately
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83% response rate. Our sample captured employees working
across numerous organizational functions including: human
resources including staffing, employee benefits and retirement,
employee education and learning, executives, legal services,
finances, technology support, and non-patient facing healthcare
services (e.g., managers, administrative assistants in clinical
settings). Current position tenure ranged from 1 month to over
20 years capturing the remote work perspectives of experienced
employees as well as employees that were on-boarded while
working remotely. Many participants (n = 26) noted that the
geographically dispersed nature of the organization meant they
often interacted with their colleagues virtually even when they
were previously in the office which aided the transition to
remote work. However, all were located in the same time zone.

Procedure

The interviews aimed to balance participants’ reflections
on rapid learning experiences when transitioning to remote
work during the COVID-19 pandemic, while also identifying
key skills, behaviors, cultural shifts, and organizational supports

TABLE 1 Frequencies for demographic variables.

Demographic Frequency (%)
Position Type
Leader 35(59)
Individual Contributor 24 (41)
Remote Work Experience
Only since COVID-19 20 (34)
Sporadically prior to COVID-19 (e.g., 24 (41)
when sick/traveling)
Consistently prior to COVID-19 (e.g., 15 (25)
part-time)
Age
30 years and under 1(2)
31-40 years 9 (15)
41-50 years 23 (39)
Over 50 years 24 (41)
Did not disclose 2(3)
Gender
Female 39 (66)
Male 19 (32)
Did not disclose 1(2)
Marital status
Married 46 (78)
Common Law/Long-term partner 2(3)
Divorced 3(5)
Single 4(7)
Did not disclose 4(7)
Dependents
One or more 21 (36)
None 38 (64)

N =59. Percentages in brackets represent the percentage of the total sample.
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TABLE 2 Summary of interview codes and themes.

Theme/Meta-theme

Code Leader (N = 35) n (%)

IC (N =24) n (%)

10.3389/fpsyg.2022.893895

Total references

Remote Work Skills and Behaviors

Personal Skills and Characteristics

Technology literacy 17 (49) 6 (25) 30
Being independent 8 (23) 6 (25) 19
Communication 9 (26) 5(21) 20
Strong work ethic 10 (29) 7 (29) 24
Ability to manage distractions 4(11) 8(33) 14
Time management 8(23) 4(17) 22
Personality (Extraversion) 8(23) 3(13) 16
Proactivity 0(0) 3(13) 3
Supporting coworkers 4(11) 3(13) 10
Personal Behaviors, Actions, and Routines
Setting a normal work schedule 20 (59) 22 (92) 88
Being intentional about interactions 14 (40) 6 (25) 39
Creating a dedicated workspace 13 (37) 5(21) 24
Time management 12 (34) 7 (29) 26
Checking in with colleagues 13 (37) 5(21) 34
Engaging in informal team activities 12 (34) 6(25) 21
Adapted resources used 10 (29) 2(8) 16
Leader Behaviors
Enabling
Attentive to employee well-being 3(9) 9 (38) 12
Being available 3(9) 6 (25) 10
Check-ins 2(6) 11 (46) 17
Flexibility and providing supports 8(23) 16 (67) 42
Good communication 3(9) 5(21) 9
Challenging
Poor communication, direction 3(9) 7 (29) 25
Enablers and Challenges for Working Remotely
Remote Work Enablers
Organizational Culture
Supporting Staff 18 (51) 14 (58) 43
Positive perception of remote work 14 (40) 10 (29) 33
Value-focused organization 8(23) 4(17) 16
Embracing geographically dispersed teams 4(11) 2(8) 11
Healthier life 8(23) 10 (42) 32
Remote Work Challenges
Relationship building and maintenance 28 (80) 13 (38) 70
Physical technology and equipment 20 (57) 9 (26) 53
On-boarding and succession planning 21 (60) 10 (29) 52
Connectivity and Wi-Fi 17 (49) 10 (29) 39
Concerns of fairness and stigma 15 (43) 9(26) 39
Having a dedicated workspace 15 (43) 8(33) 35
Communication 15 (43) 8(33) 39
Performance management 16 (46) 6(25) 32
Work-life balance 13 (54) 8 (33) 32
Work scheduling and time management 9 (26) 5(21) 23
Staying motivated 5(14) 6 (25) 16
(Continued)
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TABLE 2 (Continued)

10.3389/fpsyg.2022.893895

Theme/Meta-theme Code Leader (N = 35) n (%) IC (N =24) n (%) Total references
Management visibility 6(17) 3(13) 11

Remote Work Moving Forward

Skills to Develop
Managing virtually 19 (54) 8(33) 41
Technology literacy 18 (51) 7 (29) 32
Time management 10 (29) 14 (58) 35
Maintaining rapport virtually 15 (43) 6(25) 34
Communication 11 (31) 8 (33) 25
Virtual soft skills 11 (31) 3(13) 24
Self-management 7 (20) 6 (25) 17

Required Organizational Culture Shifts
Trust in remote workers 19 (54) 11 (46) 58
‘Camera-on’ culture 10 (29) 3(13) 17
Respect for work-life balance 3(9) 1(4) 6
Maintaining changes 17 (49) 12 (50) 49

Actions to enable remote work
Provide technology and equipment 26 (74) 15 (63) 74
Clear policies and procedures 25(71) 15 (63) 76
Listen to employee wants/needs 21 (60) 18 (75) 68
Maintain office access 19 (54) 11 (46) 46
Remote work training 17 (49) 7 (29) 30
Communicating role expectations 17 (49) 6 (25) 46
Clear cost expectations 12 (34) 4(17) 21
Relationship building opportunities 7 (20) 7(29) 24
Improve IT support 9 (26) 6(25) 30

Total N = 59. IC, Individual Contributor. Percentages in brackets represent the percentage of the subsample (leaders or ICs) that were classified as contributing one or more statements to

the code. Total References indicates the total number of statements coded under the code.

that would be required to promote successful remote (full-time
out of office) and hybrid remote (part-time out of office) work
arrangements moving forward. Our interview guide broadly
focused on questions related to the participants’ employment
background (e.g., how long have you been utilizing remote work
and to what degree?), their positive and negative reflections
on remote work experiences (e.g., what behaviors, actions, or
routines did you utilize that helped you be successful at remote
working?), and how these experiences can inform remote work
moving forward (e.g., what skills do you think need to be
developed in order to effectively work remotely?).

Analytic approach

Participant interviews were transcribed using the closed
captioning function of Zoom during the interview, and no
audio recordings were saved to protect the confidentiality of
the participants. Interview transcripts were then reviewed by
the interviewer, correcting errors, and removing identifying
information. Two independent coders analyzed the data

Frontiers in Psychology

following Braun and Clarke’s (Braun and Clarke, 2012; Clarke
and Braun, 2013) six-step process for thematic analysis in
NVivo. Using a subset of 10 articles, the coders read and re-
read the transcripts to become familiar with the data, followed
by open coding to identify key concepts in the data. The coders
then generated themes from the codes, reviewed, and refined
the themes, and produced comprehensive definitions for each
theme. This process was repeated with an additional 10 articles
to finalize the coding framework and obtain a Cohen’s kappa
coding agreement of 0.84, with percent agreement ranging
from 98 to 100%. The first coder then analyzed the remaining
transcripts with the second coder checking a random subset
of interview transcripts for agreement. All discrepancies were
solved through discussion.

Results

Our coding of the interview transcripts produced 59 codes
that cover three major meta-themes — remote work skills and
behaviors, enablers and challenges for working remotely, and
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remote work moving forward - each broken down into further
themes (Table 2). The relationships between the meta-themes
and themes can be found in the thematic map in Figure 1.
Below, we highlight some of the primary considerations for each
theme as well as exemplary quotes from the unique leader and
individual contributor perspective.

Remote work skills and behaviors

Skills

Largely, participants, albeit leaders (n = 17; 49%) more than
Individual contributor(s) (ICs) (n = 8; 33%), said they used
many of the same skills working remotely as they did in the office
(n = 25; 42%), adopting a ‘same skills, different environment’
mindset. Many participants attributed this to their longstanding
reliance on technology to communicate with an increasingly
geographically dispersed team: “nothing’s changed really about
my work, except for where I'm sitting. So, the work, the work has
always been through Skype” (BM2311, leader).

Despite many similarities in the types of tasks participants
were engaging in, the majority of participants were able to
identify at least one specific skill or characteristic that aided
them in successfully working remotely (Table 2). Leaders most
frequently cited skills such as technology literacy (n = 17; 49%),
communication (n = 9; 26%), and work ethic (n = 10; 29%),
perhaps reflecting their need to remain connected with their
team and engage in role modeling behaviors: “you have to be able
to focus. You cannot become distracted. You cannot multitask.
You need to be able to understand that, although you’re not face
to face in the boardroom, you’re in a meeting” (HD0801, leader).

Personal Skills
&
Characteristics

Personal

Behaviours,
Actions, &
Routines

Leader
Behaviours

Remote
Work Skills
& Behaviours

Remote
Work
Enablers

FIGURE 1
Thematic map of meta-themes and themes
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The importance of maintaining focus when working remotely
was also supported by ICs as the ability to manage distractions
was the most endorsed skill supporting remote work success
(n = 8 33%). For some, their home environment removed
many office-specific distractions and allowed them to improve
productivity while others, particularly in the context of the
pandemic, had to leverage their distraction management skills
to manage competing demands during the workday. Regardless,
“you have to be able to focus yourself because there’s still quite a
bit of stimulus to focus you with our technology, text messages,
instant messages. Like you’re still stimulated. Its just different
than a traditional workplace” (JD1702, IC).

Behaviors

Overwhelmingly, participants cited setting a normal work
schedule as being the most beneficial behavior for successful
remote work (n = 42; 71%), especially for ICs (n = 22; 92%). This
included waking up at a consistent time, getting ready normally
(e.g., showering, putting on work clothes, having breakfast),
setting break times, and ending their workday at their usual
time. For many, settling into a regular remote workday took
some time but ultimately, supported their long-term well-being:
“And now as we’re, you know, working through it [the pandemic]
further we recognize that we don’t have to always be there and
setting some boundaries is important for work life balance as
well” (BF0511, leader). Similarly, creating a dedicated workspace
(leaders: n = 13, 37%, IC: n = 5, 21%) and engaging in time
management behaviors (leaders: n = 12, 34%, IC: n = 7, 29%)
were also identified as key factors in successful remote working.

Behaviors that supported social and professional networks
and helped leaders and ICs stay connected were also important

Actions to
Enable
Remote Work

Remote
Work Moving
Forward

Required
Organizational
Culture Shifts

Work

Remote
Work
Challenges
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for supporting remote work practices. Participants commented
how they had to be more intentional about their interactions
with others to maintain their relationships in lieu of traditional
‘water cooler’ chats (leaders: n = 14, 40%, IC: n = 6, 25%).
Checking in with colleagues (leaders: n = 13, 37%, IC: n = 5,
21%) and engaging in informal team activities (leaders: n = 12,
34%, IC: n = 6, 25%) were also vital to maintaining a productive
and cohesive work team. For example, one team “recognized
that we have a stronger need, not at team meetings where we're
talking about business of the group, but separate meetings to just
have those social connections, where we can talk about what’s
going on in our lives, over and above our work lives” (LA 1601,
leader) citing that these types of connections spillover into an
understanding of colleagues’ capabilities and needs.

In addition to general remote work behaviors, we explored
enabling and challenging behaviors that were specific to being in
a leadership position. Overall, participants largely had positive
experiences with their leaders and leaders they worked alongside
when transitioning to remote work, referencing behaviors
such as providing flexibility and supports (IC: n = 16, 67%),
regular but appropriate check-ins (IC: n = 11, 46%), and being
attentive to employee well-being (IC: n = 9, 38%). Participants
also mentioned the availability of leaders (IC: n = 6, 25%)
and leaders’ increased comfort with remote work as enabling
factors (IC: n = 2, 8%). Despite 15 (63%) ICs not having any
negative behaviors to report, seven (29%) participants found
that their leaders engaged in poor communication behaviors
(e.g., too many meetings or calls, micromanaging) or failed
to provide clear direction. One participant reflected on how
ineffective communication could stem from a poor recognition
of appropriate boundaries from leaders: “she’s [my leader] not
angry when you’re not available but she’s just notorious for like
just calling and calling and calling everybody. It doesn’t matter if
your light is green and available, or it says away or whatever, she’s
calls” (AH1809, IC).

Current enabling and challenging
factors for working remotely

Enabling

Participants identified several aspects of their organization’s
culture that currently supported their experiences working
remotely. Thirty-two participants (leaders: n = 18, 51%, IC:
n = 14, 58%) believed that their organization had a culture
that values and supports employees which made them feel
supported during their transition to remote work. There was
a general perception that people believed good work and
productivity came from remote work (leaders: n = 14, 40%,
IC: n = 10, 29%) and working virtually allowed for expertise
to be leveraged from all areas of the organization (leaders:
n =4, 11%, IC: n = 2, 8%). The primary challenge, although
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only reported by one leader and one individual contributor,
of the current culture was the potential envy of remote
workers from other employees that could not work remotely
and potential perceptions of unfairness, demonstrating that
organizational culture can both enable and challenge successful
remote work experiences. In addition to the organizational
culture, participants also commented that working remotely
enabled them to adopt a healthier lifestyle which in turn, aided
them in being more successful in their professional and personal
domains and perhaps even remaining in the workforce longer
(leaders: n = 8, 23%, IC: n = 10, 42%): “I think as long as I'm
working from home, I think I probably will be more active. And
I'm only a couple of years away from retirement [but] if I work
from home, I may work a little bit longer” (JC2803, leader).

Challenging

In addition to the positive experiences with remote work,
numerous challenges with a remote work environment were
reported. Common remote work challenges such as technology
and equipment (leaders: n = 20, 57%, IC: n = 9, 26%) and
connectivity issues (leaders: n = 17, 49%, IC: n = 10, 29%) were
reported; however, the challenges went beyond organizational
resources. For example, 80% of leaders (n = 28) commented
on the significant challenge of building and maintaining
relationships with employees in a remote environment.

“Attending to community has been the biggest challenge for
celebrations, and for the [bereavement] greetings and making
sure people feel part of something beyond just the work that
they do. Because I think thats why were so successful at
retaining our staff here is we've traditionally had really strong
communities of people who have been invested in the same
industry and they know that they’re all in it for the long run
and it’s a really nice thing to have. . .its been hard to support
my team and for us to support each other” (AS1611, leader).

Leaders were also concerned with on-boarding new
employees remotely and the challenges of succession planning
(n=21;60%) when opportunities for networking and mentoring
were perceived to be lower.

“[1t’s been challenging] to, you know, pass on your knowledge
and experience and figuring out who's going to be the best
person for doing those sorts of things. When you’re in an office
and you’re working together and you’re physically seeing what
everybody is capable of and how well they work, it’s easier to
me anyway to figure out who’s the best person that can do
[the task] or fits in with that particular piece of the role. . .so
that's been tough. And I know for our team, it’s not just
been difficult for me from a manager perspective but its also
being difficult for the individual that’s considering retiring.”
(LA1601, leader)
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Although fewer remote work challenges were reported by
employees overall, ICs faced many of the same challenges as
leaders. Relationships were challenging to build and maintain
(n = 13; 38%) and work-home interference challenges were
posed by the need for a dedicated workspace (n = 8; 33%)
and the struggle to maintain a healthy work-life balance
(n = 8; 33%). Indeed, some participants shared their concerns
that their attempts to find balance while working at home
would be perceived differently than if they were in the office:
“[at the office] if you're out doing things or whatever, taking
a break or running downstairs to grab something to eat,
its not a big deal. But when you’re at home, it feels like
you're tied to the computer because somebodys going to see
you not there” (JV2309, IC). The primary challenge that ICs
reported more than leaders was the difficulty of staying focused,
although it was only reported by a minority of participants
(n = 6; 25%).

Remote work moving forward

Skills to develop

Continued skill development was identified as an important
facilitator of successful remote work. For leaders, increased
knowledge in managing virtually (# = 19; 54%) and improved
18;
51%) were the primary areas of skill development. When

technology literacy at all levels of the organization (n =

discussing how introducing a shared document system for
their team positively impacted their work, a leader highlighted
how critical technical skills were to managers when working
remotely: “If you want to continue with virtual work, you would
really need to invest in those skills because they’re critical to
success” (TH1310, leader). In reference to the importance of
developing skills for maintaining rapport virtually (n = 15;
43%), another leader commented: “I think its particularly
important when you’re remote because again you need people
to feel comfortable reaching out to you and connecting with
you right? And they need to be I guess expecting that you're
going to be doing the same and reaching out to them”
(DW1410, leader).

Individual contributor(s) also wanted to see improved
management skills in a virtual environment (n = 8; 33%)
in addition to more personal management skills such as time
8; 33%),
and self-management (n = 6; 25%). One participant quote

management (n = 14; 58%), communication (n =

highlighted the intersection of time management and how that
can be impacted by ineffective communication and management
from others:

“Definitely time management skills. Just so that you’re present
at work, or so that everyone’s present at work and reachable
when they’re supposed to be. And then on the other hand, not
working, more than, than you need to be. Like sometimes my
manager will put in a request on a Thursday late day. So, then
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I'll just be working Thursday afternoon to get it done because
I won’t have time to do it on Friday.” (AW1509, IC)

Organizational culture development

As highlighted above, organizational culture is an important
foundation for successful remote work and can foster success
but also pose significant challenges. Despite participants
perceiving their organizational culture to be shifting to be
more supportive of remote work practices, approximately half
29; 49%) were concerned that the
culture shifts they had witnessed would be reversed when

of the participants (n =

work-from-home orders were lifted. Comments such as these
show that organizational changes need to be substantial and
longstanding for successful remote work to continue moving
forward. Further, although positive changes had occurred, there
was still a perceived need to increase trust in remote workers
as an organization (leaders: n = 19, 54%, IC: n = 11, 46%).
Participants also wanted a strong “camera-on” culture (leaders:
n =10, 29%, IC: n = 3, 13%) where people engaged more
actively in virtual meetings, turned their webcams on, and
continued to foster strong relationships even when working
apart. As one participant stated: “when its a smaller subgroup,
then lets use a webcam so you can actually see people’s faces
and encourage the cultivation of compassion for one another.
Because it’s so easy to get angry with somebody who you only
see as a name on the screen right?” (AS1611, leader). Using tools
that approximate face-to-face interactions, participants believed
that they could work to overcome many of the connection and
conflict challenges posed by working remotely. Lastly, increased
remote and hybrid remote work demands an increased respect
for employees’ work-life balance and availability (leaders: n = 3,
9%, IC: n =1, 4%).

Enabling future remote work

Finally, leaders and ICs identified several organizational
actions they believed would facilitate a healthy remote work
environment when the limitations posed by the COVID-
19 pandemic ease. Both leaders and ICs emphasized the
need for access to the necessary technology and equipment
(leaders: n = 26, 74%, IC: n = 15, 63%) and improved
IT support (leaders: n = 9, 26%, IC: n = 6, 25%). Clearly
and transparently communicating remote work expectations
were also important especially when it came to policies and
procedures, role expectations, and cost expectations (e.g., setting
up a home office).

Although structural supports are necessary, they are not
sufficient for a thriving remote workplace. Specifically, both
leaders and ICs want to feel heard and that their wants and
needs have been considered (leaders: n = 21, 60%, IC: n = 18,
75%), especially for employees that may adopt a hybrid remote
work model and have unique needs compared to fully remote
workers (e.g., transporting work equipment). Skills training
can be a way to help support the development of the specific
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skills employees need to succeed in a remote environment (e.g.,
managing virtually, communicating virtually) (leaders: n = 17,
49%, IC: n = 7, 29%) and relationship building opportunities
can facilitate important connections that can support employees
during times of professional isolation (leaders: n = 7, 20%, IC:
n = 7, 29%). Networking also provides the opportunity for
contact with other workgroups which can facilitate necessary,
and often taken for granted, information sharing: “we’re really
missing that opportunity for the synergies that you can achieve
when you’re talking to people. And I think that that’s something
that’s really important going forward” (RF2109, IC).

Discussion

In March 2020, the COVID-19 pandemic sent millions of
workers home, who had to rapidly adapt to the new context
and demands of remote work, presenting a unique opportunity
to interview these individuals, and to identify and learn from
the strategies, behaviors, traits, and skills that helped workers
not previously exposed to remote work to be successful. Indeed,
the transition to technology-mediated communication typically
creates difficulties for individual contributors, leaders, and
teams, particularly in the short term (cf. Swaab et al, 2012).
To learn more about how employees adapted and provide
insights into future practices for remote work, we interviewed
a large sample of remote workers, consisting of Leaders and ICs,
which was diverse and representative of the Canadian working
population in terms of organizational tenure, gender, age, and
urban and rural geographic residency.

Research in the past on remote work has examined areas
such as who engages in remote work, how interactions differ
between remote and non-remote work environments, why
individuals and organizations choose to engage in remote work,
different kinds of remote work, and the outcomes of remote
work (e.g., Bailey and Kurland, 2002; Gajendran and Harrison,
2007; Allen et al., 2015; Golden and Gajendran, 2019). Our study
addresses a gap in the literature by considering how employees
adjusted to remote work, managed the new communication
challenges, and by examining the skills and behaviors they
learned to employ to help with this adjustment. Importantly,
these employees previously did not have the option to work
remotely, or alternatively did not choose to.

From these interviews, we have identified several themes
which we will outline further in our discussion; the key
skills and behaviors that allowed workers to better succeed
in a remote work environment, the enabling aspects like
support from management and leadership or the aspects of
organization culture that participants perceived supporting their
success with remote work and, conversely, the challenges and
barriers to success with remote work (refer Table 3). We
examined how these experiences can inform remote work
moving forwards such as through identifying how leadership
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can better support remote workers, aspects of organizational
culture that participants hoped to see changed or improved
within their organization, and future skillsets and training
opportunities which would be beneficial to other organizations
adopting remote work in the future. Indeed, some research
suggests approximately 40% of jobs in Western countries such
as Canada could be done by remote workers (Deng et al., 2020;
Gallacher and Hossain, 2020), or up to 56% in the United States
(Global Workplace Analytics, 2021). In wake of the substantial
changes the COVID-19 pandemic brought, our findings present
a more up to date understanding of remote work that better
captures the new and unique perspectives from many workers
whom, though previously unexperienced with remote work, are
now well acquainted with it. Finally, we provide a commentary
on the experiences that participants have had and the lessons
they’ve learned to provide guidance on future research and
training, and identify what organizational cultural shifts may be
necessary to ensure remote work can be successful in the future.

Key traits, skills, and behaviors

Most of our participants were able to identify skills,
habits, or behaviors that over the course of their remote work
experience had helped them to be more successful. Some of
these skills and behaviors participants reported they had before
the switch to remote work and were found to be of benefit to
them, such as strong technological communication proficiency
making the transitional period much smoother overall. Other
skills and behaviors were learned or adopted after in order to
meet new contextual demands, such as workers needing to find
various ways to not depend on paper hard copies of documents,
or how to lead or manage teams with no ability to meet face
to face. These successes reflect over 12 months (at the time of
data collection) of trial and error as participants figured out how
to best achieve success in an environment where, due to work
from home mandates issued from the government, they had no
other alternative but to try and make it work. It should not come
as a surprise that if there are alternative work environments or
arrangements available, future workers may be less motivated
to try and persevere and overcome such an initial adjustment
period. Thus, it is extremely important that we identify the skills,
traits, and behaviors that lead to success for remote workers so
that they can be used to inform necessary training, guidelines,
and policy to support remote workers in the future.

Given the level of both perceived and actual success around
remote work, it is clear that remote working presents a favorable
environment for achieving success for many (but not all)
individuals, with 66% of participants in our sample reporting
management should listen to their input around continuing
with remote work. The general preference for remote work
continuing likely stems from the various benefits workers
reported that working from home provided them; for example,
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TABLE 3 Table of recommendations.

Challenge/problem

Consequence

10.3389/fpsyg.2022.893895

Our recommendations

Unclear remote work policies

Concerns of negative treatment of
remote workers; leadership not
understanding the work remote
workers do, remote workers
worried about not being
promoted fairly, etc.

Management and leadership being
‘out of touch, not accurately
understanding remote worker
needs

Positive work relationships and
interactions are difficult to
maintain in a remote work
environment, and networking and
building relationships can be a
major challenge for newer

- Feelings of uncertainty and unfairness
- Performance management challenges
- Scheduling challenges

- Remote workers feeling unsupported by their organization

- Undervaluing remote workers, not having accurate
perceptions and recognition of their achievements

- Undermines commitment, creates rifts within and between
teams, and strains leader-member relationships

- Also undermines remote work itself, potentially resulting in a
full-scale return to office

- Poor performance, satisfaction, and well-being in a remote
work environment due to poor leadership and a lack of role
modeling

- Higher risks of remote workers feeling isolated or lonely

- Perceptions of being socially isolated can lead to increased
burn-out and attrition

- Lack of learning, development, promotions, and advancement
in the organization leading to a lack of growth and greater
attrition

- Create clear and unambiguous policies around remote work
eligibility
- Policies should:
o Consider employees wants and needs
o Only include restrictions strictly necessary to achieve goals
o Outline remote work frequency and performance
expectations (e.g., timelines, success metrics, benchmarks)
- Lines of communication between remote and non-remote
workers (especially leadership and management) must be
actively facilitated
o Routinely check, address, and clarify assumptions of what
remote workers have accomplished
- Organizational leadership must also dismantle negative
stereotypes or rumors of unfair/preferential treatment
o Emphasize how all contribute toward success; share
success stories from both remote and non-remote workers
- Remote workers need to trust that leadership and policy
makers can understand the challenges remote workers face.
o Train leaders in remote work tools (e.g., Use of
teleconferencing tools), as well as specific training in how to
manage remote workers (e.g., how to hold a successful
virtual team meeting)
- Provide socializing opportunities analogous to what
non-remote workers experience.
o Dedicated informal meeting and socializing time
(replicating water-cooler/coffee shop talk)
o Networking opportunities with other individuals at the
organization.

employees

- Over-engaging in these activities, or virtual meetings in

general, can lead to burn-out or disengagement

- Avoid making ‘informal’ events mandatory to attend, or
holding them extremely frequently

- Avoid blanket ‘Camera On’ policies; only use them if they
serve a genuine purpose

- Use leaner forms of communication (e.g., email) if they
would suffice in lieu of videoconferencing

58% of workers reported remote work allowed them to do get
more work done by increasing the amount of “deep focus” time
they had without interruption from co-workers or by removing
the time spent commuting to and from work each day, and
31% of participants reported that their lifestyle had become
healthier in various ways as a result of the shift to remote
work. However, many participants also reported that working
from home introduced a greater availability of non-work
distractions which required specific distraction management
skills to overcome.

This seemingly self-contradicting result between themes
could be explained by Trait Activation Theory, which as
discussed earlier, suggests that observable outcomes are a
product of the environment and context influencing which
traits are activated, and how they manifest (Tett and Guterman,
2000). For example, even though the remote work environment
presents multiple other cues for behaviors to manifest (e.g.,
being distracted by entertainment such as TV or Netflix, or by
family members), some participants expressed that they were
able to achieve higher productivity specifically because of the
remote work creating an environment where they could work
without interruption from co-workers or the other distractions
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present in their office environments. Grelle and Popp (2021)
outlined several traits and characteristics that may be of
particular importance to remote workers given the differences
in a traditional work environment compared to remote work.
For example, they note how communication occurring strictly
through technology significantly alters the social environment
and relationship building opportunities available, which may
result in more extroverted individuals feeling isolated; and how
too little work focus may result in one being distracted, but
too much may contribute to overwork and burnout. Thus,
different environments may require different skills or behaviors
by remote workers in order to succeed (e.g., needing to be more
cognizant of possible distractions if you do not have a dedicated
workspace for remote working).

Interestingly, within our sample many participants
indicated that they found improved success in their remote
work by simply replicating the schedule and habits they had
when they were still commuting into work in person, and by
adhering to their normal work schedule. This was usually some
combination of what one would normally do to ‘get ready for
the day; such as showering, having breakfast, or putting on work
appropriate attire before sitting down, in order to get them into
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the same mindset that they would be in if they were going to
work ‘in person.” The majority of participants (71%) mentioned
if they would have left the office at a specific time, they made
a conscious effort to disconnect from work at the same time,
sometimes going as far as physically unplugging work issued
devices in order to do so. Thus, while remote workers are
influenced by the environment they are in, they can also change
the environment itself or engage in behaviors aimed at creating
a more successful remote work experience for themselves.

Several findings were consistent with leader-member
exchange theory (LMX; Erdogan and Bauer, 2014), which
emphasizes the unique relationships leaders have with each of
their direct reports. The ICs we interviewed substantially felt
that leader behaviors such as being flexible and providing ample
support were important aspects contributing to their success
with remote work. Half of ICs reported that their leaders had
been engaging in what we labeled ‘check-in’ behaviors, where
leaders would much more frequently communicate with direct
reports and see how individual members of their teams were
doing. Half of leaders reported that they taking additional efforts
to be deliberate and intentional about their communications
with others, ensuring that they were being mindful of which
virtual tools they used to communicate what messages to not
overwhelm or waste unnecessary time in meetings.

Finally, finding ways to reduce perceived team virtuality
(Handke et al,
connected even when communicating through technology -

2021) - and feeling closer and more

was important. Restrictions around face-to-face gatherings also
led to increased communication creativity, and teams finding
ways to stay in touch that they had not ever considered before.
Many took efforts to maintain non-work interactions with
their co-workers; some teams even reported this became part
of a structured routine, where they had formally designated
timeframes solely dedicated toward socialization or other casual
interactions with each other. Growing familiarity and comfort
with remote work technology, especially virtual conferencing
tools like Zoom, helped with workers using these tools for
these more informal engagements, and we encourage remote
workers — both Leaders and ICs - to continue taking deliberate
effort to ensure they communicate openly and regularly, and
remain connected with their colleagues.

Remote work enablers and challenges

Working remotely had not previously been the norm for
the majority of our participants, but many found themselves
surprised at how attitudes (both theirs and of their coworkers)
toward remote work changed to be more positive. Many cited
this shift as a function of the effective behaviors or skills
they developed as they gained more experience with working
remotely. Some participants perceived that their success in
remote work was partially a result of not being negatively
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impacted or hindered by the overall change to the situation.
Indeed, some individuals noted that after some discomfort
around the initial adjustment, they realized their day-to-day
tasks were functionally identical as to when they were working in
an office, and required little to no adjustment or learning of new
skillsets and capabilities. Overall, the majority of participants felt
positively toward remote work, and desired their organization
to listen to their needs and wants of continuing some degree of
remote work in the future, findings which are not unique to our
study alone (Aczel et al,, 2021; Babapour Chafi et al., 2022).

In addition to the work-related benefits of remote work,
participants expressed numerous non-work-related benefits.
Many participants indicated that as a function of the reduced
commute time, they were able to tackle errands at home (e.g.,
doing chores and household errands), spend more quality time
with loved ones (especially those that were also now remote
working), or spend more time attending to their physical
health (e.g., going for walks) which further supported their
productivity during work hours. Some participants reported
commuting alone previously took up multiple hours of their
time, which could now be used to attend personal needs (leisure
or health) instead. By being able to optimize time spent during
their day, many participants perceived they had an overall
healthier lifestyle than before working remotely which made
the remote work experience more amenable to them. Indeed,
other research has shown that when properly implemented,
remote work can improve feelings of autonomy and work-
life balance (Babapour Chafi et al., 2022). At an organizational
culture level, mentions of how appreciated workers were,
how the work they were doing in face of the pandemic
environment was important, and the organization’s mission
of providing healthcare to Canadians was valued, were all
mentioned as being important factors to participants’ success in
the shift to remote work.

However, despite the general positivity toward remote
work, there were many challenges to overcome, and many of
these were identified to be on-going issues or concerns. Many
participants reported that the lack of a dedicated workspace
as a major issue, often not having the option to have one
due to limited space at home or the costs of creating a
home office being too great. Many participants, particularly
leaders, had concerns about work-life balance and managing
their work schedules, some with comments around finding
themselves working when they should not have been (e.g.,
checking for a response to an email they sent before going
to bed). It was not uncommon to hear participants express
they were struggling with work spilling over into their personal
lives, or with their personal lives interrupting their work (e.g.,
pets, spouses, or childcare-related issues disrupting virtual
meetings), which is similar to other findings in research
(Toscano and Zappala, 2021).

Additionally, communication, both in terms of socialization
as well as in terms of work duties and keeping up to date
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on projects with other remote workers or across teams, was
another notable challenge. Although a minority, some ICs also
felt they received poor communication and direction from
organizational leaders and perceived a lack of management
visibility. Almost half of Leaders in our sample reported that
performance management or the perceptions and uncertainty
surrounding performance management was a major challenge
for them. In contrast, some participants expressed that while
they want to continue with remote work in the future, they
would not desire to do so if their organization implemented
monitoring software on their work devices or had supervisors
that micro-managed them. In line with this, around half of
the participants (both Leaders and ICs) identified that they
had major concerns around unfair treatment or stigma toward
remote workers. Some individuals were worried about being
less likely to be promoted than a non-remote worker in the
future, and others expressed concerns that individuals choosing
to remote work in the future would be perceived as slacking
off continually and being lazy. Leaders expressed they had
faced significant challenges around being able to maintain
relationships, build new ones, and with the on-boarding of
new employees or conversely, and with succession planning
to account for voluntary and involuntary turnover. Finally,
many remote workers reported difficulties around fulfilling
socialization-related needs, such as maintaining relationships
and networking with others were common in our participants,
echoing other research on the social effects of the pandemic and
remote work (Van Zoonen and Sivunen, 2021; Van Zoonen et al.,
2021).

Many of the challenges outlined by our participants point to
key areas that need to be addressed and supported for successful
remote work moving forward. In particular, we highlight the
need for clear and consistent communication around remote
work expectations and policy, as well as the skills necessary to
facilitate successful remote work.

Informing remote work moving
forward

The majority of participants reported that they desired to
continue with remote work in the future. However, at the time
of our interviews, the organization had not yet provided any
guidance on whether remote work would continue to any degree
in the future. In addition to previously mentioned concerns
around unfair treatment of remote workers, some participants
stated that some decision makers at the organization were
resistant to the idea of adopting remote work in the future, even
when faced with internal data showing the overall successes and
benefits of remote work. Approximately half of leaders reported
that they needed to be able to more clearly communicate
remote work expectations to their direct reports, which they
would be unable to do without formal guidance from senior
leadership. However, when participants spoke about their
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desires for remote work in the future, there was a diverse
range in preferences; some participants desired the discretion
to decide to work remotely and to work in-person, and for
others it was the ability to simply work remotely permanently.
Rectifying these two competing demands of needing to provide
clear, fair expectations and guidance to workers and leaders,
and of employee trust and empowerment, will be key for
sustainable success in remote work. We interpret the challenges
as stemming from a low clarity between personal life and work
life, whether the choice to work remotely or not is truly a choice,
and from both ICs and Leaders not having a clear understanding
of what is being expected of remote workers. Below, we outline
several recommendations for rectifying these areas, based in the
data we have gathered from the experiences of our participants.

Recommendations

First, remote workers should have the same confidence
as non-remote workers in knowing when they begin and
finish their work for the day, of what they are expected to
accomplish, and be trusted to be given the freedom to choose
where and how they complete their work. Robert Half, a
Canadian recruitment agency, found that over half of survey
respondents reported they would seek out a new employer
if their current employer required them to return to their
offices for a full 5 days per week (Robert Half, 2022). Going
forward, organizations will need to ensure they have clear plans
to communicate their remote work policies and expectations
to both prospective and current workers. However, research
on Boundary Theory indicates that a combination of support
from an organization to choose to engage in remote work,
plus an individual’s ability to control the separations between
their work and family life leads to more positive outcomes
than those that have little ability to do so (Kossek et al,
2006, 2012). Thus, we emphasize that the positive benefits
here are not necessarily from the separation between work
and home itself (refer Kreiner, 2006) but from the freedom to
make one’s working conditions more optimal to one’s individual
needs and preferences. Echoing these findings, despite broadly
positive attitudes toward remote work in our sample, around
half of participants reported that they would still desire the
organization to retain physical office space for a wide variety
of specific needs (e.g., socialization, access to resources like
printers, separation from work and home, etc.). Organizations
will need to balance individual discretion with challenges
around coordination. Leadership and policy makers should
consider what at minimum is necessary for their organizations
to coordinate and allow for broad individual discretion outside
of those necessities. For example, an organization could
consider allowing all employees to choose whether to work
in office or work remotely on specific days of the week (e.g.,
able to work remotely or in person on Wednesdays, and
Thursdays), and require approval to work remotely outside
of those days. However, it should be kept in mind that strict
policies will undermine employees’ sense of autonomy, and
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increased autonomy was a major desire reported by many of
our respondents.

Second, leadership must ensure they are working
systematically to remove organizational culture barriers or
stigmas toward remote work and remote workers, such
as negative stereotypes, and address any fears of unfair
treatment. Having tangible successes, such as showing figures
of how remote workers are contributing toward metrics or
common goals at the organization, or showcasing exemplar
achievements and outcomes that remote workers or remote
working teams achieved, may help address organizational
culture and performance management-related concerns. These
could be sent out in organizational communications such as
newsletters to both remote and non-remote teams. Leaders
could also ask individuals or teams that have performed
exemplary work whether they would like acknowledgment
via emails or other forms of announcements. As well, data
on performance should be collected so that objective figures
of remote team effectiveness can be presented and made
readily available to management and other decision makers in
the organization.

Third some of our participants expressed concerns that
future decisions around remote work would not be well
informed or effective. This was due to perceptions that
individuals occupying decision making positions at the
organization often lacked basic proficiency in using remote work
technology. Of note is that almost twice as many Leaders as
ICs identified technological literacy as being a helpful skill for
communication during remote work. Additionally, perhaps self-
aware of the issue of technological proficiency, more Leaders
than ICs felt technological skills needed to be improved across
the entire organization going forward. Remote workers need to
feel that that leaders and policy makers understand the demands
and contexts that remote workers face, and can effectively
communicate with and manage them, which is significantly
more difficult if leaders are unable to operate technology
proficiently. Leaders must have the skillsets and the confidence
that they are prepared to manage remote workers, receiving
training if necessary to do so. Some of the skillsets both ICs
and leaders identified as needing improvement for remote
work to succeed in the future were time management skills,
communication skills, virtual ‘soft skills, self-management skills,
and training on how to maintain rapport virtually.

Fourth, building, emphasizing, and maintaining positive
work relationships between managers and their direct reports
is an important determinant of organizational commitment,
job satisfaction, and job performance, and the quality of these
relationships may be particularly important for remote workers
(Golden and Veiga, 2008). When making efforts to maintain
social interactions, theories such as Media Richness theory
(Daft and Lengel, 1986) in conjunction with our findings can
inform further recommendations for organizations. Tools like
Zoom that are high in media richness may help with feelings
of closeness and social presence of co-workers (Rice, 1992).
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Richer forms of media which increase perceived social presence
can help create higher quality relationships and enhance work
commitment (Workman et al., 2003). Indeed, participants
in our sample indicated that informal team meetings and
activities were helpful at maintaining morale, well-being, and
overall team functioning. Considerations should be made
as to whether organizational sponsored events (e.g., town
halls, conferences, or announcements) are being adequately
communicated to, and made accessible to, remote workers. If
possible, in-person events should be live streamed or recorded
so that remote workers are able to engage and opportunities
to facilitate two-way communication should be encouraged.
For example, additional efforts should be made so that remote
workers who wish to participate asynchronously are still able
to participate in any Q&A sessions to the same extent that
individuals attending events in-person are, for example by
allowing remote workers to send their questions in advance to
moderators or panelists.

However, overuse of virtual meetings, and especially
‘Camera On’ policies may become emotionally draining and
fatiguing over time (Bailenson, 2021; Shockley et al, 2021).
To minimize deleterious effects, we recommend that leaders
consider whether having a camera on in any given meeting
serves a genuine purpose, and whether a leaner form of
communication (e.g., email) would be sufficient for the message
they are trying to communicate.

Conclusion

Following the COVID-19 pandemic there was a rapid
expansion in the number of individuals engaging in remote
work. Many of these remote workers were entirely new to a
remote working arrangement, and included individuals who
would not otherwise be drawn to remote work or potentially
outright opposed to the idea of engaging in remote work.
By interviewing a broad sample of Individual Contributors
and Leaders at an organization, we sought to capture the
experiences of these individuals as they grew accustomed to
remote work. We looked at skills, characteristics, behaviors, and
situations that contributed to their successes, as well as aspects
of remote work that posed challenges for them. Across both
Individual Contributor and Leader samples, we synthesized
common themes into recommendations backed by previous
theory relevant to remote work. Clear communication will be
important factors, and leaders should craft policy that empowers
individuals to feel like they have genuine control over their
choice to engage in remote work. Shared understanding of
what is expected of remote workers must be held by both
remote workers and their leaders, and remote workers must be
carefully supported by leadership and management to ensure an
organization’s culture eliminates unfounded biases held against
remote workers, and that fears and concerns around unfair
treatment are thoroughly addressed.
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Our study contributes to the rapidly expanding body
of work studying the changes and impacts of remote work
experienced during the COVID-19 pandemic. We adhered
to qualitative methodology that has been employed in the
past, with rigorous efforts employed to ensure the themes
explored and analyzed genuinely reflected the experiences
of the participants. However, while our sample was overall
diverse in terms of tenure, gender, age, and urban and rural
geographic residency, participants were sourced from one
single healthcare organization, operating in one country, which
reduces the generalizability of our sample across organizational
and national cultural boundaries. Additionally, in other
for-profit organizations where executives and leadership
have a fiscal responsibility to generate profits and returns
for shareholders, different goals could affect motivations,
behaviors,

incentives, and overall organization culture.

However, our recommendations address the foundations
and fundamentals for individual, team, and organizational
culture focused outcomes. Thus, even if the overall goals of an
organization may vary, our recommendations are built upon
research and theory which have been shown to be important in
a wide variety of contexts.

Finally, we fully recognize many areas which are challenges
in one organization or team could be sources of strength and
success in another. Within our own sample we saw a diverse
range of opinions around whether aspects of remote work were
considered successful or not, and what some report as challenges
others saw as unanticipated boons. For example, while some
participants reported that maintaining rapport with their
team members was a significant challenge, other participants
reported that their team became more comfortable with being
emotionally vulnerable with each other, leaned on each other
for support, and trusted each other more than before the switch
to remote work. There still remains a wealth of opportunity for
researchers to examine factors that explain further nuances in
remote work, such as across aspects of organizational culture
(Cameron, 1985; Chapman et al, 2018), team interactions
(Handke et al,, 2021), and individual differences like personality
types (Lee et al,, 2005), and for researchers to translate new and
recent findings into recommendations for practitioners.
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