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Foreword: Learning 
Together in this New World

Mark David Milliron, PhD                
President & CEO, National University

T he book you’re about to enjoy is an exciting and im-
portant exercise in learning together. Indeed, the Cen-

ter for Hybrid and Virtual Organizations (CHVO) at Na-
tional University was created to bring together scholars and 
practitioners interested in better understanding and leading 
in our emerging organizational environments. There is good 
work to do to unpack what’s working, what’s not, and what’s 
ahead. 

I deeply connect with learning together for a host of reasons. 
One of the more prominent relates to the work I helped lead 
in co-founding Civitas Learning. Fourteen years ago, along 
with co-founders Charles Thornburgh and Laura Malcom, 
we helped build a company dedicated to helping higher edu-
cation institutions make the most of the student stories hid-
den in the data being collected in their quickly expanding dig-
ital infrastructures. By leveraging the best of advanced ana-
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lytics, data science, design thinking, and arti“cial intelligence, 
our mission was to help institutions nationally graduate a 
”Million More; students. 

We named the company Civitas Learning because in Latin it 
translates to a community learning together. Our strategy was 
to bring together a dedicated group of institutions and edu-
cators committed to embracing these new tools, technologies, 
and techniques in the new and emerging data-rich world of 
education. Our goal was to bring to educators and students 
the infrastructure and tools for them to become their own 
”student success scientists;, helping more students learn well 
and cross their commencement stage with credentials arming 
them to thrive on the road ahead. 

What happened next was special. Institutions rallied to the 
cause and began sharing with each other the steps on the 
journey. They learned about how to build powerful pre-
dictive models— to build applications that supported facul-
ty, administrators, advisors, and students— to test emerging 
student-success strategies— and to better design pathways to 
and through their institutions. Some things worked, some 
things didn’t:but that was the point. We were there to learn 
together about how to not just survive but thrive on the road 
ahead. 

Enter CHVO. What’s special about this second CHVO book 
and the case studies within, is that the authors are also pulling 
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together a broad community to shine a light on what’s hap-
pening, ask hard questions, build models of promise, and 
advance practice that can make a di?erence. 

We invite you to be a part of this community learning together 
because, like Civitas Learning, this work matters. Organiza-
tions are making choices and sometimes sweeping changes, 
and we’re still in the earliest of days. Coming out of the 
pandemic, our tools, technologies, and techniques have ex-
ploded with possibilities to organize work and workplaces 
di?erently. There are serious implications for the impact on 
outcomes, quality of workplace culture, work-life balance, 
and even mental health. Put simply, there are no easy answers, 
and we all have a lot at stake as this learning comes together.

So, let’s roll up our sleeves and get to work@ 



Introduction

Melody Rawlings, EdD and                                                                      
John Frame, DPhil

While our srtb koo,p Winning in the Virtual Workplacep 
vrodinen igtiahbt -gn tbr-beaiet bo helv le-nert bhride ig rem
yobe -gn hckrin egdirogyegbtp bhit koo, krigat bhete fogm
fevbt bo li.e bhrouah f-te tbunietI wb thoxt hox le-nert -gn 
y-g-aert -frott ignutbriet g-dia-be fh-llegaet o. reyobe -gn 
hckrin xor,p eVvloriga re-lmxorln tfeg-riot to cou f-g le-rg 
.roy ignutbrc le-nert -gn egh-gfe cour oxg dirbu-l le-nerm
thiv t,illtI

Leadership for a New World, li,e our srtb koo,p .olloxt bhe 
tbrufbure o. bhe Lirbu-l Fe-nerthiv (r-yexor, 1tee (iaure 
)EI T-fh f-te ig bhe koo, it -liagen xibh - foyvogegb o. bhe 
.r-yexor,I 

Chit .r-yexor,p nedeloven kc folle-auet -b bhe Hegber .or 
Ockrin -gn Lirbu-l zra-giN-biogtp terdet -t - .ougn-biog .or 
ugnertb-gniga -gn -g-lcNiga eRefbide le-nerthiv ig hckrin 
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-gn dirbu-l tebbigatI)  Che .r-yexor, fogtitbt o. tiV igberm
foggefben foyvogegbtK Tyobiog-l wgbelliaegfep Hoyyugim
f-biogp Tga-aeyegbp Mffougb-kilibcp Ouy-g H-vib-lp -gn 
Hogbiguout wyvrodeyegbI Mt teeg ig (iaure )p Tyobiog-l 
wgbelliaegfe it -b bhe fegber o. bhe .r-yexor,p terdiga -t bhe 
.ougn-biog .or bhe obher foyvogegbtI

Figure 1: The Virtual Leadership Framework

)I Fukifhp &I &Ip U-xligatp SIp J Sege.eep 2I 2I 0I 17–77EI 
Tyobiog-l igbelliaegfe -gn dirbu-l le-nerthivK M .r-yem
xor, -gn v-bhx-c .orx-rnI International Leadership 
Journal, 141)Ep 886PqI
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T-fh o. bhe tiV foyvogegbt o. bhe .r-yexor, it krie;c nem
tfriken keloxI
Emotional Intelligence
Tyobiog-l wgbelliaegfe it fegbr-l bo bhe Lirbu-l Fe-nerthiv 
(r-yexor, -gn it fribif-l bo le-nerthiv eRefbidegettI Fe-nm
ert xibh hiah eyobiog-l igbelliaegfe ugnertb-gn -gn y-g-ae 
bheir oxg eyobiogt xhile refoagiNiga -gn retvogniga bo bhe 
eyobiogt o. obhertI Chit -lloxt bhey bo bhouahb.ullc y-g-ae 
igbervertog-l rel-biogthivtp kuiln brutbp -gn .otber - tuvvorbm
ide be-y egdirogyegbI wg reyobe tebbigatp le-nert yutb ke 
etvefi-llc -bbegbide bo eyobiog-l fuet -gn tiag-ltp inegbi.ciga 
vobegbi-l fh-llegaet e-rlc -gn -n-vbiga foyyugif-biog bo 
yeeb bhe geent o. bheir be-yI
Communication
TRefbide foyyugif-biog it ettegbi-l ig dirbu-l ora-giN-m
biogtI Fe-nert yutb f-re.ullc fogtiner kobh .ory-l -gn igm
.ory-l foyyugif-biogp -t dirbu-l eyvloceet -gn tb-,eholnm
ert nevegn he-dilc og elefbrogif igber-fbiogtI Br-fbifiga gem
bi’uebbep bhe neyogtbr-biog o. fourbetc -gn retvefb ig ogm
lige igber-fbiogtp it dib-l .or kuilniga - votibide be-y fulbureI 
Ttb-klithiga fle-r foyyugif-biog auineliget -gn tbr-beaiet 
helvt vredegb yitugnertb-gnigat -gn vroyobet foll-kor-m
biogp br-gtv-regfcp -gn ejfiegfcI
Engagement
Broyobiga ega-aeyegbp brutbp -gn nenif-biog it ,ec bo - vrom
nufbide -gn yobid-ben dirbu-l xor,.orfeI Fe-nert f-g .otber 
ega-aeyegb kc fognufbiga fogtitbegb fhef,migtp fre-biga ovm
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vorbugibiet .or tofi-l igber-fbiogp kuilniga - tegte o. foym
yugibcp -gn egturiga bh-b -ll doifet -re he-rn -gn d-luenI 
9c igbegbiog-llc fulbid-biga ega-aeyegbp le-nert tbregabheg 
be-y fohetiog -gn fre-be -g egdirogyegb xhere eyvloceet 
.eel igdetben ig ora-giN-biog-l tuffettI
Accountability
Mffougb-kilibc it frufi-l ig dirbu-l be-ytI Fe-nert etb-klith 
-ffougb-kilibc kc nesgiga fle-r ao-ltp eVvefb-biogtp -gn verm
.ory-gfe yebrift xhile egturiga bh-b volifiet -gn vrofenuret 
-re br-gtv-regbI Bretegfe -gn -ffettikilibc -re e’u-llc iyvorm
b-gb  le-nert yutb ke -d-il-kle bo auine bheir be-ytp yogibor 
vroarettp -gn vrodine tuvvorb -t geenenI Chit ditikilibc re-tm
turet eyvloceet bh-b bhe le-ner it foyyibben bo bheir tuffett 
-gn bhe be-y—t okGefbidetI
Human Capital
Ouy-g H-vib-l re.ert bo bhe ugi’ue tbregabhtp t,illtp -gn 
-bbrikubet bh-b eyvloceet kriga bo bhe ora-giN-biogI Fe-nm
ert leder-ae huy-g f-vib-l kc refoagiNiga b-legbp tuvvorbiga 
vro.ettiog-l nedelovyegbp vroyobiga igflutidibcp -gn k-lm
-gfiga xor,mli.e fogtiner-biogtI S-ViyiNiga huy-g f-vib-l 
re’uiret ugnertb-gniga ignidinu-l fogbrikubiogt xhile -liagm
iga bhey xibh be-y -gn ora-giN-biog-l ao-ltI
Continuous Improvement
Hogbiguout wyvrodeyegb igdoldet bhe ogaoiga eRorb bo rem
sge vrofettetp egh-gfe terdifetp -gn tbregabheg ora-giN-biogm
-l ver.ory-gfeI Chit igflunet -novbiga -g -vvro-fh bh-b eym
vh-tiNet tbregabhtp refoagiNiga -ffoyvlithyegbtp -gn le-rgm
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iga .roy tebk-f,tI Fe-nert -lto .ofut og fh-gae y-g-aeyegbp 
rit, yibia-biogp -gn kutigett fogbiguibcp egturiga bh-b bheir 
be-yt rey-ig retiliegb -gn -n-vb-kle ig bhe .-fe o. fh-llegaetI

Mlboaebherp bhete tiV foyvogegbt 1Tyobiog-l wgbellim
aegfep Hoyyugif-biogp Tga-aeyegbp Mffougb-kilibcp Oum
y-g H-vib-lp -gn Hogbiguout wyvrodeyegbE y-,e uv bhe 
Lirbu-l Fe-nerthiv (r-yexor,p vrodiniga - yonel .or ugm
nertb-gniga -gn -g-lcNiga eRefbide le-nerthiv ig hckrin -gn 
reyobe tebbigatI Chit koo, it ora-giNen to bh-b e-fh f-te tbunc 
-liagt xibh - tvefisf foyvogegb o. bhe .r-yexor,p neyogm
tbr-biga hox le-nert g-dia-be bh-b eleyegb ig - re-lmxorln 
tfeg-rioI

9uilniga og our srtb koo,p Winning in the Virtual Work-
placep bhit koo, oRert -fbiog-kle igtiahbt bh-b xe hove cou 
f-g -vvlc bo cour oxg reyobe or hckrin be-yp tuvvorbiga 
cou ig cour role -t -g eRefbide le-ner kuilniga -g ega-aen -gn 
hiahmver.oryiga be-yI 

Mt -ubhort o. bhit wgbronufbiogp xe xith bo gobep ig bhe igberm
etb o. br-gtv-regfcp bh-b -rbisfi-l igbelliaegfe boolt h-de keeg 
uten ig bhe vrev-r-biog o. bhit tefbiog -gn y-c -lto h-de keeg 
eyvlocen ig obher tefbiogt o. bhit doluyep igfluniga ig bhe 
nedelovyegb -gn xorniga o. f-te tbunietI Mll fogbegb h-t 
keeg rediexen bhrouah bhe tb-gn-rn enibori-l vrofettI 2oye 
o. bhe f-tet ig bhit follefbiog -re k-ten og re-l ora-giN-biogt 
-gn le-nert kub h-de keeg -gogcyiNen bo vrobefb fogsnegm
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bi-libcp xhile obhert -re egbirelc sfbiog-lI Mgc reteykl-gfe 
bo -fbu-l veovlep lidiga or nefe-tenp or bo re-l ora-giN-biogtp 
edegbtp or firfuytb-gfet it vurelc foigfinegb-lI 4

Chit koo, igflunet eledeg f-te tbuniet tv-ggiga - guyker o. 
bovift reled-gb bo hckrin -gn dirbu-l xor, egdirogyegbtI wg 
bhe srtb f-tep ,if,iga oR bhe bheye o. Tyobiog-l wgbelliaegfep 
Selonc U-xligat -gn U-gnee 2-gnert eVvlore - foyv-gc 
fhootiga - LB o. vronufb nedelovyegb .roy bhree igberg-l 
f-gnin-bet%e-fh krigaiga niReregb tbregabht ig netiagp t-let 
-ykibiogp -gn eyobiog-l igbelliaegfeI Chit f-te hiahliahbt bhe 
fh-llegae o. k-l-gfiga eVverbitep le-nerthiv tbclep -gn hckrin 
xor,vl-fe fulbure ig - tbr-beaif le-nerthiv nefitiogI

H-te 7 .ofutet og bhe bheye o. Hoyyugif-biogp xhere Zlek 
Ctivurt,c xribet -koub - l-x sry yodiga box-rn - hckrin 
xor, yonel kc renesgiga ibt fulbure bo kuiln - yore foggefbm
enp retiliegbp -gn .uburemre-nc xor,vl-feI H-te J -lto rel-bet bo 
bhe bheye o. Hoyyugif-biogp xibh &-bhc Uifhie eVvloriga 
hox - to.bx-re foyv-gc utet fulbur-llc -x-re dirbu-l -gn 
hckrin be-yt bo tuvvorb ibt alok-l eVv-gtiogp eyvh-tiNiga 
fle-r foyyugif-biogp fulbur-l br-igigap -gn tbr-beaif foll-km
or-biogI

wg f-tet K -gn Ap xe burg - forger xibh Z-rc Whibe -gn 
S-r-gn- 0ohgtogmO-rbNoa xribiga og bhe bheye o. Tga-aem



FTM5TU2OwB (zU M DTW WzUF5)–

yegbI Z-rc eVvloret hox - fogtulbiga arouv g-dia-bet bhe 
thi.b bo - .ullc dirbu-l ora-giN-biogp -nnrettiga fh-llegaet 
ig foyyugif-biogp brutbp be-y fohetiogp -gn ver.ory-gfe 
y-g-aeyegb bo kuiln - tbroga dirbu-l xor, fulbureI S-r-gn- 
eV-yiget hox - yinmtiNen befhgoloac foyv-gcp -.ber thi.biga 
bo - hier-rfhif-l le-nerthiv yonelp .-fet nefligiga eyvlocee 
ega-aeyegb -gn yutb eVvlore br-gt.ory-biog-l le-nerthivp 
kebber foyyugif-biogp -gn regexen -ubogoyc bo rekuiln - 
fulbure o. iggod-biog -gn rebegbiogI

Sodiga igbo bhe bheye o. Mffougb-kilibcp ig f-te qp 2bevh-gie 
Sege.ee eVvloret hox - befh tb-rbuvp -.ber thi.biga bo - .ulm
lc reyobe xor, yonelp .-fet nefligiga -ffougb-kilibc -gn 
yor-le -gn yutb -novb tbrogaer dirbu-l le-nerthiv vr-fbifetp 
fle-rer eVvefb-biogtp -gn oubfoyem.ofuten foyyugif-biog 
bo rekuiln ega-aeyegb -gn vronufbidibcI wg f-te 8p Fit- SI 
O-rrit -gn Hhritbige Zehr,e eVvlore hox yodiga bo dirm
bu-l xor, rede-len le-nerthiv -gn -ffougb-kilibc vrokleyt 
bh-b hurb fulbure -gn ver.ory-gfep r-itiga bhe ’uetbiog o. 
xhebher br-igiga f-g rev-ir bhe n-y-aeI

2hi.biga bo bhe bheye o. Ouy-g H-vib-l ig f-te Pp Tuaege 
Wil,ertog -gn Uofhelle FI H-togmWil,ertog eVvlore - f-te 
tbunc -koub - hotvib-l bh-b r-vinlc br-gtibiogen .roy igmverm
tog f-re bo )––L belehe-lbh nuriga bhe v-gneyif -gn it gox 
re-ttettiga ibt -vvro-fh -.ber vrodiner fogfergt -koub befhm
goloac ute -gn f-re ’u-libcI Mt le-nerthiv yodet bo renufe 
belehe-lbh terdifet k-f, bo )–Lp bhe hotvib-l .-fet ritiga tb-R 
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-bbribiog -t eyvloceet le-de .or ora-giN-biogt bh-b fogbigue bo 
tuvvorb reyobe xor, ;eVikilibcI Hogbiguiga xibh bhe bheye 
o. Ouy-g H-vib-lp f-te 3 kc 2h-ge 2vr-aat eV-yiget hox - 
yinmtiNen to.bx-re foyv-gc over-biga .ullc reyobelc resgen 
ibt dirbu-l hiriga -gn ogko-rniga vrofettet bo iyvrode egm
a-aeyegbp rebegbiogp -gn gexmhire igbear-biogI

Hlotiga oub bhe koo, ig f-tet )– -gn ))p Sea-g 5illecp 2uggc 
Mieyerp -gn Tyi 9-rreti xribe og bhe bheye o. Hogbigum
out wyvrodeyegbI Sea-g -gn 2uggc eVvlore - f-te -koub - 
q––mvertog hckrin egdirogyegb-l befhgoloac foyv-gc -gn 
hox ib vrev-ret bo hire - nenif-ben le-ner o. reyobe xor, 
kc ed-lu-biga ibt dirbu-l over-biogt -gn kuilniga - tbr-beac 
bo tuvvorb bhit le-nerthiv role ig y-g-aiga - alok-l hckrin 
xor,.orfeI Tyi eVvloret - f-te tbunc o. - alok-l to.bx-re 
foyv-gc bh-b uten igbegbiog-l be-y kuilnigap veovlemfegm
brif le-nerthivp -gn foll-kor-bide befhgoloac bo tbregabheg 
ega-aeyegbp foyyugif-biogp -gn fulbure ig - reyobe xor, 
egdirogyegbI 

Coaebherp bhete eVverbt th-re lettogt -koub le-nerthivp fulm
burep -gn be-yxor, ig hckrin -gn dirbu-l xor, egdirogm
yegbtI Leadership for a New World oRert eV-yvlet o. xh-b 
xor,t%-gn xh-b noetg—b%xheg ora-giN-biogt -n-vb bo gex 
x-ct o. xor,igaI Wibh bh-b ig yignp leb—t burg bhe v-ae -gn 
tbev igbo bhe srtb f-teI
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Selecting an Emotionally 
Intelligent Leader in a 
Hybrid Tech Company 

Melody Rawlings, EdD and                                                
Randee Sanders, DMgt

M irage, a mid-sized company specializing in adaptive 
intelligence (AI), is facing an important decision in 

appointing a vice president of product development. The role 
is essential for driving innovation, expanding market pres-
ence, and maintaining the company’s hybrid-wrst Workplace 
culture. :hen possible, the organization prioritizes internal 
promotion. The leadership team considers three internal can-
didates; Meredith, knoWn for her reliability and impressive 
design resultsB Cen, an ambitious sales leader With impressive 
results but interpersonal challenges, particularly in hybrid 
settingsB and Ehris, a strategic thinker With high emotional 
intelligence (SI) and strong team loyalty Who excels in the 
hybrid Workplace. This case provides the opportunity for 
students to explore the complexities of leadership selection, 
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balancing technical expertise, SI, and the ability to lead in a 
hybrid Work culture to shape the future of Mirage.

Introduction

Lince its founding in 077q, Mirage has been at the forefront of 
adaptive intelligence (AI), delivering cutting-edge solutions 
that seamlessly blend data analytics, machine learning, and 
human-centric design. Initially, Mirage focused on tailored 
AI systems for healthcare and retail but Uuickly gained a rep-
utation for creating intuitive systems that adapt to the needs 
of users. This early success laid the groundWork for Mirage’s 
evolution into a trusted AI partner for organizations across 
multiple sectors.

Today, Mirage operates as a mid-sized enterprise headUuar-
tered in Ftah With satellite o5ces across the Fnited Ltates. 
Yver the past three years, the company has experienced rapid 
groWth, driven by the mainstream adoption of AI in enter-
prise operations. Mirage ojers predictive analytics for sup-
ply chains and adaptive security platforms, serving a diverse 
clientele ranging from Dortune R77 companies to public-sec-
tor organizations.

The organization is proud of its hybrid-wrst Workplace cul-
ture as a cornerstone of its success. Smployees enHoy a founda-
tion of Pexibility, collaboration, and innovation, contribut-
ing to Mirage’s recognition for more than four years running 
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as one of the best tech companies to Work for. As the orga-
nization expands into neW markets, it faces a critical decision; 
appointing a vice president of product development to steer 
its groWth While upholding its innovative spirit.

This high-stakes decision reUuires careful consideration. The 
leadership team, ESY “anice, EYY Marcus, and EDY Ninda, 
recently met to discuss potential candidates for this impor-
tant role.

The Leadership Debate

“anice understood that SI Would be essential for the next 
vice president of product development, especially given the 
demands of leading in a hybrid-wrst environment, and she 
Wanted to ensure the selected candidate possessed strong 
emotional insight and people skills. In preparation for the 
meeting With Marcus and Ninda, “anice took time to revisit 
the fundamentals of SI and Why it matters, especially in a hy-
brid Workplace. Lhe revieWed 4aniel Ooleman’s frameWork, 
Which breaks SI into four key areas; self-aWareness, self-regu-
lation, relationship management, and social skills (Ooleman, 
0736). “anice also revieWed the ”irtual Neadership Drame-
Work, Which takes a multifaceted approach to leading virtual 
and hybrid teams in wve key focus areas; communication, 
engagement, accountability, human capital, and continuous 



LSNSETIGO AG SMYTIYGANN… IGTSNNIOSGT1 3R

improvement. At the center of the frameWork is SI, Which 
connects and strengthens each of the elements (Nubich, et al. 
0700).

“anice kneW it Was no secret that leading and managing hybrid 
teams presents uniUue challenges that dijer from traditional 
in-person teams. Nack of face-to-face interaction, limited in-
formal conversations, and the di5culty of reading body lan-
guage and nonverbal cues all make it harder to build trust and 
maintain cohesion. Oiven these realities, “anice believed it Was 
more important than ever for leaders to possess a high level 
of SI. Lhe saW SI as both a logical and practical frameWork 
for navigating the complexities of hybrid Work because–de-
spite dijerences in role, location, or background–people still 
share the same fundamental emotions, needs, and desires. 
Vositive change can happen When leaders foster understand-
ing, empathy, and collaboration. In particular, the SI com-
ponents of self-aWareness and self-management closely align 
With the values needed in a collaborative environment, such as 
concern for self and others, integration, inclusion, compro-
mise, and communication (Eole et al., 0736). Neaders Who 
demonstrate strong SI not only create more connected and 
engaged teams, but they also drive higher productivity and 
greater ejectiveness in virtual and hybrid settings.

The trio gathered in Mirage’s conference room, Where ESY 
“anice opened the discussion; %Thank you both for attend-
ing this important meeting. As We prepare to appoint a vice 
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president of product development, I Want us to put our cards 
on the table and discuss the candidates We each have in mind. 
This role is crucial, not only for product innovation, but 
also for leading our teams in a Way that aligns With Mirage’s 
culture.!

EDY Ninda leaned forWard and responded, %Dor me, the best 
choice is Meredith, our 4irector of Vroduct 4esign. Lhe’s 
been With us for wve years and has consistently delivered 
strong results. Meredith is meticulous, and While she occa-
sionally misses deadlines, she alWays compensates With extra 
ejort to meet expectations. 9er Work consistently exceeds 
standards, and she’s been vocal about Wanting more respon-
sibility. Meredith reminds me of myself When I Was moving 
up the ranks–a steady, reliable leader With a proven track 
record.!

EYY Marcus countered, %Ninda, I respect Meredith’s con-
tributions, but my choice is Cen, our 4irector of Lales. 9is 
numbers are undeniableB sales have increased 2R?—7K annu-
ally under his leadership. 9e has bold ideas for neW products 
based on market trends and isn’t afraid to take risks. …es, 
I’ve heard some complaints from his team about his lack of 
availability and empathy, but I believe those are issues he can 
overcome With coaching. Cen’s results-oriented mindset is 
exactly What We need to expand into neW markets.!
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“anice froWned in concern and responded, %Cen’s lack of 
emotional intelligence isn’t something to brush aside. :e’ve 
seen wrsthand hoW leadership gaps in that area can impact 
team trust, cohesion, and morale. Lpeaking of Which, the 
person I believe is best suited for the role is Ehris, our 4irector 
of Vroduct Lupport for home security systems. Ehris excels in 
adaptability and strategic thinking. 9e has consistently led his 
team to meet deliverables While maintaining a clear vision for 
the future. 9is ability to foster strong relationships is rePected 
in the loWest turnover rate in the company. Ehris understands 
that leadership isn’t Hust about resultsB it’s about inspiring 
others to achieve them.!
Team Feedback Summary

To better inform their decision, the leadership team also re-
vieWed anonymized feedback from team members across de-
partments.

  Meredith Was described as %extremely competent 
and detail-oriented,! but some noted she could be 
%hard to read! in remote settings, and she often 
%sticks to the task rather than checking in.!

  Cen’s team expressed mixed feelings. :hile they ap-
preciated his %vision and drive,! several mentioned 
he %rarely asks hoW the team is doing.! Yne noted, 
%It feels like our input only matters if it supports his 
plan.!
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  Ehris received consistently positive comments. Yne 
team member shared, %Sven When We Work from 
home, he reaches out to check in–not Hust on Work, 
but hoW We’re managing life. That really makes a 
dijerence.!

The Emotional Intelligence Factor

The debate greW more intense as each leader defended their 
pick. Ninda emphasized Meredith’s steady reliability, high-
lighting an instance When Meredith’s thorough attention to 
detail saved a maHor product launch from potential failure. 
9oWever, Ninda also acknoWledged that Meredith’s interac-
tions With her team could sometimes come across as overly 
task focused. Ninda explained, %In a hybrid Work environ-
ment, it’s harder to get a read on hoW the team is doing. 
:hen one of her team members expressed the feeling of being 
overWhelmed during a tight deadline, Meredith reallocated 
tasks but didn’t check in on their Well-being afterWard, Which 
is something that can easily be overlooked in a hybrid Work 
environment in Which face-to-face interactions are limited.!

Marcus argued for Cen’s bold vision despite his interpersonal 
shortcomings. 9e cited Cen’s successful leadership during a 
critical sales pitch When his market insights led to securing 
a lucrative contract. Marcus said, %Cen’s market instincts are 
exactly What We need, especially in today’s hybrid market. 9e 
knoWs Where the opportunities are.! …et, Marcus conceded 
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that Cen’s team had voiced frustrations about his unavail-
ability and lack of empathy. 9e acknoWledged a time When 
Cen dismissed a team member’s concerns about a scheduling 
conPict, observing, %That kind of behavior can lead to frus-
tration, especially in a hybrid setup Where people aren’t in the 
same space to hash things out face to face.!

“anice, hoWever, brought the conversation back to the role’s 
broader demands. %This role is about more than hitting tar-
gets,! “anice said wrmly. %It’s about leading in a Way that 
inspires trust and innovation, especially in a hybrid environ-
ment in Which connection is even harder to maintain. Smo-
tional intelligence is a non-negotiable Uuality. Cen’s numbers 
are impressive, but his team’s concerns about his availability 
and lack of empathy are red Pags. A leader Who struggles 
to connect With their team in both remote and in-person 
settings risks causing burnout and turnover–issues We can’t 
ajord as We scale.! “anice then pointed to Ehris as a stand-
out candidate, ojering a speciwc example of his SI in action; 
%:hen a team member faced a family emergency, Ehris not 
only adHusted deadlines but also personally reached out to 
ensure they felt supported, even though We Were Working 
remotely part of the Week. This kind of personal touch really 
matters in a hybrid setting. It’s not Hust about getting the Hob 
doneB it’s about shoWing your team that you care about them 
as people, not Hust employees.!
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Emotional Intelligence Snapshot

To underscore the signiwcance of the decision, “anice shared 
a one-page frameWork With the leadership team, draWn from 
Ooleman’s (0736) Work, outlining the core domains of SI;

  Self-awareness is the ability to understand our oWn 
emotions that helps us to understand the emotions 
felt by others.

  Self-regulation comes from the part of our brain 
that gives us cognitive control, regulating attention, 
decision-making, voluntary action, reasoning, and 
Pexibility When responding to a situation.

  Relationship management involves an ability to 
empathize and Work collaboratively With others, un-
derstanding their feelings and perspectives.

  Social skills is the ability to understand, use, and 
manage your emotions in positive Ways to reduce 
stress, communicate ejectively, empathize With oth-
ers, overcome challenges, and handle conPict. Lo-
cial aWareness is a challenging issue in the hybrid 
World With limited face-to-face interaction. Sxtra ef-
fort and creative ideas need to be explored to address 
this challenge. 

“anice said, %:e need a leader Who checks these boxes–not 
perfectly, but meaningfully.!
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Marcus reluctantly agreed but countered, %I hear you, “anice, 
but those are teachable skills. …ou can’t teach someone to have 
Cen’s instinct for spotting market opportunities.!

Ninda chimed in, %I agree emotional intelligence is important, 
but We also need someone Who can deliver under pressure, es-
pecially in a hybrid environment. Meredith has demonstrated 
that time and again. Lhe’s not Pashy, but she’s reliable. :hen 
there’s a tight deadline, she delivers/ :hether Working in the 
o5ce or remotely.!

“anice shook her head. %Jeliability is valuable, but so is vi-
sion,! she said. %Ehris brings both. 9e’s adaptable, for-
Ward-thinking, and genuinely cares about his team, Which is 
alWays crucial, especially in a hybrid setting. That balance of 
emotional intelligence and strategic insight is What sets him 
apart.!

Scenario-Based Discussion

To assess the candidates’ leadership Hudgment, “anice pro-
posed a hypothetical situation; %Imagine this; A hybrid team 
member misses multiple deadlines. Their Work has declined, 
and their usual responsiveness has dropped oj. It’s starting to 
aject proHect momentum. 9oW Would your candidate handle 
itQ!

Ninda responded wrst. %Meredith Would dewnitely address the 
performance issue and realign expectations,! she said. %Lhe’s 
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task-focused, so she’d likely move straight into problem-solv-
ing. Cut she might overlook checking in on the why behind 
the drop in performance.!

Marcus chimed in, %Cen Would likely schedule a Uuick 
check-in and push for a turnaround plan. 9e’s results-driven, 
so he’d be focused on getting things back on track fast. I Hust 
don’t knoW if he’d take the time to ask hoW the person is doing 
personally.!

“anice nodded and added, %Ehris Would recognize that some-
thing deeper might be going on. 9e’d approach the conver-
sation With curiosity and empathy, asking open-ended Uues-
tions to understand What’s behind the behavior before Hump-
ing into solutions. That kind of response not only solves the 
issue but also strengthens trust.!

The Path Forward

As the meeting concluded, it Was clear that no single can-
didate had unanimous support. The three leaders agreed to 
gather additional insights, including feedback from peers and 
direct reports, before making a wnal decision.

“anice said, %:e’ll reconvene in a Week. In the meantime, let’s 
think about Which candidate can not only do the Hob, but also 
lead most ejectively in a hybrid environment, demonstrate 
emotional intelligence, and elevate Mirage’s culture and po-
sition as a leader in adaptive intelligence.!
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The decision ahead Would not only shape the company’s 
groWth traHectory but also inPuence its ability to maintain a 
strong and emotionally aWare culture built on collaboration 
and trust in a hybrid Work setting. This capability is essential 
for sustaining long-term success in the evolving weld of adap-
tive intelligence.

Teaching Notes
Case Synopsis

The focus of this case is Mirage, a fast-groWing AI company 
With a hybrid-wrst culture. Mirage is facing a crucial leader-
ship decision. The ESY and leadership team are tasked With 
selecting a neW vice president of product development from 
among three internal candidates. :hile each candidate of-
fers strong technical skills and strategic vision, the case high-
lights the importance of SI in ejective leadership. Xey traits 
like empathy, adaptability, and authentic communication are 
crucial for leading in a hybrid environment and fostering    in-
novation, trust, and team cohesion, ultimately shaping the 
company’s future success.

The purpose of this case study is to help students understand 
the critical role SI plays in ejective leadership Within a hy-
brid organization. The case challenges students to develop the 
skills needed to assess candidates on not only technical Uuali-
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wcations but also their ability to foster trust, communication, 
and adaptability in a blended Work environment. 

Learning Outcomes

Cy the end of this case, readers should be able to;

3. Analyze the role of SI on leadership ejectiveness 
Within hybrid Work environments.

0. Evaluate hoW SI impacts team morale, productivity, 
and organizational culture in a hybrid setting.

2. Identify strategies for selecting leaders With the SI 
reUuired to succeed and foster collaboration in hy-
brid Work environments.

Teaching Objectives

3. Analyze the impact of SI on leadership ejectiveness 
in hybrid Work environments.

0. Compare and contrast the strategic and interper-
sonal strengths of potential leaders in a hybrid Work-
place.

2. Assess Which leadership attributes best align With 
the operational and cultural demands of a hy-
brid-wrst, AI-driven organization.
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Teaching Approach

Instructors and trainers can ejectively utilize this case by 
grounding the discussion in Ooleman’s (0736) model of SI, 
Which includes self-aWareness, self-regulation, relationship 
management, and social skills–a valuable lens for analyzing 
leadership ejectiveness. The ”irtual Neadership DrameWork 
(Nubich, et al., 0700) provides a foundation to emphasize 
SI through intentional communication, strategic relation-
ship building, trust, adaptability, and emotionally intelligent 
leadership. Cy incorporating these core SI competencies, in-
structors can guide learners to explore hoW emotionally intel-
ligent behaviors inPuence team dynamics, decision making, 
and virtual collaboration. This approach is adaptable across 
academic settings such as undergraduate and postgraduate 
courses, as Well as organizational settings focused on profes-
sional development, and is suitable for in-person, online, or 
hybrid delivery.

Discussion Questions

3. :hat are the potential short- and long-term impacts 
of prioritizing technical skills over SI in a leadership 
role Within a hybrid WorkplaceQ

0. 9oW can SI inPuence team performance and reten-
tion in a hybrid WorkplaceQ
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2. :hy should SI be considered in acUuiring organi-
zational leadership talent, Whether through promo-
tion or external hireQ 

—. :hat strategies can leaders use to develop their oWn 
SI and that of their teamsQ

Suggested Responses

3. In the short term, prioritization of technical skills 
may help achieve immediate results, but such pri-
oritization may lead to communication gaps, lack 
of trust, miscommunication, and disengagement. 
In the long term, not prioritizing SI may lead to 
burnout, a decline in morale, and turnover, making 
it di5cult to maintain a collaborative and innovative 
Workplace. 

0. Neaders With strong SI build trust, improve com-
munication, and create an environment in Which 
everyone’s voice is heard. This can lead to a high-
er level of employee engagement, stronger perfor-
mance, and greater retention as employees feel sup-
ported, respected, and heard, especially in a hybrid 
Work environment.

2. Advancing ideals of SI should begin prior to ac-
Uuiring talent, since the desire should be to have the 
type of people Who knoW and understand gainful SI 
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principles and Who Will share them With their team. 
”irtual team members may seek a level of indepen-
dence unlike in a traditional o5ce setting, and lead-
ers With high levels of SI are more likely to recognize 
the intentional relationship building skills needed 
to engage hybrid and fully remote team members. 
Vracticing SI is critical to the development of busi-
ness continuity and competency and the e5cient 
oversight of stakeholders, including upper manage-
ment, hybrid, and virtual team members.

—. Neaders can enhance their SI by focusing on 
self-aWareness, actively seeking feedback, and en-
gaging in self-rePection. To develop SI Within their 
teams, leaders should foster an environment of 
open communication, prioritize active listening, and 
demonstrate empathy. Sncouraging ejective con-
Pict resolution and creating opportunities for emo-
tional groWth Will help strengthen both individual 
and team collaboration.

Activity 

Imagine you are part of the leadership team at Mirage. Fsing 
Ooleman’s (0736) SI frameWork, evaluate each candidate’s 
strengths and potential risks. Cased on the case, Who Would 
you recommend and WhyQ
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Bonus; 4evelop a brief leadership coaching plan for the can-
didate you do not choose. :hat SI skills Would you priori-
tizeQ

Suggested Solution

Fsing Ooleman’s (0736) SI frameWork, Ehris demonstrates 
strong self-aWareness, empathy, and social skills. 9e actively 
listens, builds trust, and supports his team’s emotional needs, 
making him Well-suited for leading in a hybrid environment. 
Cen shoWs high motivation and adaptability, but he struggles 
With empathy and self-regulation, sometimes prioritizing re-
sults over relationships. Meredith is a conwdent visionary, but 
her limited emotional self-aWareness and lack of sensitivity to 
team dynamics could undermine cohesion.

Cased on these observations, Ehris is the strongest candi-
date. 9is emotionally intelligent leadership style supports his 
team’s Well-being, communication, and collaboration–key 
Uualities needed to lead ejectively in Mirage’s hybrid Work-
place.

Supplemental Resources

Cell, M., Q “ackson, X. (070R). Smotional intelligence in 
leadership. WWW.mindtools.comRax2ar8WRemotional-intelli
gence-in-leadership
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Eenter for the 9ybrid and ”irtual Yrganizations
chvo.nu.edu

Ooleman, 4. (366R). Emotional intelligence: Why it can mat-
ter more than IQ. Cantam.

“ansen, X., Q JaWlings, M. (0700). Determining leadership 
potential: Powerful insights to winning at the talent game. 
Joutledge. https;RRa.coRdRdXyfk4x

“essup, L., Q Oilmore, T. (070—). Emotional intelligence be-
haviors leaderships most wanted: Cultivating the behaviors 
that make leaders fight to keep you. Jegal Suill.

JaWlings, M., Allen, C., Cakari, M., Drame, “., Narsen, N., 
Menefee, L., Jichie, X., Landers, J., :hite, O. (Sds.) (070—). 
Winning in the virtual workplace: 10 Experts reveal how to 
lead your remote team to success. (https;RRWWW.amazon.com
RdpRC7433T0VC2)

Thompkins, L. (0702). Emotional intelligence and leader-
ship effectiveness: Bringing out the best. Eenter for Ereative 
Neadership. https;RRWWW.ccl.orgRarticlesRleading-ejectively
-articlesRemotional-intelligence-and-leadership-ejectivenessR
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Building a Collaborative and 
Future-Ready Culture in a 
Hybrid Law Firm

Gleb Tsipursky, PhD

T his case study explores a mid-sized law (rm freJerred 
to as kacnso& F Lields PPv to aboid puglicly rebeali&) 

the clie&t. that is tra&sitio&i&) to a hygrid worn model while 
stribi&) to guild a collagoratibe a&d resilie&t i&ter&al culture, 
Laced with challe&)es commo& to hygrid e&biro&me&ts such 
as i&co&siste&t commu&icatio&’ )aps i& o&goardi&)’ dimi&-
ished me&torship’ a&d resista&ce to tech&olo)y i&te)ratio&’ 
the (rmRs leadership ide&ti(es ney Jocus areas i& order to 
address these issues, To Joster clear a&d respo&sibe commu-
&icatio&’ kacnso& F Lields PPv adopts di)ital collagoratio& 
tools a&d estaglishes speci(c respo&se protocols, “eco)&izi&) 
the &eed Jor a cohesibe team culture’ the (rm also rebamps its 
o&goardi&) process to emphasize cultural i&te)ratio& alo&)-
side tech&ical trai&i&)’ pairi&) &ew hires with ”culture am-
gassadorsE a&d utilizi&) sce&ario-gased lear&i&), Throu)h 
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me&torship’ the (rm reima)i&es proJessio&al debelopme&t gy 
i&te)rati&) perso&alized lear&i&) pla&s a&d i&Jormal me&-
tori&) opportu&ities i&to daily actibities, D maMor eleme&t 
oJ this tra&sitio& i&bolbes impleme&ti&) )e&eratibe DO tools’ 
such as CicrosoJt Bovilot a&d WetSocs’ to streamli&e worn-
;ows, Peadership i&troduces a phased rollout with a struc-
tured cha&)e ma&a)eme&t approach’ aimi&) to secure guy-i& 
Jrom associates a&d part&ers while gala&ci&) tech&olo)ical 
eUcie&cy with the (rmRs clie&t-Jocused balues, 

Gy e&)a)i&) i& this case study’ stude&ts will exami&e practical 
strate)ies Jor creati&) a cohesibe hygrid wornplaceV ebaluate 
the gala&ce getwee& cultural ali)&me&t a&d tech&ical eU-
cie&cyV a&d debelop actio&agle i&si)hts Jor &abi)ati&) simi-
lar challe&)es i& proJessio&al serbices, This case study serbes 
as a gluepri&t Jor e…ectibely ma&a)i&) commu&icatio&’ o&-
goardi&)’ me&torship’ a&d tech&olo)y i&te)ratio& withi& a 
hygrid model’ with groad applicagility across barious proJes-
sio&al co&texts,

Introduction

O& the wane oJ rapidly ebolbi&) wornplace dy&amics’ a 
mid-sized law (rm’ kacnso& F Lields PPv’ has emgarned o& 
a strate)ic tra&sJormatio& to adopt a hygrid worn model, 
Sribe& gy a& u&dersta&di&) that hygrid structures ca& o…er 
;exigility a&d eUcie&cy’ the (rm is particularly Jocused o& 
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stre&)the&i&) its i&ter&al culture’ e&ha&ci&) commu&ica-
tio&’ a&d lebera)i&) emer)i&) tech&olo)ies line )e&eratibe DO 
to stay competitibe, Suri&) a strate)ic retreat Jacilitated gy 
Sr, qleg Tsipursny’ part&ers a&d se&ior associates discussed 
the critical challe&)es they Jace i& sustai&i&) a cohesibe culture 
across goth i&-oUce a&d remote e&biro&me&ts’ particularly 
co&cer&i&) commu&icatio& sta&dards’ o&goardi&) practices’ 
me&torship’ a&d tech&olo)y i&te)ratio&,

Background Information

Lou&ded i& the early j:::s’ kacnso& F Lields PPv has guilt 
a reputatio& as a respected le)al serbice probider i& corporate 
law with a specializatio& i& mer)ers a&d acYuisitio&s, Ds a 
traditio&ally oUce-gased (rm’ its culture has relied heabily 
o& i&-perso& collagoratio& a&d me&torship’ oJte& rei&Jorced 
throu)h re)ular meeti&)s a&d close i&teractio&s getwee& as-
sociates a&d part&ers, Ioweber’ with the pibot toward hy-
grid worn’ the (rm has e&cou&tered commu&icatio& i&eU-
cie&cies’ o&goardi&) i&co&siste&cies’ a&d a lacn oJ structured 
me&torship’ prompti&) leadership to explore i&&obatibe so-
lutio&s,

Statement of the Problem

The tra&sitio& to a hygrid worn e&biro&me&t has rebealed 
)aps i& kacnso& F Lields PPvRs i&ter&al operatio&s, Dssociates 
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report i&co&siste&t expectatio&s agout email respo&sibe&ess’ 
a&d they stru))le without clear protocols to ma&a)e collago-
ratio& o& proMects, Wew hires Jace challe&)es i& ali)&i&) with 
the (rmRs culture’ as o&goardi&) primarily addresses tech&i-
cal aspects oJ the Mog without adeYuately immersi&) them i& 
the (rmRs balues, Ce&torship’ o&ce a hallmarn oJ the (rm’ 
has su…ered i& the agse&ce oJ re)ular Jace-to-Jace i&teractio&s’ 
weane&i&) the support &etworn esse&tial Jor associate debel-
opme&t, “eco)&izi&) these issues’ the (rm has ide&ti(ed the 
&eed Jor a holistic cha&)e ma&a)eme&t approach to rei&Jorce 
its culture’ improbe me&torship’ a&d i&te)rate tech&olo)y 
e…ectibely,

Signiycance of the StudC

Ds more (rms tra&sitio& to hygrid models’ u&dersta&di&) 
the strate)ic compo&e&ts oJ successJul hygrid worn imple-
me&tatio& has gecome esse&tial, This case probides a practical 
loon at the i&tersectio& oJ culture’ me&torship’ tech&olo)y’ 
a&d cha&)e ma&a)eme&t i& a le)al setti&)’ o…eri&) i&si)hts 
i&to guildi&) a cohesibe a&d hi)h-perJormi&) hygrid team, 
Gy &abi)ati&) this sce&ario’ stude&ts will )ai& baluagle snills 
i& gala&ci&) tech&ical a&d cultural eleme&ts oJ o&goardi&)V 
lebera)i&) me&torship i& proJessio&al debelopme&tV a&d im-
pleme&ti&) tech&olo)y with a Jocus o& cultural ali)&me&t, 
These snills are applicagle to barious proJessio&al co&texts,
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saTe Problem

kacnso& F Lields PPv has emgarned o& its hygrid worn 
Mour&ey with a& amgitious a)e&da7 to create a collagoratibe’ 
Juture-ready culture while optimizi&) operatio&al eUcie&cy 
throu)h tech&olo)y, 8et’ the challe&)es habe gee& more sug-
sta&tial tha& a&ticipated, Dssociates stru))le with i&co&sis-
te&t commu&icatio& practices’ particularly i& respo&se times 
a&d expectatio&s agout birtual i&teractio&s, The o&goardi&) 
process lacns the depth &eeded to Joster cultural ali)&me&t’ 
leabi&) &ew hires Jeeli&) disco&&ected Jrom the (rmRs bal-
ues a&d )oals, Ce&torship has also decli&ed i& e…ectibe&ess’ 
hi&dered gy reduced Jace-to-Jace opportu&ities that were his-
torically a bital compo&e&t oJ associate trai&i&) a&d debel-
opme&t, Ddditio&ally’ the (rmRs pla& to i&te)rate )e&eratibe 
DO tools line CicrosoJt Bovilot a&d WetSocs Jaces resista&ce’ 
with some attor&eys wary oJ tech&olo)yRs pote&tial to disrupt 
traditio&al worn;ows a&d perso&al clie&t i&teractio&s,

Ds the (rm prepares to address these multiJaceted issues’ 
kacnso& F Lields PPvRs leaders seen i&si)hts o& how gest to 
tacnle each compo&e&t,

sommunication ProtocolT

Iow ca& kacnso& F Lields PPv estaglish clear a&d co&siste&t 
commu&icatio& practices i& a hygrid model that e&ha&ce re-
spo&sibe&ess a&d Joster a culture oJ collagoratio&9 3hat role 
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ca& di)ital tools play i& this tra&sJormatio&’ a&d how ca& the 
(rm e&sure that these tools ali)& with their balues9

sultural and Oechnical Mnboarding

3hat strate)ies should the (rm adopt to e&ha&ce its o&-
goardi&) pro)ram’ emphasizi&) &ot o&ly tech&ical trai&i&) 
gut also cultural i&te)ratio&9 Iow ca& &ew hires ge Yuicnly 
ali)&ed with the (rmRs balues a&d practices’ creati&) a cohe-
sibe team culture despite physical separatio&9

pentorThiL and Informal vearning

Iow ca& kacnso& F Lields PPv rei&bi)orate me&torship 
withi& the co&strai&ts oJ hygrid worn9 3hat models oJ me&-
tori&) a&d i&Jormal lear&i&) could e…ectibely support co&-
ti&uous proJessio&al debelopme&t a&d cultural immersio&’ 
especially Jor associates who are remote9

OechnologC Integration and shange panagement

3ith the impleme&tatio& oJ )e&eratibe DO tools’ what steps 
ca& the (rm tane to ma&a)e this shiJt a&d )ai& guy-i& Jrom as-
sociates a&d part&ers9 Iow ca& kacnso& F Lields PPv address 
the cultural impact oJ DO adoptio&’ e&suri&) that it e&ha&ces 
a&d does &ot detract Jrom clie&t satisJactio& a&d (rm balues9
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MwerwieQ of RueTtionT for xeTolution

Ds kacnso& F Lields PPv pursues its )oal oJ a streamli&ed a&d 
adaptagle hygrid model’ stude&ts are asned to co&sider the 
Jollowi&)7

  3hat commu&icatio& protocols a&d practices could 
rei&Jorce collagoratio& a&d respo&sibe&ess i& the 
(rmRs hygrid structure9

  Iow should the (rm structure its o&goardi&) 
process to support cultural a&d tech&ical i&te)ratio& 
Jrom day o&e9

  O& what ways ca& me&torship a&d i&Jormal lear&i&) 
ge adapted to support hygrid associates’ a&d how 
ca& the (rm mane ebery proJessio&al actibity a& op-
portu&ity Jor lear&i&)9

  3hat cha&)e ma&a)eme&t strate)ies would Jacili-
tate the adoptio& oJ DO tools’ e&suri&) they ali)& 
with the (rmRs culture a&d priorities9

These Yuestio&s reYuire a critical loon at how kacnso& F 
Lields PPv ca& gala&ce the tech&ical dema&ds oJ a hygrid 
wornplace with a rogust’ people-Jocused approach to culture, 
Htude&ts will a&alyze each aspect’ usi&) theoretical Jrame-
worns a&d gest practices to propose actio&agle recomme&da-
tio&s,
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Scenario sonteNt

Ds kacnso& F Lields PPv tra&sitio&s to a hygrid worn model’ 
it Jaces challe&)es that u&derscore the complexity oJ ali)&-
i&) a dispersed wornJorce with the (rmRs strate)ic ogMec-
tibes, 3ith &early halJ oJ the associates a&d part&ers opti&) 
to worn remotely at least three days a ween’ the (rm has 
see& a &oticeagle )ap i& commu&icatio& co&siste&cy’ me&-
torship e…ectibe&ess’ a&d cultural i&te)ratio& amo&) remote 
employees, These challe&)es prompted the leadership team 
to co&be&e Jor a strate)ic retreat’ where they ide&ti(ed Jour 
Jocus areas7 commu&icatio& protocols’ o&goardi&) practices’ 
me&torship pro)rams’ a&d tech&olo)y i&te)ratio&,

sommunication ProtocolT and sollaboratiwe PracticeT

The (rm has stru))led with i&co&siste&t expectatio&s agout 
respo&sibe&ess’ especially i& ma&a)i&) clie&t commu&ica-
tio&s across di…ere&t locatio&s, The leadership team decided 
to address this gy impleme&ti&) speci(c )uideli&es Jor email 
respo&se times a&d real-time collagoratio& usi&) CicrosoJt 
Teams, To Joster a respo&sibe a&d commu&icatibe culture’ 
kacnso& F Lields PPv has also debeloped a tar)eted trai&i&) 
pro)ram Jocused o& maximizi&) the collagoratibe Ju&ctio&s 
oJ Teams, This pro)ram i&cludes wornshops o& ma&a)i&) 
clie&t proMects withi& Teams’ utilizi&) birtual collagoratio& 
tools Jor case research’ a&d setti&) respo&se expectatio&s Jor 
each team memger,
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3hile these e…orts habe show& early promise i& i&creasi&) 
tra&spare&cy’ some associates express co&cer&s that the push 
Jor respo&sibe&ess Jeels i&trusibe’ particularly whe& worni&) 
remotely, Nthers stru))le with masteri&) the &ew tools’ lead-
i&) to a lear&i&) curbe that impacts productibity, The (rm 
is &ow co&sideri&) additio&al support’ such as o&-dema&d 
trai&i&) bideos a&d o&e-o&-o&e coachi&)’ to ease this tra&si-
tio&,

sultural and Oechnical Mnboarding

The leadership team also ide&ti(ed o&goardi&) as a crucial 
eleme&t i& guildi&) a&d sustai&i&) the (rmRs culture, Iistor-
ically’ kacnso& F Lields PPvRs o&goardi&) was hi)hly tech-
&ical’ emphasizi&) case ma&a)eme&t soJtware’ gilli&) proto-
cols’ a&d docume&t (li&) systems, Ioweber’ &ew hires oJte& 
Jelt disco&&ected Jrom the (rmRs core balues’ with remote 
associates’ especially reporti&) diUculty Jeeli&) part oJ the 
team,

To address this’ the (rm debeloped a& e&ha&ced o&goard-
i&) pro)ram that i&te)rates cultural immersio& with tech&i-
cal trai&i&), This i&cludes sce&ario-gased exercises simulati&) 
clie&t i&teractio&s’ role-playi&) sessio&s that rei&Jorce (rm 
balues’ a&d structured Jeedgacn loops throu)h which me&-
tors ca& probide )uida&ce o& goth procedural a&d cultural 
aspects, Ds part oJ this i&itiatibe’ each &ew hire is also paired 
with a ”culture amgassador’E a& experie&ced team memger 
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who helps them u&dersta&d a&d i&te)rate i&to the (rmRs 
practices a&d expectatio&s,

The Jeedgacn o& this rebised o&goardi&) process has gee& 
positibe’ particularly Jrom rece&t hires who report Jeeli&) 
more co&&ected to the (rmRs missio& a&d bisio&, Ioweber’ 
some se&ior associates expressed co&cer& agout the time re-
Yuired to participate i& these o&goardi&) actibities’ prompt-
i&) leadership to explore a gala&ce getwee& thorou)h cultural 
i&te)ratio& a&d mi&imizi&) time dema&ds o& seaso&ed sta…,

pentorThiL and Informal vearning

Ce&torship has gee& a lo&)sta&di&) traditio& at kacnso& F 
Lields PPv’ where se&ior attor&eys actibely )uide associates 
throu)h the &ua&ces oJ le)al practice a&d clie&t relatio&s, 
3ith the shiJt to hygrid worn’ howeber’ the JreYue&cy a&d 
Yuality oJ these i&teractio&s habe dimi&ished, “eco)&izi&) 
that me&torship is critical to associate debelopme&t’ the (rm 
has rede(&ed me&torship as a& i&te)ral part oJ ebery proJes-
sio&al actibity’ e&coura)i&) i&Jormal lear&i&) throu)h o&)o-
i&) collagoratio&,

To operatio&alize this’ kacnso& F Lields PPv impleme&ted 
perso&alized lear&i&) pla&s Jor each associate’ debeloped i& 
co&sultatio& with their me&tors, These pla&s outli&e spe-
ci(c snills a&d compete&cies Jor each associate to debelop’ 
ali)&ed with their career )oals, Co&thly me&tori&) sessio&s 
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are &ow held bia bideo calls’ suppleme&ted gy periodic i&-per-
so& )atheri&)s to rei&Jorce perso&al co&&ectio&, This &ew 
approach is supported gy structured lear&i&) modules abail-
agle i& the (rmRs n&owled)e ma&a)eme&t system’ probidi&) 
resources that associates ca& access as &eeded,

The rebamped me&torship pro)ram has i&creased e&)a)e-
me&t’ with associates reporti&) that the perso&alized ap-
proach ali)&s getter with their proJessio&al )oals, Ioweber’ 
remote associates still express a desire Jor more Jace-to-Jace 
i&teractio&’ a&d some me&tors &ote that gala&ci&) these re-
spo&sigilities with their ow& caseloads remai&s challe&)i&),

OechnologC Integration and shange panagement

O& its commitme&t to adopti&) cutti&)-ed)e tools’ kacnso& 
F Lields PPv has i&troduced )e&eratibe DO tech&olo)ies’ i&-
cludi&) CicrosoJt Bovilot Jor docume&t automatio& a&d 
WetSocs Jor research a&d draJti&), These tools are i&te&ded 
to reduce time spe&t o& repetitibe tasns’ Jreei&) attor&eys to 
Jocus o& more complex le)al worn a&d clie&t relatio&s, “ec-
o)&izi&) the pote&tial cultural impact oJ this shiJt’ the (rm 
estaglished a cha&)e ma&a)eme&t pla& to help )ai& guy-i& 
Jrom associates a&d part&ers, This pla& i&cludes i&Jorma-
tio&al sessio&s o& the ge&e(ts oJ DO’ wornshops o& e…ectibe 
use oJ the tools’ a&d ope& Jorums where employees ca& boice 
co&cer&s a&d asn Yuestio&s,
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Sespite these e…orts’ reactio&s to the DO tools habe gee& 
mixed, 3hile some attor&eys see the pote&tial Jor i&creased 
eUcie&cy’ others worry that relia&ce o& tech&olo)y may u&-
dermi&e the (rmRs reputatio& Jor perso&alized clie&t serbice, 
To address this’ leadership is co&sideri&) a phased rollout 
oJ these tools’ i&itially tar)eti&) routi&e tasns with mi&imal 
clie&t i&teractio& a&d )radually expa&di&) usa)e as employees 
)ai& co&(de&ce a&d Jamiliarity,

MutcomeT and shallengeT

The strate)ies impleme&ted gy kacnso& F Lields PPv habe 
yielded early si)&s oJ success i& some areas’ particularly i& 
commu&icatio& a&d me&torship, Dssociates habe reported 
improbed clarity i& respo&se expectatio&s’ a&d the perso&-
alized me&tori&) approach has gee& well-receibed, Ioweber’ 
challe&)es remai&, The (rm co&ti&ues to re(&e its o&goard-
i&) pro)ram to gala&ce depth with eUcie&cy’ a&d leadership 
is ebaluati&) additio&al measures to support associates who 
are adMusti&) to the DO tools,

Ds kacnso& F Lields PPv pro)resses throu)h this tra&sitio&’ 
the leadership team reco)&izes that cultibati&) a supportibe’ 
Juture-ready culture will reYuire o&)oi&) adMustme&ts a&d 
respo&sibe&ess to Jeedgacn Jrom associates a&d part&ers aline,
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soncluTion

The tra&sitio& to a hygrid worn model at kacnso& F Lields 
PPv has rebealed critical challe&)es that ma&y proJessio&al 
(rms e&cou&ter as they adapt to &ew wornplace dy&amics, 
Gy exami&i&) the (rmRs e…orts to estaglish clear commu&i-
catio& protocols’ rebamp o&goardi&) Jor cultural cohesio&’ 
impleme&t e…ectibe me&torship’ a&d i&troduce )e&eratibe DO 
tech&olo)y’ this case study sheds li)ht o& the i&tricate gala&ce 
reYuired to create a Juture-ready’ collagoratibe culture,

The (rmRs leadership team has made comme&dagle strides 
gy estaglishi&) respo&se expectatio&s’ probidi&) trai&i&) Jor 
di)ital collagoratio&’ a&d e&ha&ci&) me&torship throu)h 
structured lear&i&) pla&s, These steps habe led to improbed 
commu&icatio& tra&spare&cy a&d ali)&me&t oJ proJessio&al 
debelopme&t with associatesR career )oals, Ioweber’ Jeedgacn 
Jrom associates a&d me&tors rebeals o&)oi&) challe&)es’ par-
ticularly i& achiebi&) cultural i&te)ratio& Jor remote employ-
ees a&d e&suri&) that tech&olo)y is adopted with e&thusiasm 
rather tha& resista&ce,

kacnso& F Lields PPvRs approach u&derscores the importa&ce 
oJ a comprehe&sibe cha&)e ma&a)eme&t pla& that co&siders 
the perspectibes a&d &eeds oJ all staneholders, Their phased 
approach to DO adoptio&’ comgi&ed with Jorums Jor ope& 
dialo)ue a&d me&torship’ re;ects a commitme&t to creat-
i&) a hygrid wornplace that harmo&izes eUcie&cy with the 
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(rmRs estaglished balues, This )radual’ co&sultatibe strate)y 
demo&strates that tra&sitio&i&) to hygrid worn reYuires &ot 
o&ly operatio&al adMustme&ts gut also a nee& se&sitibity to the 
cultural dime&sio&s oJ a proJessio&al serbices (rm,

The i&si)hts )ai&ed Jrom kacnso& F Lields PPvRs experie&ce 
hi)hli)ht the &eed Jor or)a&izatio&s to co&ti&ually reassess 
a&d re(&e their hygrid worn strate)ies, Ds the (rm &abi)ates 
these complexities’ its Jocus o& Jeedgacn-dribe& improbe-
me&ts a&d employee e&)a)eme&t probides a model Jor others 
aimi&) to guild a resilie&t’ hi)h-perJormi&) hygrid team,

Throu)h this case study’ stude&ts will )ai& a practical u&-
dersta&di&) oJ the strate)ies reYuired to ma&a)e commu&i-
catio&’ o&goardi&)’ me&torship’ a&d tech&olo)y i&te)ratio& 
i& a proJessio&al hygrid setti&), They will lear& to critically 
ebaluate the e…ectibe&ess oJ these i&itiatibes a&d apply similar 
approaches to Josteri&) collagoratio& a&d cultural ali)&me&t 
i& their ow& or)a&izatio&al co&texts,

Oeaching EoteT
saTe SCnoLTiT

O& this case’ kacnso& F Lields PPv’ a mid-sized law (rm’ 
is tra&sitio&i&) to a hygrid worn model while seeni&) 
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to stre&)the& its i&ter&al culture’ improbe collagoratio&’ 
a&d impleme&t )e&eratibe DO tools, Ds they &abi)ate these 
cha&)es’ the (rm e&cou&ters challe&)es i& commu&icatio& 
co&siste&cy’ cultural a&d tech&ical o&goardi&)’ me&torship’ 
a&d tech&olo)y i&te)ratio&, The case study e&coura)es stu-
de&ts to critically a&alyze strate)ies Jor creati&) a hi)h-per-
Jormi&) hygrid team i& a proJessio&al serbices co&text’ Jo-
cusi&) o& gala&ci&) tech&ical eUcie&cy with cultural ali)&-
me&t,

PurLoTe of the saTe StudC

This case study exami&es kacnso& F Lields PPvRs Mour&ey to 
estaglish a Jorward-looni&)’ collagoratibe’ a&d resilie&t cul-
ture withi& a hygrid model, Ot explores how the (rm ca& 
debelop commu&icatio& protocols’ rebamp o&goardi&) to 
emphasize cultural i&te)ratio&’ a&d lebera)e me&tori&) as a 
co&ti&uous debelopme&tal tool’ all while ma&a)i&) the com-
plexities oJ tech&olo)y i&te)ratio&, The study aims to pre-
se&t stude&ts with real-world challe&)es that are i&creasi&)ly 
commo& i& proJessio&al serbices (rms adapti&) to hygrid 
worn,

vearning MutcomeT

Gy the e&d oJ this case’ readers should ge agle to7
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  Awaluate e…ectibe commu&icatio& protocols Jor hy-
grid wornplaces’ i&cludi&) di)ital tools that pro-
mote respo&sibe&ess a&d collagoratio&,

  znalCDe o&goardi&) processes that i&te)rate cul-
tural a&d tech&ical eleme&ts’ emphasizi&) team co-
hesio& a&d ali)&me&t with or)a&izatio&al balues,

  ANLlore me&torship models adapted Jor hygrid e&-
biro&me&ts’ emphasizi&) co&ti&uous proJessio&al 
debelopme&t a&d i&Jormal lear&i&),

  zTTeTT cha&)e ma&a)eme&t strate)ies Jor tech&ol-
o)y adoptio& i& proJessio&al setti&)s’ Jocusi&) o& 
gala&ci&) eUcie&cy with cultural impact,

Oeaching zLLroach

This case is bersatile Jor use i& academic a&d proJessio&al 
debelopme&t setti&)s a&d ca& ge adapted Jor goth )roup a&d 
i&dibidual a&alysis, Hu))ested teachi&) strate)ies i&clude7

  Siscussio&-gased approach7 O& goth o&li&e a&d 
i&-perso& setti&)s’ dibide stude&ts i&to small )roups 
a&d assi)& each )roup o&e oJ the Jour Jocus areas 
fcommu&icatio&’ o&goardi&)’ me&torship’ or tech-
&olo)y., DJter a&alyzi&) their assi)&ed area’ habe
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each )roup prese&t their i&si)hts a&d recomme&da-
tio&s to the class, Lacilitate a class-wide discussio& o& 
how these strate)ies i&terrelate to create a cohesibe 
hygrid worn culture,

  Himulatio& or role-play7 Dssi)& stude&ts roles with-
i& the (rm’ such as part&er’ associate’ or me&tor’ 
a&d simulate a strate)ic pla&&i&) meeti&), A&cour-
a)e each participa&t to adbocate Jor solutio&s to 
the issues prese&ted i& the case’ creati&) a dy&amic’ 
real-world lear&i&) experie&ce,

  Base study a&alysis with writte& respo&se7 Lor asy&-
chro&ous setti&)s’ stude&ts ca& i&dibidually a&alyze 
the case a&d sugmit writte& respo&ses addressi&) the 
)uidi&) Yuestio&s, Htude&ts may also create a& i&-
Jo)raphic summarizi&) their recomme&datio&s Jor 
bisual prese&tatio&,

)iTcuTTion RueTtionT

Z, Iow ca& kacnso& F Lields PPv debelop e…ectibe 
commu&icatio& protocols to support collagoratio& 
a&d respo&sibe&ess i& a hygrid model9

j, 3hat role should di)ital tools play’ a&d how ca& the 
(rm e&sure these tools are e…ectibely adopted gy all 
team memgers9
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2, 3hat improbeme&ts should ge made to the (rmRs 
o&goardi&) process to e&ha&ce cultural a&d tech&i-
cal i&te)ratio&9

?, Iow ca& the (rm Yuicnly ali)& &ew hires with 
its balues’ creati&) a u&i(ed culture despite remote 
worn9

6, O& what ways ca& me&torship a&d i&Jormal lear&i&) 
ge structured to support hygrid associates9

1, Iow ca& the (rm e&sure that proJessio&al debelop-
me&t remai&s rogust ebe& with limited Jace-to-Jace 
i&teractio&s9

Q, Iow ca& kacnso& F Lields PPv ma&a)e the adop-
tio& oJ )e&eratibe DO tools i& a way that secures 
guy-i& Jrom goth associates a&d part&ers9

—, 3hat steps should the (rm tane to gala&ce the eJ-
(cie&cy )ai&s oJ DO with the &eed to preserbe its 
culture oJ perso&alized clie&t serbice9

SuggeTted SolutionT

Z, Iow ca& kacnso& F Lields PPv debelop e…ectibe 
commu&icatio& protocols to support collagoratio& 
a&d respo&sibe&ess i& a hygrid model9
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  Astaglish (rm-wide ”core collagoratio& hoursE 
fe,),’ Z: a,m, to ? p,m,. whe& all perso&&el must 
ge abailagle Jor sy&chro&ous commu&icatio&’ 
re)ardless oJ their worn locatio&,

  Ompleme&t sta&dardized Herbice Pebel D)ree-
me&ts fHPDs. Jor commu&icatio&’ such as a 
Jour-hour respo&se time Jor i&ter&al emails a&d 
a two-hour respo&se time Jor direct messa)es 
withi& CicrosoJt Teams,

  Ca&date that ebery proMect or matter ge)i&s with 
the creatio& oJ a ”commu&icatio& charterE out-
li&i&) the desi)&ated primary cha&&els’ meeti&) 
rhythms’ a&d ney co&tact poi&ts Jor the team,

  Bo&duct ma&datory trai&i&) o& ”di)ital gody 
la&)ua)eE to improbe the i&terpretatio& oJ to&e 
i& writte& commu&icatio& a&d the e…ectibe use 
oJ bideo co&Jere&ci&) etiYuette,

  “eYuire that all scheduled meeti&)s i&clude a 
pre-distriguted a)e&da with clear ogMectibes a&d 
co&clude with a distriguted summary oJ actio& 
items a&d decisio&s withi& j? hours,
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  A&coura)e part&ers to schedule a&d hold ween-
ly birtual ”oUce hoursE whe& associates ca& asn 
Yuestio&s a&d receibe i&Jormal )uida&ce’ simu-
lati&) spo&ta&eous i&-oUce i&teractio&s,

  Sebelop a&d circulate a ”cha&&el )uideE that 
clearly de(&es the purpose oJ each commu&ica-
tio& tool fe,),’ email Jor Jormal clie&t correspo&-
de&ce’ Teams Jor i&ter&al collagoratio&’ etc,.,

  O&troduce ”deep wornE glocns or ”&o-meeti&)E 
periods i&to the (rm-wide cale&dar to protect 
time Jor Jocused’ asy&chro&ous worn a&d reduce 
birtual meeti&) Jati)ue,

j, 3hat role should di)ital tools play’ a&d how ca& the 
(rm e&sure that these tools are e…ectibely adopted gy 
all team memgers9

  vositio& CicrosoJt Teams as the ce&tral collag-
oratio& hug gy i&te)rati&) it with other esse&-
tial (rm systems line docume&t ma&a)eme&t a&d 
gilli&) soJtware to create a u&i(ed worn;ow,

  Breate a ”tech&olo)y champio&sE pro)ram gy 
ide&tiJyi&) a&d trai&i&) tech-pro(cie&t i&dibid-
uals withi& each practice )roup to probide peer 
support a&d promote gest practices,
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  Sebelop a role-gased trai&i&) curriculum with 
modules tailored to the speci(c daily tasns oJ 
part&ers’ associates’ a&d admi&istratibe sta…,

  O&troduce )ami(catio& eleme&ts to the trai&i&) 
process’ such as awardi&) gad)es Jor completi&) 
modules or o…eri&) small i&ce&tibes Jor demo&-
strati&) pro(cie&cy with &ew tools,

  Guild a comprehe&sibe’ o&-dema&d lear&i&) li-
grary oJ short bideo tutorials a&d Yuicn-reJer-
e&ce )uides to empower employees to (&d im-
mediate solutio&s to speci(c tech&ical proglems,

  Astaglish Jormal Jeedgacn cha&&els’ line a dedi-
cated Teams cha&&el or re)ular surbeys’ to )ather 
i&put o& the tools a&d use it to re(&e processes 
a&d trai&i&),

  Ca&date the use oJ speci(c di)ital tools Jor ney 
admi&istratibe a&d collagoratibe tasns’ such as 
reYuiri&) all docume&t bersio& co&trol to occur 
withi& the desi)&ated docume&t ma&a)eme&t 
system,

  “e)ularly showcase success stories a&d ney met-
rics fe,),’ time sabed’ improbed clie&t Jeedgacn’ 
etc,. to demo&strate the ta&)igle retur& o& i&-
bestme&t f“NO. oJ adopti&) &ew di)ital tools,



PADSA“HIOv LN“ D WA3 3N“PS6j

2, 3hat improbeme&ts should ge made to the (rmRs 
o&goardi&) process to e&ha&ce cultural a&d tech&i-
cal i&te)ratio&9 

  Sesi)& the (rst ween as a structured hygrid ex-
perie&ce’ gle&di&) i&-perso& social ebe&ts a&d oJ-
(ce tours with birtual i&troductio&s to ney (rm 
leaders a&d systems trai&i&),

  Ompleme&t a dual-me&torship system gy assi)&-
i&) each &ew hire a ”tech&ical me&torE Jor snill 
debelopme&t a&d a ”culture amgassadorE Jrom a 
di…ere&t departme&t to help &abi)ate the (rmRs 
social dy&amics,

  O&corporate realistic’ sce&ario-gased exercises 
i&to o&goardi&) that challe&)e &ew hires to 
mane decisio&s ali)&ed with the (rmRs core bal-
ues i& simulated clie&t i&teractio&s,

  Breate a structured shadowi&) pro)ram that al-
lows &ew hires to ogserbe proJessio&als fgoth 
birtually a&d i& perso&.’ such as part&ers i& clie&t 
&e)otiatio&s or associates i& draJti&) sessio&s,

  vrobide a K:-day ”o&goardi&) Mour&ey mapE 
that clearly outli&es lear&i&) ogMectibes’ trai&i&) 
schedules’ ney milesto&es’ a&d pla&&ed checn-i&s 
with ma&a)ers a&d me&tors,
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  qroup &ew hires i&to a ”cohortE that adba&ces 
throu)h the o&goardi&) process to)ether’ Jos-
teri&) a peer support &etworn throu)h shared 
trai&i&) a&d dedicated social ebe&ts,

  Sebelop a ce&tralized di)ital o&goardi&) por-
tal that probides asy&chro&ous access to all &ec-
essary docume&ts’ trai&i&) materials’ schedules’ 
a&d compa&y co&tacts,

  O&clude a sessio& led gy a se&ior part&er agout 
the (rmRs history a&d si)&i(ca&t cases to co&&ect 
&ew hires with the (rmRs le)acy a&d lo&)-sta&d-
i&) ide&tity,

?, Iow ca& the (rm Yuicnly ali)& &ew hires with 
its balues’ creati&) a u&i(ed culture despite remote 
worn9

  Leature ”balues i& actio&E storytelli&) duri&) 
o&goardi&)’ whe& (rm leaders a&d peers share 
co&crete examples oJ how the (rmRs balues habe 
gee& applied i& real-world situatio&s,

  O&te)rate (rm balues as a disti&ct cate)ory i& all 
perJorma&ce rebiews a&d 21:-de)ree Jeedgacn 
processes’ si)&ali&) that cultural ali)&me&t is a 
ney metric Jor success,
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  vrobide &ew hires with a decisio&-mani&) 
Jrameworn gased o& (rm balues’ o…eri&) )uidi&) 
Yuestio&s to apply whe& Jaci&) ethical or clie&t 
serbice dilemmas,

  Pau&ch a peer-to-peer reco)&itio& pro)ram’ us-
i&) a puglic di)ital cha&&el where employees ca& 
acn&owled)e collea)ues Jor actio&s that exempli-
Jy (rm balues,

  Cail a physical ”culture pacnE to all &ew hires 
co&tai&i&) gra&ded items’ a welcome letter Jrom 
the ma&a)i&) part&er’ a&d items Jrom local gusi-
&esses to create a ta&)igle co&&ectio& to the (rm,

  Iost ma&datory’ i&-perso&’ (rm-wide retreats 
at least a&&ually that Jocus speci(cally o& team 
guildi&)’ strate)ic ali)&me&t’ a&d cultural rei&-
Jorceme&t,

  Nr)a&ize re)ular’ i&Jormal’ birtual social ebe&ts’ 
such as co…ee chats or special i&terest )roups’ 
to Joster spo&ta&eous perso&al co&&ectio&s that 
guild a stro&) culture,

  A&sure se&ior leadership is co&siste&tly bisigle 
a&d accessigle to &ew hires throu)h birtual tow& 
halls’ ”asn me a&ythi&)E sessio&s’ a&d actibe par-
ticipatio& i& di)ital cha&&els,
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6, O& what ways ca& me&torship a&d i&Jormal lear&i&) 
ge structured to support hygrid associates9

  Ddopt a proMect-gased me&tori&) model i& 
which associates receibe real-time coachi&) Jrom 
the se&ior lawyer leadi&) each speci(c matter’ 
probidi&) baried a&d co&text-rich )uida&ce,

  Astaglish a ”reberse me&tori&)E pro)ram that 
pairs Mu&ior associates with se&ior part&ers to 
share n&owled)e o& emer)i&) tech&olo)ies’ &ew 
commu&icatio& &orms’ a&d )e&eratibe DO tools,

  Iost re)ular birtual ”grow& ga)E lu&ches whe& 
i&dibiduals ca& i&Jormally prese&t a rece&t le)al 
i&si)ht or practice tip’ Jollowed gy a collagoratibe 
MFD sessio&,

  Ca&date structured Jeedgacn sessio&s aJter the 
completio& oJ ebery maMor proMect’ creati&) pre-
dictagle a&d co&siste&t opportu&ities Jor tar)et-
ed proJessio&al debelopme&t,

  Lorm small ”me&tori&) circlesE co&sisti&) oJ a 
part&er a&d seberal associates at di…ere&t lebels 
who meet mo&thly to discuss career pro)ressio& 
a&d challe&)es i& a co&(de&tial setti&),
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  0tilize a ”lear&i&) i& the ;ow oJ wornE di)i-
tal platJorm o& which associates ca& asn Yues-
tio&s a&d receibe a&swers Jrom sugMect matter ex-
perts’ with the results archibed i&to a searchagle 
n&owled)e gase,

  Lormalize verso&alized Pear&i&) vla&s fvPvs. 
that i&clude a mix oJ Jormal trai&i&)’ experie&-
tial lear&i&) )oals fe,),’ tani&) the lead o& a de-
positio&.’ a&d relatio&ship-guildi&) ogMectibes,

  Bultibate a culture oJ ”spo&sorshipE gy e&cour-
a)i&) se&ior part&ers to &ot o&ly probide adbice 
gut also actibely adbocate Jor their me&tees Jor 
hi)h-bisigility assi)&me&ts a&d promotio&s,

1, Iow ca& the (rm e&sure that proJessio&al debelop-
me&t remai&s rogust ebe& with limited Jace-to-Jace 
i&teractio&s9

  Sebelop a&d puglish a detailed compete&cy 
Jrameworn that clearly outli&es the snills a&d ge-
habiors reYuired Jor adba&ceme&t at each sta)e oJ 
a& associateRs career,

  O&best i& a hi)h-Yuality e-lear&i&) platJorm a&d 
habe se&ior lawyers curate lear&i&) paths that 
ali)& with the (rmRs compete&cy Jrameworn a&d 
speci(c practice areas,
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  Bo&duct birtual simulatio&s oJ trials’ &e)otia-
tio&s’ a&d other ney le)al actibities usi&) bideo 
co&Jere&ce greanout rooms’ allowi&) Jor prac-
tice a&d real-time coachi&) Jrom part&ers,

  Sesi)&ate (rm-wide ”proJessio&al debelopme&t 
daysE whe& gillagle worn is paused a&d all 
lawyers participate i& sessio&s o& strate)y’ snills’ 
a&d gusi&ess debelopme&t,

  N…er access to exter&al executibe coaches Jor 
hi)h-pote&tial se&ior associates to help them de-
belop adba&ced leadership’ clie&t ma&a)eme&t’ 
a&d gusi&ess debelopme&t snills,

  Ompleme&t a Jormal rotatio& pro)ram that al-
lows associates to spe&d time i& di…ere&t practice 
)roups to )ai& groader i&stitutio&al n&owled)e 
a&d a more diberse snill set,

  Lormally tracn a&d reward &o&-gillagle debel-
opme&t actibities’ such as me&tori&)’ puglish-
i&) articles’ or prese&ti&) at i&dustry ebe&ts’ gy 
li&ni&) them to compe&satio& a&d adba&ceme&t 
decisio&s,
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  vroactibely pursue clie&t seco&dme&t opportu-
&ities whe& associates ca& ge temporarily em-
gedded with a clie&t’ probidi&) i&baluagle com-
mercial experie&ce that is well-suited Jor hygrid 
worn,

Q, Iow ca& kacnso& F Lields PPv ma&a)e the adop-
tio& oJ )e&eratibe DO tools i& a way that secures 
guy-i& Jrom goth associates a&d part&ers9

  Lorm a& DO steeri&) committee with memgers 
Jrom all lebels oJ the (rmNpart&ers’ associates’ 
OT’ a&d sta…Nto )uide impleme&tatio& a&d e&-
sure diberse perspectibes are co&sidered,

  Pau&ch a pilot pro)ram with bolu&teer ”early 
adoptersE Jrom barious practice )roups to test 
the tools o& real-world tasns a&d champio& their 
ge&e(ts to their peers,

  Sebelop a&d dissemi&ate a clear a&d ebolbi&) ”DO 
use policyE that addresses clie&t co&(de&tiality’ 
data security’ a&d the ethical ogli)atio& to beriJy 
DO-)e&erated output,

  Bo&siste&tly Jrame the tech&olo)y as a tool Jor 
”au)me&tatio&’ &ot replaceme&t’E emphasizi&) 
how it Jrees up lawyers to Jocus o& hi)h-balue 
strate)ic worn a&d clie&t relatio&ships,
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  Seliber ma&datory’ practice-)roup-speci(c 
trai&i&) that Jocuses o& practical use cases’ such 
as usi&) DO to accelerate due dili)e&ce rebiew Jor 
CFD or summarize depositio&s Jor liti)atio&,

  vrobide a ”sa&dgoxE e&biro&me&t i& which all 
employees ca& experime&t with DO tools usi&) 
&o&-co&(de&tial data’ Josteri&) lear&i&) a&d i&-
&obatio& without risn,

  vroactibely address how DO-dribe& eUcie&cies 
will impact the gillagle hour model a&d com-
pe&satio& a&d explore alter&atibe Jee arra&)e-
me&ts that reward balue a&d eUcie&cy,

  3idely puglicize ”early wi&sE Jrom the pilot 
pro)ram’ shari&) speci(c metrics a&d testimo&i-
als that create a compelli&)’ data-dribe& case Jor 
(rm-wide adoptio&,

—, 3hat steps should the (rm tane to gala&ce the eJ-
(cie&cy )ai&s oJ DO with the &eed to preserbe its 
culture oJ perso&alized clie&t serbice9

  O&stitute a ma&datory ”huma&-i&-the-loopE 
policy reYuiri&) that a Yuali(ed lawyer thor-
ou)hly rebiew’ edit’ a&d approbe a&y DO-)e&er-
ated worn product geJore it is se&t to a clie&t or 
(led with a court,
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  Bommit to rei&besti&) the time sabed throu)h 
DO i&to more balue-added clie&t actibities’ such 
as strate)ic pla&&i&) sessio&s’ proactibe i&dustry 
updates’ a&d deeper relatio&ship-guildi&),

  Sebelop clear )uideli&es Jor commu&icati&) the 
(rmRs use oJ DO to clie&ts’ Jrami&) it tra&spar-
e&tly as a commitme&t to probidi&) i&&obatibe 
a&d cost-e…ectibe le)al serbices,

  Dctibely solicit Jeedgacn Jrom ney clie&ts agout 
the (rmRs use oJ DO’ e&)a)i&) them i& dialo)ue 
to e&sure the tech&olo)y e&ha&ces a&d does &ot 
detract Jrom their experie&ce,

  O&crease i&bestme&t i& trai&i&) Jor u&iYuely hu-
ma& ”soJt snillsE such as empathy’ creatibe prog-
lem solbi&)’ a&d guildi&) trust’ as these gecome 
)reater di…ere&tiators,

  Breate a&d trai& lawyers o& a Jrameworn that 
helps them disti&)uish getwee& ”hi)h-techE 
tasns suitagle Jor DO fe,),’ le)al research. a&d 
”hi)h-touchE i&teractio&s that must remai& hu-
ma& led fe,),’ deliberi&) se&sitibe adbice.,
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  0pdate sta&dard clie&t e&)a)eme&t letters to i&-
clude tra&spare&t la&)ua)e agout the (rmRs use 
oJ DO a&d other adba&ced tech&olo)ies i& serbice 
delibery,

  Blosely mo&itor clie&t satisJactio& metrics a&d 
other relatio&ship-Jocused Oey verJorma&ce O&-
dicators fOvOs. a&d treat a&y &e)atibe tre&d as a 
tri))er to immediately rebiew a&d adMust DO-re-
lated processes,
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Intercultural 
Communication for 
Remote and Hybrid Teams: 
A Case Study for Strategisoft

Kathy Richie, DM, MBA

I n our global world, technology allows us to connect with 
virtual and hybrid teams that have been brought togeth-

er for a common purpose. Using innovation and creativi-
ty, strategically assembling multicultural teams may enhance 
competitive advantage by combining cultural knowledge and 
decision-making skills. The potential for increasing cultural 
diversity awareness   within an organization demonstrates a 
potential competitive advantage in the global marketplace. 
To maintain a high level of engagement, clear and succinct 
communication is required.

Strategisoft is a software company that specializes in strate-
gic leadership with innovative software products. For several 
years, Strategisoft has focused on brand recognition in the 
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U.S high-tech market with the long-term goal of expanding to 
the global marketplace. The newest software product, Global 
Reach Software, is being overseen by a lead team manager 
who was chosen for her proven leadership skills. Her team 
is focused on the short-term goal of creating remote and 
hybrid teams made up of salespeople, software developers, 
and negotiators who are competent in their jobs. The team 
is also focused on understanding the expectations for work 
standards within their local country. Multiple geographic lo-
cations were identiZed for the internal staB working remotely 
or locally in a hybrid situation. Cultural awareness training is 
the Zrst step to understanding cultural diBerences, using the 
Zve primary Hofstede culture dimensions and the web-based 
country comparison tool.  

Introduction

Strategisoft is in the Znal stages of implementing their Global 
Reach Software after a recent period of beta testing by the 
development team. It is time to release this software, which 
is set to become the newest AI process tracking software for 
many industries. This is a highly anticipated event by the 
stakeholders of Strategisoft. 

Sophia Dhang is the manager who has been selected to man-
age the team implementing the global rollout. She has been 
planning to bring her team together for training and strategic 
goal setting. Unfortunately, the CTO, Matt Prewer, also in-
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terviewed for the highly visible position that was awarded to 
Sophia. 1hile he is not visibly uncooperative, he has gained 
the internal support of the CEO to create a local team in one 
centralized location in the United States. Matt has quietly 
created a political wave of uncertainty. Sophia believes the 
best way to leverage the skill set of her sales and development 
support team is to seek out skills and experience regardless of 
geographic location.

The CEO, Wavid Miller, has communicated a need for a writ-
ten sales and support plan for the highly anticipated software 
that Sophia and Matt should be working on together to deliv-
er within two short weeks. Wavid met with Sophia and Matt 
to discuss the need for this project to be successful for the 
company to have a competitive advantage in the future. He 
maintains that Sophia will continue as manager of the core 
Global Reach product release team, and Matt will contin-
ue with data analytics and other data collected for decision 
making as the software licenses are sold to various companies. 
Everyone agrees that communication software tools will be 
an asset for communicating internally with employees and 
externally with customers. 

Cultural Diversity as a Competitive Advantage

The beneZt for Strategisoft is this new software product can 
easily be sold in a Zrst phase to their established top 9(( 
corporate accounts. The sales strategy for new customers will 
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be the second phase, which will focus on the testimonies of 
the established Strategisoft customer base. Ancillary services, 
such as consulting and customization of the software for 
the needs of the customer, will be a highly proZtable ser-
vices oBering. Customer relationship management ’CRM2 
software will be used to track the relationship-building sales 
eBorts of Sophia5s sales and support team. 

Sophia understands the dynamics of digital leadership in cre-
ating a remote team from established employees and con-
tract workers. Remote teams are a radical concept that, in a 
long-term setting, will dramatically alter conventional work-
place norms ’Asfahani, 4(4&2. In this digital era, a critical 
skill set, competencies, and practices will be required to in-
spire and motivate individuals in remote locations. Sophia5s 
rationale is that collaborative leadership should be an example 
for executives and policymakers to manage and lead teams 
globally. 

Multiple methods can be used for communicating important 
information to the team, including written sources such as 
email. The Zrst team is estimated to be made up of eight to 
ten people with the requisite skills and knowledge as sub-
ject matter experts, without the limitation of location. Live 
team communication will occur weekly using software such 
as Teams or Doom. All agendas and slides will be part of a 
follow-up sent to all attendees after each meeting. In addition, 
Sophia plans to suggest one-on-one coaching and individual 
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progress reviews weekly for each team member to prepare and 
discuss progress. If sales create growth, the goal is to set aside a 
budget each year for the global team to meet live for strategic 
planning and goal setting. 

Technology connects our world globally as a gig economy. 
The world of work has shown a trend towards an indepen-
dent worker economy that follows this foundation to use spe-
ciZc skill set knowledge for contract workers to meet project 
goals within companies ’8uig, 4(4“2. The beneZts of inte-
grating the right skill set with the use of contract workers 
creates access to specialized talent and could be a true beneZt 
for Sophia without a long-term commitment. PeneZts and 
o”ce space are not required, and individuals have greater 
autonomy. The gig economy represents a transformation of 
self-managed individuals who take personal responsibility to 
manage their time and professional development in a remote 
setting ’8uig, 4(4“2. 

Py using digital tools, the organizational culture needs lead-
ership inKuence. Sophia will need to establish trust with all 
employees on her remote team. For a strong leader to have an 
impact on growth and retention, eBective communication is 
needed to encourage employee engagement ’Ebojoh : Hog-
berg, 4(4“2. Clear communication must also include respect 
of boundaries and protection of proprietary company 
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information. Training will help the Global Reach software 
sales and support team, led by Sophia, to create a climate of 
learning and sharing. 

It is important to monitor the progress on deliverables when 
there is a physical separation. A trusting leadership style with-
out constant ;eyes3 on employees creates Kexibility for shared 
tasks and the ability to interact and respond as needed. Puild-
ing team spirit will increase team productivity and perfor-
mance based on shared ideals. Trust will be negatively im-
pacted if a conKict occurs aBecting trust ’Ebojoh : Hogberg, 
4(4“2, a fact of which Sophia will need to be constantly cog-
nizant.

Cultural diversity must be recognized by organizations for 
remote and in-person teams. Acknowledging our diBerences 
is important for creating a values-based culture free of bias 
’?etemaw et al., 4(4“2. Wiversity of thought is required for a 
diverse staB to overcome critical obstacles, beyond language 
barriers. The improvement of organizational performance 
has implications for solving problems and the ability to apply 
creative thinking. Reducing miscommunication increases the 
likelihood of developing positive cross-cultural relationships. 
Sophia must include a strategy to avoid miscommunications 
that could be caused by cultural diBerences in order for her 
remote team to thrive.
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The Hofstede model is a solid strategy for Sophia to use as 
a cultural framework as it applies to diBerent genders, eth-
nic groups, and social classes. Geert Hofstede conducted his 
life5s work in the Netherlands, creating six diBerent cultural 
dimensions as the general representation of culture. Many 
anthropologists, such as Hofstede, have divided cultures ac-
cording to their methods of communicating. He completed 
cross-cultural research in over 9&( countries throughout the 
span of his career. As far back as the 9)7(s, Hofstede creat-
ed a large survey database for IPM with data collected from 
over 9((,((( questionnaires. ?ey Zndings in the early years 
included leadership Zndings that were based more on culture 
than location. The problems he identiZed includedö

  Wependence on managementJ

  Need for rules and structureJ

  Palance between the individual goals and interde-
pendence with the companyJ and

  Ego values such as Znancial needs, social values such 
as cooperation, and a good living situation.

  Hofstede studied the countries5 diBerences and 
identiZed six dimensionsö

  8ower distanceö Solutions for the inequality of hu-
man hierarchy in the community or workplace.
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  Uncertainty avoidanceö 1ays that a society of people 
cope with uncertainty.

  Individualism vs. collectivismö Integration of indi-
viduals or collective teams for recognition of accom-
plishments.

  Masculinity versus femininityö Emotional descrip-
tors for a society based on behaviors ’e.g. coopera-
tion versus aggressiveness2.

  Long-term versus short-term orientationö Focus for 
the current and the future.

  Indulgence versus restraintö GratiZcation related to 
enjoying life ’Hofstede, 4(992.

Case Problem

Sophia Dhang must create a strong proposal to build a sales 
and support team for the CEO of Strategisoft to approve 
remote work of subject matter experts ’SMEs2. Her colleague, 
Matt Prewer, is also creating a proposal for an in-o”ce sales 
and support team to meet the goals of selling the Global 
Reach software. Poth leaders understand the senior leader-
ship visibility and risk factors for success to meet the goals for 
the company5s Znancial growth.

The managers will each have to prepare a written proposal 
for remote work ’Sophia5s team model2 and brick and mortar 
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’Matt5s team model2. Sophia plans to focus on the succinct 
need for clear communication and use of other digital tech-
nologies. She also will focus on the multicultural beneZts of 
using Hofstede5s six cultural dimensions for success.

Next Steps

Wavid Miller, the CEO of Strategisoft, will use the following 
questions as he evaluates the two proposalsö

  1hich proposal ’remote or in-o”ce2 will make the 
best use of employee skills and experience to support 
the sale of Global Reach Software and build trust 
with customers/

  1hat does a S1OT ’strengths, weaknesses, oppor-
tunities, and threats2 analysis indicate for each pro-
posal/

  1hich proposal best represents the company5s fu-
ture direction toward global expansion/

Status Report

Sophia Dhang is the chosen leader for the global reach team. 
Matt Prewer will continue in his existing role as CTO of 
Strategisoft. It must be determined whether the best course of 
action is to create a remote sales and support team or to create 
a team that is centrally located in the company5s location in 
the United States. The assumption is that careful consider-
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ation will be given to multicultural diversity factors for suc-
cess. Hofstede5s country comparison tool will be one strong 
method to evaluate the dimensions of cultural diBerences in 
the workplace, which will apply to a remote or in-o”ce team. 

Conclusion

A competitive advantage is created through trust and collab-
oration with inKuence from organizational leaders. Creating 
remote and hybrid teams based on skills and talents strength-
ens the need for understanding and interacting eBectively 
with diverse populations. The emphasis on cultural immer-
sion for global teams highlights the transformative impact of 
enhancing empathy, adaptability, and the necessity of recog-
nizing a cultural lens that aBects perception and avoids per-
sonal bias. These strategies for all-work teams will contribute 
to cultural competency and open-mindedness.

Teaching Notes
Synopsis

This case focuses on the ethical dilemma of a company work-
ing to advance growth in the company while identifying the 
best work model ’in-o”ce, hybrid, or fully remote2. The goal 
is to assemble a team with the skills and talents needed for 
developing and selling software in a global marketplace. It is 
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important the global expansion to increase market share is 
not based on an ethnocentric model that mimics the cultural 
standards of the United States in other non-U.S. countries. 
Instead, the right organizational model will need to be based 
on a geocentric model that views the global market as one 
single integrated and culturally centric market.   

Purpose of the Case Study

The objectives of this case are to deepen understanding of 
the importance of cultural diversity awareness and the need 
to maintain consistent brand recognition in a multinational 
company. Culturally diverse work teams need to recognize 
local country culture, market conditions, and customer pref-
erences for products and marketing. A foundation of open 
and Kexible communication strategies should help reduce 
costs, encourage e”ciencies, and improve employee reten-
tion. Sta”ng practices that draw from a broad talent pool will 
create an environment in which the best individuals for the 
job are hired, regardless of their ethnicity or nationality.

Learning Outcomes 

It is common for high-tech companies to focus on the tech-
nical or hard skills of their employees to design and imple-
ment the products and services. Software design protocol is 
complex and requires innovative features to give the product 
a competitive edge, if even for a short period of time in the 
marketplace. Since these analytical and quantitative skills are 
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the priority for many high-tech organizations to survive, soft 
skills may be overlooked or given less priority. In order for a 
remote or hybrid work environment to be successful, the right 
blend of soft skills must be recognized to capitalize on the 
right people doing the right thing. 8eople who work remotely 
must be conZdent and accountable, focused on communica-
tion of results to measure productivity. 

Py the end of this case, readers should be able toö

9. Examine leadership approaches that promote eBec-
tive strategies for communicating across multicul-
tural boundaries for remote and hybrid teams.

4. Identify personal communication skills for leading 
multicultural virtual and hybrid organizations.

–. Develop and demonstrate knowledge of the Zve 
Hofstede cultural dimensions.

Teaching Approach

A variety of organizations could use this case study, such as 
a learning and development department in a multi-national 
corporation or an undergraduate or graduate business course 
in higher education. The case applies most appropriately to 
a business setting focused on leadership and organizational 
culture principles and soft skills development. The case could 
be the basis for group or individual analysis in a face-to-face 
or asynchronous online class setting.
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Wiscussion questions could be used to evaluate considera-
tions for this potential real-world case problem. 

Students or employees evaluating the case should be encour-
aged to complete a S1OT analysis to help with a Znal rec-
ommendation for creating a remote team or not in the case of 
Strategisoft.

Final recommendations could be presented to the class either 
through a recorded presentation or written paper. 

Emphasis should be placed on thinking outside the box, with 
innovative solutions that may not be implied with the case 
summary.

Creativity is to be recognized with higher level thinking.

Discussion Questions

9.  How could leadership at Strategisoft communicate 
the importance of the relationship between team di-
versity and an inclusive environment/

4. 1hat are some initiatives that leadership could use 
to create open-mindedness for inclusivity and di-
verse teams/

–. 1hat are some leadership considerations for the 
business model related to global expansion to the 
marketplace/ 
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“. Should the model be hybrid, in-o”ce, or strictly re-
mote/

Suggested Solutions

9. To experience inclusion, individuals need to feel a 
sense of belonging so that each team member is 
treated as an insider. Each person should be able to 
freely express their unique cultural identities. Lead-
ers must create an environment of trust. The Zrst 
step would be to create training for the Hofstede 
cultural comparison tool. The next step would be to 
create teams to discuss the six cultural dimensions 
related to team member choices of diBerent coun-
tries.

4. Leaders should encourage their culturally diverse 
teams to work together interdependently to arrive 
at creative solutions to complex problems. Recog-
nizing this uniqueness requires open-mindedness in 
order for communication to be proactive and to 
avoid potential tensions between relational iden-
tities. Transformational leaders create a vision for 
the organization, and groups could work together 
to create this charter by drafting creative ideas of 
problem solving. Sharing, discussing, and utilizing 
perspectives should be documented with divergent 
ideas in group team-building sessions.
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–. Employee-customer relationships should be ex-
plored through self-awareness training and mod-
eling in groups. Cultural competencies are recog-
nized through self-awareness and the understanding 
of others at an individual level, both in customer 
relationships and at the institutional level. 

“. Leaders need to be aware of and evaluate issues such 
as proximity bias, which creates inequity between 
people who are in a brick-and-mortar o”ce and 
those who work remotely. The in-o”ce employees 
have more face-to-face time to share ideas informally. 
One solution is to have a daily video conference with 
all team members, regardless of location, to discuss 
current issues. Managing people remotely requires 
more intentional communication to keep everyone 
on the same page. 
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Enterprise Consulting 
Group: Analysis of the 
Transfer to a Virtual 
Organization

Gary S. White, PhD

T he rise of virtual organizations, driven by digital tech-
nology and globalization, poses both challenges and 

opportunities for leadership. This case study examines strate-
gies for eAective management in a virtual environment, 
focusing on communication, trust building, performance 
management, and fostering a positive organizational culture. 
Es Cnterprise Gonsulting Oroup transitioned to a fully vir-
tual setup due to GVID1-9J, the company encountered sig-
niwcant issues including communication barriers, reduced 
team cohesion, and performance management dikculties. 
The leadership, led by founder Names Gampbell, faced chal-
lenges including asynchronous communication, loss of in-
formal netRorPs, and visibility of RorP. This case study high-
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lights the comprehensive strategies needed to address these 
challenges and ensure success in a virtual organization.

Introduction

The advent of digital technology and the increasing global-
ization of business have fundamentally reshaped hoR organi-
zations operate. Vne of the most signiwcant developments in 
this neR landscape is the rise of virtual organizations. These 
entities function Rithout a centralized physical location, re-
lying heavily on digital communication tools to connect em-
ployees Rho may be dispersed across various geographical 
locations. This shift presents a uni’ue set of challenges and 
opportunities for leaders Rho must navigate the complexi-
ties of managing remote teams. This case study explores hoR 
leaders can eAectively lead employees in a virtual organiza-
tion, focusing on critical areas such as communication, trust 
building, performance management, and fostering a positive 
organizational culture.

Background

Cnterprise Gonsulting Oroup, a small business consulting 
company in the Ynited :tates, faced a pivotal moment in 
HFHF Rhen leadership decided to transition to an entirely 
virtual organization. The move Ras driven by the GVID1-9J 
pandemic, Rhich forced many businesses to rethinP their 
traditional operating models. The companyWs leadership rec-
ognized the potential benewts of a virtual setup, including 
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increased jexibility, reduced overhead costs, and the ability 
to attract talent from a broader geographical area. 4oRever, 
they Rere also acutely aRare of the challenges that Rould 
come Rith this shift. 7aintaining productivity, engagement, 
and collaboration among employees spread across diAerent 
time zones Ras no small tasP. This case study examines the 
strategies that Cnterprise Gonsulting OroupWs leaders could 
implement to address these challenges and ensure the success 
of the virtual organization.

The Shift to Virtual

The transition to a fully virtual organization Ras not a de-
cision taPen lightly by Cnterprise Gonsulting OroupWs lead-
ership. The leadership team, headed by company founder 
Names Gampbell, faced an unprecedented situation brought 
on by the GVID1-9J pandemic, prompting him to carefully 
consider both immediate and long-term implications for the 
companyWs operations. Vn the one hand, there Ras an urgent 
need to ensure the health and safety of employees, Rhich 
meant minimizing physical interactions and adhering to so-
cial distancing guidelines. Vn the other hand, Gampbell and 
his felloR leaders Rere acutely aRare of the potential chal-
lenges that a virtual environment could introduce, including 
communication breaPdoRns, reduced team cohesion, and dif-
wculties in performance management. 
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Vne of the most immediate challenges Ras the emergence of 
communication barriers. Dn a physical okce, employees rely 
heavily on informal interactions to share information and 
solve problems ’uicPly. The virtual environment, hoRever, 
necessitated a shift to digital communication tools such as 
emails, instant messaging, and video conferencing. This tran-
sition led to several issues8

  Esynchronous communication8 1iAerent time 
zones and varying RorP schedules caused delays in 
responses and created misunderstandings.

  Ueduction of non-verbal cues8 The lacP of 
face-to-face interaction among employees limited 
the ability to convey and interpret non-verbal cues, 
leading to miscommunication.

  Technical dikculties8 Dnconsistent internet connec-
tions and unfamiliarity Rith neR softRare tools fur-
ther hampered eAective communication.

Gampbell also noted a reduction in team eAectiveness. The 
physical separation of team members led to a noticeable de-
cline in team cohesion. Cmployees reported feelings of isola-
tion and detachment from their colleagues and the organiza-
tion as a Rhole. The absence of daily social interactions and 
team-building activities contributed to this issue8
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  …oss of informal netRorPs8 :pontaneous hallRay 
conversations and casual okce interactions, Rhich 
played a vital role in fostering relationships, Rere 
lost.

  1ecreased collaboration8 Iirtual meetings often felt 
formal and rigid, lacPing the juidity and spontane-
ity of in-person discussions. This hindered collabo-
rative eAorts.

  Cmployee Rell-being8 The lacP of social support and 
increased stress of ad”usting to remote RorP nega-
tively impacted employee morale and mental health.

Lerformance management also became more challenging in 
the virtual setting at Cnterprise Gonsulting Oroup. 7anagers 
struggled to eAectively monitor and evaluate employee per-
formance Rithout the direct oversight they Rere accustomed 
to8

  Iisibility of RorP8 The lacP of physical presence 
made it dikcult for managers to gauge productivity 
and assess the ’uality of RorP.

  :etting clear expectations8 5ithout regular in-per-
son checP-ins, employees often felt uncertain about 
their responsibilities and performance expecta-
tions.
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  MeedbacP mechanisms8 Lroviding timely and con-
structive feedbacP Ras more challenging, as virtual 
feedbacP sessions lacPed the immediacy and personal 
touch of face-to-face conversations.

Uecognizing the gravity of these considerations, the lead-
ership team, led by Gampbell, undertooP a comprehensive 
analysis of the pros and cons of transitioning to a virtual or-
ganization. 7any operational factors needed to be evaluated. 

The Issues

Vne of the wrst signiwcant considerations Ras an overhaul 
of the companyWs communication strategy. Dn a traditional 
okce setting, most communication happens informally. Gol-
leagues chat by the Ratercooler, share ’uicP updates in the 
hallRay, and resolve issues spontaneously. Dn the absence of 
a physical okce, these informal exchanges Rere lost, leading 
to fragmented communication. 7isunderstandings became 
more fre’uent as employees struggled to convey their mes-
sages clearly through digital channels. The lacP of face-to-face 
interaction also meant that non-verbal cues, Rhich play a cru-
cial role in eAective face-to-face communication, Rere often 
missed.

5ithout the benewt of face-to-face interactions, the leader-
ship understood the importance of establishing clear and fre-
’uent communication channels. The big ’uestion, hoRever, 
Ras hoR to accomplish this. The loss of informal, sponta-
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neous interactions that typically occur in an okce setting 
meant that employees had to be more intentional about stay-
ing connected. 

Enother critical aspect of the transition Ras maintaining 
oversight and control over employee performance. The lead-
ership recognized that traditional performance management 
practices often relied on physical presence. Therefore, direct 
supervision needed to be reimagined for a virtual context. 
7easuring productivity and performance is inherently more 
complex in a virtual setting. Dn a traditional okce, leaders can 
monitor employeesW RorP habits and output more directly. 
Dn a virtual environment, this visibility is reduced, maPing it 
challenging to assess performance accurately. …eaders had to 
develop neR metrics and methods for tracPing productivity 
Rithout micromanaging employees or infringing on their au-
tonomy.
Edditionally, leadership needed to discover Rays to build 
trust and accountability Rithin the virtual environment. 
Trust is a critical component of any successful team and 
building and maintaining it in a virtual environment present-
ed a signiwcant challenge. 5ithout direct supervision, lead-
ers Rere concerned about accountability and Rhether team 
members Rere fully engaged Rith their RorP. The physical 
distance made it dikcult to gauge the eAort and commitment 
of employees, leading to a potential erosion of trust. …ead-
ership needed to wnd neR Rays to build and sustain trust to 
ensure a cohesive and productive team.
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Murthermore, one of the unintended conse’uences of moving 
to a virtual setup Ras the dilution of the companyWs cul-
ture. Cnterprise Gonsulting Oroup had built a vibrant and 
cohesive culture over the years, but the physical separation 
of employees threatened to erode this sense of communi-
ty. 7aintaining team spirit and ensuring that employees felt 
connected to the companyWs values and each other became 
a top priority for the leadership team. Dn the latest employ-
ee survey, over B%( of employees reported they did not feel 
a sense of community Rithin the company and among the 
employees. The transition to virtual RorP signiwcantly im-
pacted Cnterprise Gonsulting OroupWs culture. :everal em-
ployees have pointed out that the absence of physical presence 
has eliminated the spontaneous interactions and camaraderie 
that often strengthen team bonds. Cmployees ’uicPly discov-
ered that virtual environments challenge traditional cultural 
norms, leading to potential miscommunication and a sense 
of isolation. 7oreover, the lacP of face-to-face engagement 
hindered reinforcing shared values and practices. Gampbell 
realized that a cohesive company culture re’uired intentional 
eAorts to foster connection, such as regular virtual meet-
ings, team-building activities, and transparent communica-
tion. Thus, Rhile virtual RorP oAers jexibility, it necessitates 
strategic initiatives to eAectively preserve and nurture com-
pany culture. The leadership team needed to wnd a RorPable 
solution.
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Time Zone Challenges

Time zone diAerences signiwcantly challenged the man-
agement of the virtual RorPplace at Cnterprise Gonsulting 
Oroup, creating various obstacles to seamless communica-
tion and collaboration. Dn a globalized RorPforce, employees 
are spread across diAerent continents, maPing synchronous 
communication dikcult. This disparity in RorPing hours led 
to delays in decision-maPing and pro”ect timelines as team 
members Raited for overlapping RorP hours to discuss and 
resolve issues. Vne ma”or challenge Ras scheduling meetings. 
Minding a convenient time for all participants Ras arduous, 
often resulting in early morning or late-night meetings for 
some team members. This aAected employeesW RorP-life bal-
ance and led to fatigue, reducing overall productivity and 
”ob satisfaction. Edditionally, the asynchronous nature of 
communication often led to misunderstandings and a lacP 
of immediate feedbacP, Rhich sloRed doRn RorPjoRs and 
caused frustration among team members.

7oreover, time zone diAerences created a sense of isolation 
for remote RorPers Rho felt disconnected from their col-
leagues. Gampbell Ras concerned that this could impact team 
cohesion and the overall sense of belonging Rithin the orga-
nization. The leadership team needed to wnd a Ray to mitigate 
these challenges.
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Work-Life Balance

The companyWs shift to a virtual RorP environment intro-
duced signiwcant challenges to RorP-life balance. Vne of the 
primary negative eAects Ras the blurring of boundaries be-
tReen RorP and personal life. Dn a virtual setting, employees 
often wnd it dikcult to delineate RorP hours from person-
al time, leading to overRorP and burnout. :ome employees 
began to complain the constant connectivity enabled by dig-
ital communication tools meant that employees Rere often 
expected to be available outside traditional RorPing hours, 
disrupting personal routines and reducing time for rest and 
leisure.

7oreover, the absence of physical okce space eliminated the 
natural transition betReen home and RorP. This lacP of sep-
aration can create a pervasive sense of alRays being )on,— con-
tributing to stress and anxiety. Edditionally, virtual RorP en-
vironments can lead to feelings of isolation and disconnection 
from colleagues, exacerbating mental health issues. The lacP 
of social interaction and support can diminish ”ob satisfaction 
and motivation.

Enother negative eAect Ras the potential for an unhealthy 
RorP environment at home. :ome employees felt that they 
Rere RorPing in unsuitable conditions Rithout a designated 
RorPspace, leading to physical discomfort and strain. Mur-
thermore, balancing household responsibilities Rith profes-
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sional duties can increase stress, particularly for those Rith 
caregiving responsibilities.

Therefore, the transition to a fully virtual organization by 
Cnterprise Gonsulting Oroup Ras a complex and multifac-
eted process. Dt re’uired careful planning, signiwcant ad”ust-
ments, and a focus on maintaining eAective communication, 
oversight, and trust. Zy addressing these challenges head-on, 
the company hoped to navigate the transition successful-
ly and position itself for continued success in the evolving 
business landscape. Mor the leadership team, the experience 
highlighted the importance of proactive leadership and the 
Rillingness to adapt in the face of unprecedented challenges. 
4oRever, they Rere very open to suggestions for improve-
ment.

Case Problem

3ou have been hired as an expert outside consultant to ad-
vise Gampbell and his management team regarding eAective 
strategies for mitigating the issues associated Rith the tran-
sition to a virtual environment. 3our tasP is to recommend 
strategies for eAective leadership at Cnterprise Gonsulting 
Oroup that GCV Gampbell can implement Rith his leader-
ship team. :peciwcally, consider Rhat you Rould recommend 
for some of the folloRing issues that face the organization8



CSTCULUD:C GVS:Y…TDSO OUVYL8 ESE…3:D:q J0

  Gommunication and digital communication tools

  Gommunication fre’uency and clarity

  Vvercoming time zone challenges

  Trust building

  Transparency and accountability

  4olding regular one-on-one meetings

  Team-building activities

  Lerformance management strategies

  4oR to set clear goals and expectations

  Gontinuous feedbacP and recognition

  Ytilizing performance metrics

  Mostering a positive organizational culture

  Cmphasizing core values

  Lromoting RorP-life balance

  Cncouraging professional development
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Conclusion

The rise of digital technology and globalization has fun-
damentally reshaped organizational operations, Rith virtual 
organizations emerging as a signiwcant development. This 
case study of Cnterprise Gonsulting Oroup highlights the 
complexities of transitioning to a virtual setup driven by the 
GVID1-9J pandemic. …eaders must navigate communica-
tion barriers including reduced team cohesion, and perfor-
mance management challenges to maintain productivity, en-
gagement, and collaboration. CAective strategies include in-
vesting in advanced communication tools, fostering virtu-
al team-building activities, and providing ongoing support 
and training. Zy addressing these challenges, organizations 
can leverage the benewts of a virtual environment, such as 
increased jexibility and the ability to attract diverse talent, 
ensuring long-term success in the digital age.

Teaching Notes
Synopsis

5hen Cnterprise Gonsulting Oroup transitioned to a fully 
virtual setup, the company faced signiwcant issues such as 
communication barriers, reduced team cohesion, and per-
formance management dikculties. …eadership encountered 
challenges including asynchronous communication, loss of 
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informal netRorPs, and visibility of RorP. This case ex-
plores comprehensive strategies re’uired for eAective man-
agement in a virtual environment, emphasizing communica-
tion, trust-building, performance management, and cultivat-
ing a positive organizational culture.

Purpose of the Case Study

The purpose of this case is to help students understand 
the challenges faced by leadership, including communication 
barriers, reduced team cohesion, and performance manage-
ment dikculties, and to present comprehensive strategies to 
address these challenges and ensure success in a virtual orga-
nization.

Learning Outcomes

Zy the end of this case, readers should be able to8

9. Develop the ability to critically analyze challenges to 
change that leaders face and identify eAective meth-
ods for communicating change to employees.

H. Identify the leadership sPills needed to successfully 
navigate times of change Rithin the organization.

0. Evaluate strategies to transition an organization 
successfully into a virtual environment.
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Teaching Approach

This case study can apply to a Ride variety of organizations, 
including for-prowt and nonprowt organizations. Dt is also 
suitable in both on-ground and online classroom settings. 
Gonducting a case study analysis in a classroom setting can be 
highly eAective in developing studentsW critical thinPing and 
problem-solving sPills. 4ere are several suggestions8

9. Verify relevance8 Cnsure that the case study is per-
tinent to the course material and relatable to the 
studentWs experiences or future career paths. This 
enhances engagement and applicability.

H. Provide clear instructions8 Glearly outline the ob-
”ectives, expectations, and assessment criteria for the 
case study analysis. This ensures students under-
stand Rhat is re’uired of them.

0. Encourage group work8 Morm small groups to an-
alyze the case study. Gollaborative analysis promotes 
diverse perspectives and fosters teamRorP.

6. Facilitate guided discussions8 Efter group analy-
sis, hold a class discussion to compare wndings and 
interpretations. This encourages critical thinPing 
and alloRs students to learn from each other.

%. Use real-world scenarios8 Cmphasize current in-
dustry challenges or historical events related to lead-
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ership challenges in the virtual environment. This 
maPes the analysis more relevant and engaging.

“. Integrate multimedia8 Yse videos, articles, and in-
teractive tools to supplement the case study. This can 
enhance understanding and maintain interest.

B. Encourage role playing8 4ave students assume dif-
ferent roles ;e.g., GCV, customer, employeeK to an-
alyze the case study from various perspectives. This 
can deepen their understanding of the issues in-
volved.

2. Provide feedback8 VAer constructive feedbacP on 
the studentsW analyses, highlighting strengths and ar-
eas for improvement. This helps students rewne their 
analytical and leadership sPills.

J. Rezect and summari1e8 Gonclude Rith a re-
jection session Rhen students can summarize Pey 
learnings and discuss hoR they can apply these in-
sights in real-Rorld contexts.

These strategies can create a dynamic and eAective learning 
environment for case study analysis.

Suggested Solutions

:ix strategies that Cnterprise Gonsulting Oroup should con-
sider8
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Step :2 Establishing a digital infrastructure&Cstablish-
ing a robust digital infrastructure is the wrst step in transi-
tioning to a fully virtual organization. Cnterprise Gonsulting 
Oroup should invest in high-’uality communication tools 
and ensure that all employees can access reliable internet con-
nections and the necessary hardRare. This foundational in-
vestment Ras critical for seamless communication and collab-
oration.

Step x2 Rede3ning roles and e4pectations&…eaders 
should RorP Rith employees to redewne roles and set clear 
expectations. This involves updating ”ob descriptions to re-
ject the neR virtual RorP environment and establishing per-
formance metrics focusing on outcomes rather than hours 
RorPed. Cmployees should be empoRered to taPe oRnership 
of their tasPs and given jexibility to manage their schedules.

Step 52 Implementing regular check-ins and feedback 
mechanisms&Uegular checP-ins need to be implemented to 
maintain connection and provide support. 7anagers should 
schedule ReePly one-on-one meetings Rith their team mem-
bers to discuss progress, address challenges, and provide feed-
bacP. Edditionally, monthly team meetings and ’uarterly 
performance revieRs should be conducted to ensure align-
ment Rith company goals.

Step 62 Enhancing team cohesion through virtual ac-
tivities&Cnterprise Gonsulting Oroup can introduce vir-
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tual team-building activities to foster a sense of community 
and team spirit. These activities can range from virtual coAee 
breaPs and online games to more structured team-building 
exercises. These initiatives Rill help employees build relation-
ships and stay connected despite the physical distance.

Step q2 Prioriti1ing professional development&Uecog-
nizing the importance of continuous learning, the company 
should oAer various professional development opportunities. 
Cmployees Rill be encouraged to attend virtual RorPshops, 
Rebinars, and industry conferences. This not only enhances 
their sPills but also Peeps them engaged and motivated.

Step 52 Promoting work-life balance and well-be-
ing&…eaders should implement policies to support RorP-life 
balance, such as jexible RorPing hours and mental health 
days.

Additional Recommended Strategies for E6ective Lead-
ership in a Virtual Organi1ation

Communication&CAective communication is the corner-
stone of successful virtual leadership. Dn a traditional okce, 
much of the communication happens informally, but in a 
virtual setting, intentional strategies must be implemented to 
facilitate clear and fre’uent communication.

Digital communication tools&Cnterprise Gonsulting 
Oroup could leverage digital communication tools to bridge 
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the physical gap. Llatforms liPe :lacP for instant messaging, 
/oom for video conferencing, and Trello for pro”ect man-
agement became essential. The choice of tools is crucialX they 
must be user-friendly, reliable, and capable of supporting 
synchronous and asynchronous communication. Cnsuring 
that all employees Rere comfortable using these tools Ras a 
Pey part of the transition process.

Communication fre7uency and clarity&Uegular 
checP-ins and clear communication protocols should be es-
tablished to ensure everyone is on the same page. 1ai-
ly stand-up meetings, ReePly team meetings, and monthly 
all-hands meetings can be scheduled to Peep everyone aligned. 
Cach meeting must have a clear agenda, and folloR-up notes 
should be shared to maintain transparency and accountabil-
ity. This structured approach Rill help prevent communica-
tion breaPdoRns initially plaguing the virtual setup.

Overcoming time 1one challenges&5ith employees 
spread across diAerent time zones, scheduling meetings be-
comes a signiwcant challenge. Cnterprise Gonsulting Oroup 
could adopt a jexible approach, rotating meeting times to 
accommodate diAerent time zones and ensuring that all Pey 
information is documented and accessible asynchronously. 
This jexibility can help ensure that all employees felt included 
and valued, regardless of their location.
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Trust building&Zuilding trust in a virtual environment 
re’uires deliberate eAort. Trust is foundational to team cohe-
sion and productivity, and it can be more challenging to foster 
Rithout face-to-face interactions.

Transparency and accountability&…eaders at Cnterprise 
Gonsulting Oroup should emphasize transparency in their 
communications and decision-maPing processes. Zy openly 
sharing information about company performance, strategic 
goals, and individual roles, leaders can build a culture of trust 
and mutual respect. Uegular updates and open forums for 
discussion alloR employees to feel informed and involved in 
the companyWs direction.

Regular one-on-one meetings&7anagers should hold 
regular one-on-one meetings Rith their team members to 
provide personalized support, gather feedbacP, and address 
concerns. These meetings are crucial for building strong re-
lationships and understanding individual needs and motiva-
tions. They provide a platform for employees to voice their 
thoughts and for managers to oAer tailored guidance and 
support.

Team-building activities&Iirtual team-building activi-
ties can be organized to strengthen interpersonal connec-
tions. These include virtual coAee breaPs, online games, and 
team-building exercises, alloRing employees to bond and 
build trust outside RorP-related tasPs. These activities Rould 
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help create a sense of camaraderie and reinforce the compa-
nyWs culture and values.

Performance management&CAective performance man-
agement in a virtual organization re’uires clear expectations, 
continuous feedbacP, and a focus on outcomes rather than 
processes.

Setting clear goals and e4pectations&Cnterprise Gon-
sulting Oroup could implement a goal-setting frameRorP 
that aligns individual ob”ectives Rith company goals. Glear 
performance expectations could be established, and employ-
ees could be given the autonomy to manage their RorP Rithin 
those parameters. This approach Rould empoRer employees 
to taPe oRnership of their tasPs and contribute to a sense of 
accountability and motivation.

Continuous feedback and recognition&Uegular feed-
bacP loops should be established to ensure continuous im-
provement. 7anagers should provide constructive feedbacP 
during regular checP-ins and recognize achievements publicly 
to motivate and engage employees. This focus on continuous 
feedbacP helps maintain high-performance standards and en-
courages a culture of learning and groRth.

Utili1ing performance metrics&1ata-driven perfor-
mance metrics can be used to assess productivity and out-
comes. These metrics provide an ob”ective basis for perfor-
mance evaluations and help identify areas for improvement. 
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…eaders could maPe informed decisions about resource al-
location and strategic priorities by focusing on measurable 
outcomes.

Fostering a positive organi1ational culture&Greating 
a positive organizational culture in a virtual setting in-
volves promoting employeesW sense of belonging, purpose, 
and shared values.

Emphasi1ing core values&Cnterprise Gonsulting OroupWs 
leadership can reinforce the companyWs core values in all com-
munications and decision-maPing processes. These values 
serve as a guiding principle for organizational behavior and 
interactions. Zy consistently highlighting and reRarding be-
haviors aligned Rith the companyWs values, leaders ensure that 
the culture remains strong and cohesive.

Promoting work-life balance&…eaders recognize the im-
portance of RorP-life balance and implement policies to sup-
port it. Mlexible RorPing hours, mental health days, and 
encouraging employees to taPe regular breaPs help prevent 
burnout and maintain overall Rell-being. …eaders can create a 
supportive and sustainable RorP environment by prioritizing 
employee Rell-being.

Encouraging professional development&Vpportunities 
for professional development should be prioritized to foster 
groRth and engagement. Vnline training programs, virtual 
RorPshops, and access to industry conferences can be oAered 
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to help employees expand their sPills and PnoRledge. This 
investment in professional development enhances employee 
capabilities and contributes to ”ob satisfaction and retention.

Supplemental Resources
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transformational leaders, Teams and 5orPplaces. EUCTE 
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–ouzes, N. 7., O Losner, Z. /. ;HF9BK. The leadership chal-
lenge ;“th ed.K. Nohn 5iley O :ons.

UaRlings, 7., Ellen, Z., ZaPari, 7., Mrame, N., …arsen, …., 
7enefee, :., Uichie, –., :anders, U., 5hite, O. ;Cds.K ;HFH6K. 
Winning in the virtual workplace: 10 Experts reveal how to 
lead your remote team to success. ;https8PPRRR.amazon.com
PdpPZF199QHLZ0K

TsipursPy, O. ;HFH9K. Returning to the office and leading hy-
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Building Employee 
Engagement at Tech 
Solutions, Inc.

Maranda Johnson-Hartzog, MS ODL

T ech Solutions, Inc., a mid-sized technology company 
specializing in software development and IT consult-

ing, has faced a decline in employee engagement following a 
major restructuring ebort. Initially thriving on a culture of 
innovation and colla2oration, the company implemented a 
hierarchical leadership model in 0H00 to streamline opera-
tions. qowever, this restructuring led to unintended conse-
kuences, including decreased employee autonomy, commu-
nication 2reaCdowns, and lower jo2 satisfaction. These chal-
lenges have resulted in an increased turnover and a noticea2le 
drop in engagement scores among employees.

The Cey staCeholders in this case include EOJ xohn Smith, 
who prioritizes e;pansion and operational eRciencyL qB 
manager Susan Uee, who is responsi2le for employee rela-
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tions and retentionL team leaders who 2ridge the gap 2etween 
leadership and employeesL and the employees themselves, who 
have 2een directly impacted 2y these organizational shifts. 
The restructuring limited employee input in decision maC-
ing, contri2uting to dissatisfaction and weaCening morale. 
Omployees e;pressed concerns a2out transparency, motiva-
tion, and career development, signaling a disconnect 2etween 
leadershipWs vision and the worCforceWs needs.

Becognizing the urgency of the situation, company lead-
ership sought advice from an organizational 2ehavior e;-
pert. The e;pert identi8ed the restructuringWs negative impact 
on engagement and emphasized the importance of shifting 
toward a transformational leadership model. The e;pertWs 
recommendations included empowering employees through 
leadership development programs, enhancing communica-
tion channels to improve transparency and trust, increasing 
autonomy in decision-maCing to restore innovation, and re-
inforcing a company culture that aligns with employeesW val-
ues.

To address these issues, Tech Solutions, Inc. must implement 
changes that prioritize employee engagement. Those analyz-
ing this case will have the opportunity to weigh in on the 
strategic changes that will 2est help Tech Solutions, Inc. en-
gage employees 2y evaluating diberent leadership approach-
es, communication improvements, and cultural initiatives. 
They will consider how increasing employee autonomy, fos-
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tering transparency, and promoting a colla2orative worC en-
vironment can drive engagement and retention. Through this 
analysis, those e;amining the case can develop an action plan 
that aligns with 2est practices in organizational 2ehavior and 
supports long-term success.

This case highlights the signi8cance of leadership, communi-
cation, and organizational culture in maintaining employee 
engagement. Dy implementing strategic changes, Tech Solu-
tions, Inc. can create a more motivated and committed worC-
force, ultimately improving 2oth employee satisfaction and 
organizational performance.

Introduction

Omployee engagement is a signi8cant factor in an organiza-
tionWs success, in—uencing productivity, retention, and overall 
jo2 satisfaction. Tech Solutions, Inc., a mid-sized technology 
company specializing in software development and IT con-
sulting, has faced declining employee engagement following 
an organizational restructuring. This case study e;amines the 
root causes of disengagement and e;plores leadership, com-
munication, and cultural strategies to re-engage employees 
and improve organizational performance.

Context

5ounded in 0H’H, Tech Solutions, Inc. has grown to a worC-
force of ’:H employees, including software engineers, project 
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managers, and support stab. The company initially thrived 
due to a strong culture of innovation and colla2oration. 
qowever, in 0H00, a restructuring initiative aimed at stream-
lining operations introduced a more hierarchical leadership 
model, resulting in unintended consekuences such as reduced 
employee autonomy, weaCened communication, and declin-
ing jo2 satisfaction. 5ollowing the restructuring, the compa-
ny also adopted a hy2rid worC model to support —e;i2ility. 
9hile remote worC provided autonomy and worC4life 2al-
ance 2ene8ts, it also introduced challenges related to commu-
nication, team cohesion, and employee engagement.

Key Stakeholders

  EOJ xohn Smith)1 visionary leader focused on 
e;pansion and operational eRciency.

  qB manager Susan Uee)Jversees employee rela-
tions, recruitment, and retention strategies.

  Team leaders)Yanage daily operations and serve as 
intermediaries 2etween leadership and employees.

  Omployees)Software engineers, project managers, 
and support stab directly impacted 2y leadership de-
cisions and organizational culture shifts.
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Organizational Restructuring

In 0H00, Tech Solutions, Inc. transitioned to a hierarchical 
structure, resulting in the following3

  Uimited employee input in decision-maCing.

  1 surge in resignations, particularly among 
high-performing employees3 increased turnover sig-
naled dissatisfaction.

  Geclining engagement scores3 employee surveys re-
vealed lacC of motivation and concerns over career 
development.

Current Challenges

Tech Solutions, Inc. faces four primary challenges abecting 
employee engagement3

  Beduced employee autonomy3 Omployees feel dis-
empowered due to centralized decision-maCing, 
limiting creativity and innovation.

  Eommunication 2reaCdown3 1 widening gap 2e-
tween leadership and employees has led to a lacC of 
transparency, reducing trust and morale.

  Uow jo2 satisfaction3 Increased control and reduced 
colla2oration opportunities have diminished jo2 
ful8llment.
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  Yisalignment in leadership style3 The EOJWs trans-
actional approach prioritizes eRciency 2ut lacCs the 
motivational elements of transformational leader-
ship.

  The shift to hy2rid worC has made it more diRcult 
to maintain consistent communication and con-
nection among teams, amplifying disengagement is-
sues. 

Professional Insight
Becognizing the urgency of Tech Solutions, Inc.Ws declining 
employee engagement, company leadership sought insight 
from a highly respected professor with e;pertise in organi-
zational 2ehavior and leadership. The professorWs assessment 
reinforced that the companyWs restructuring, while intend-
ed to drive eRciency, inadvertently created disengagement 
2y limiting employee autonomy, reducing transparency, and 
weaCening the companyWs once-strong culture of colla2ora-
tion.

The professor emphasized that leadership plays a pivotal role 
in reversing these trends and advocated for a shift toward a 
transformational leadership model, which fosters empower-
ment, open communication, and shared purpose. 1ddition
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ally, the e;pert stressed the importance of restoring autono-
my, improving communication channels, and realigning the 
companyWs culture with employee values to re2uild engage-
ment and performance.

9ith these e;pert insights in mind, current leadership 2e-
lieves the 2elow solutions and recommendations provide a 
strategic roadmap to address Tech SolutionsW challenges. Dy 
implementing these evidence-2ased strategies, the company 
can create an environment in which employees feel valued, 
motivated, and committed to long-term success3

  1dopt transformational leadership3 The EOJ and 
other leaders should shift toward a transformational 
leadership style that emphasizes employee empow-
erment, colla2oration, and shared vision. This can 
2e achieved through leadership development pro-
grams and regular communication with employees 
to align organizational goals with their aspirations 
6Eolkuitt et al., 0H0Q?.

  Onhance communication channels3 Improving 
communication 2etween management and employ-
ees is crucial for re2uilding trust and transparency. 
Implementing regular town hall meetings, feed2acC 
sessions, and open-door policies can help 2ridge the 
communication gap and ensure that employees feel 
heard and valued.
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  Increase employee autonomy3 To enhance jo2 satis-
faction, Tech Solutions should consider decentral-
izing decision-maCing processes and allowing em-
ployees greater autonomy in their roles. This could 
involve empowering teams to maCe decisions related 
to their projects and encouraging innovation and 
creativity.

  Strengthen organizational culture3 Be2uilding a 
strong organizational culture that aligns with em-
ployeesW values is essential for increasing engagement. 
This can 2e achieved 2y involving employees in the 
development of the companyWs mission and values, 
as well as recognizing and cele2rating achievements 
that re—ect these values.

The case of Tech Solutions, Inc. highlights the impact of lead-
ership, communication, and culture on employee engage-
ment. Dy transitioning to a transformational leadership mod-
el, improving communication, restoring autonomy, and rein-
forcing a positive culture, the professor 2elieves the company 
can re2uild engagement and improve overall performance.

Theoretical Analysis

The challenges at Tech Solutions, Inc. can 2e analyzed 
through various leadership, motivation, and organizational 
culture theories. Transformational leadership, as proposed 2y 
Dass 6’((H?, emphasizes motivation and engagement 2y fos-
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tering a shared vision, providing support, and empowering 
employees. Shifting from the companyWs current transaction-
al leadership approach to a transformational one can signi8-
cantly enhance employee commitment and morale. Similarly, 
servant leadership 6Preenleaf, ’(FF? prioritizes the needs of 
employees, encourages trust, and creates a supportive worC 
environment, which could help address the companyWs de-
clining engagement levels.

5rom a motivational perspective, qacCman and JldhamWs 
6’(FK? jo2 characteristics model highlights autonomy, sCill 
variety, and feed2acC as critical components of jo2 satisfac-
tion and engagement. Tech SolutionsW restructuring has di-
minished employee autonomy and communication, failing 
to meet these core jo2 dimensions. 1dditionally, Geci and 
ByanWs 6’(–:? self-determination theory identi8es autonomy, 
competence, and relatedness as fundamental to motivation. 
Bestoring employee control over their worC, fostering pro-
fessional growth, and strengthening team colla2oration could 
help reCindle engagement and jo2 satisfaction.

In terms of organizational culture, Eameron and /uinnWs 
6’(((? competing values frameworC suggests that Tech So-
lutions has shifted from a clan culture)characterized 2y 
colla2oration and employee focus)to a hierarchy culture, 
which prioritizes control, eRciency, and structure. This shift 
has contri2uted to resistance and disengagement among em-
ployees. Be2alancing the culture 2y reintroducing elements 
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of —e;i2ility, employee empowerment, and open communi-
cation can help realign the companyWs values with worCersW 
e;pectations, improving overall morale.

Conclusion

Tech Solutions, Inc. stands at a critical juncture. The restruc-
turing initiative, while driven 2y a desire for operational eR-
ciency, inadvertently undermined the companyWs colla2ora-
tive culture and employee morale. 1 shift from a transactional 
to a transformational leadership style)along with eborts to 
increase transparency, restore autonomy, and realign compa-
ny values with employee e;pectations)is essential in 2oth 
in-oRce and hy2rid worC environments. Implementing these 
changes will not only re2uild trust and engagement 2ut also 
position Tech Solutions for long-term success 2y fostering a 
motivated and innovative worCforce. Jrganizational 2ehav-
ior principles such as transformational leadership, self-deter-
mination theory, and the jo2 characteristics model provide a 
strong foundation for driving this transformation. 

Teaching Notes
Synopsis

Tech Solutions, Inc., a mid-sized technology company spe-
cializing in software development and IT consulting, has 
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2een facing declining employee engagement following an or-
ganizational restructuring. Initially a company that thrived 
on innovation and colla2oration, the restructuring led to a 
more hierarchical leadership model, which inadvertently re-
sulted in reduced employee autonomy, weaCened communi-
cation, and decreased jo2 satisfaction. 1s a result, the compa-
ny has e;perienced increased turnover, disengaged employees, 
and misalignment 2etween leadership styles and employee 
e;pectations.

This case study rekuires students to analyze the factors con-
tri2uting to employee disengagement, e;plore leadership and 
motivation theories, and propose solutions to re2uild en-
gagement. Students will assess organizational 2ehavior prin-
ciples, including transformational leadership, communica-
tion strategies, and worCplace autonomy, to develop recom-
mendations for improving engagement at Tech Solutions, 
Inc.

Purpose of the Case Study

The purpose of this case study is to e;plore the causes and 
consekuences of declining employee engagement at Tech So-
lutions, Inc. following a restructuring that introduced a hi-
erarchical leadership model. Dy analyzing leadership styles, 
communication challenges, and cultural shifts, the case aims 
to help readers understand the role of transformational lead-
ership, employee autonomy, and organizational culture in 
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fostering engagement. The case is intended to help develop 
analytical, strategic, and leadership sCills in diagnosing or-
ganizational 2ehavior pro2lems and formulating actiona2le 
engagement solutions aligned with 2est practices.

Learning Outcomes

This case study is designed to help students develop leader-
ship, communication, and analytical sCills related to organi-
zational 2ehavior and employee engagement. Dy the end of 
this case, readers should 2e a2le to3

’. Understand the impact of leadership styles on em-
ployee engagement and organizational culture.

0. Analyze the role of communication in employee 
motivation, trust, and performance.

&. Develop strategic recommendations to improve 
worCplace engagement and organizational ebective-
ness.

Teaching Approach

This case study is versatile and can 2e adapted for multiple 
learning formats. In an in-class discussion or small-group ac-
tivity, students can 2e divided into small groups to analyze 
the case and answer Cey discussion kuestions. Oach group 
presents their 8ndings, followed 2y a class-wide discussion to 
e;plore diberent perspectives and solutions. 
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5or asynchronous online learning, students can su2mit a 
written response analyzing the case, ensuring they engage 
with the material independently. 1dditionally, as an option, 
students may create an infographic or a 2rief presentation to 
visually summarize their recommendations, promoting cre-
ativity and critical thinCing in their analysis.

Discussion Questions & Tips for Resolution 

’. 9hat leadership challenges contri2uted to the de-
cline in employee engagement at Tech Solutions, 
Inc.X

  The main challenge was the adoption of a 
hierarchical and transactional leadership style, 
which reduced empowerment, limited commu-
nication, and disconnected leadership from em-
ployeesW needs.

0. qow has the shift from a colla2orative to a hierar-
chical structure impacted morale and productivityX

  It led to decreased autonomy, created communi-
cation 2arriers, and diminished innovation, re-
sulting in low morale and a drop in productivity.

&. qow does the EOJWs leadership style contri2ute to 
the issueX
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  The EOJWs transactional style prioritizes eR-
ciency over employee development, limiting in-
spiration, motivation, and emotional connec-
tion with stab.

Q. qow can Tech Solutions, Inc. re2uild trust and 
transparency within the companyX

  Dy esta2lishing open communication channels, 
holding regular town halls, involving employ-
ees in decision-maCing, and ensuring leadership 
accounta2ility, Tech Solutions, Inc. can re2uild 
trust and transparency.

:. 9hat communication strategies should leadership 
implement to 2ridge the gap 2etween employees and 
managementX

  Ueadership should implement regular feed2acC 
loops, anonymous suggestion platforms, and 
two-way communication systems that encour-
age employee voice.

K. qow can employee feed2acC 2e integrated into de-
cision-maCingX
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  This can 2e accomplished through structured 
forums liCe employee councils, regular surveys 
with follow-up actions, and colla2orative deci-
sion-maCing models at the team level.

F. 9hat role does autonomy play in employee engage-
mentX

  1utonomy empowers employees, increases in-
trinsic motivation, enhances jo2 satisfaction, and 
supports innovation.

–. qow does a lacC of autonomy impact innovation 
and motivationX

  It sti—es creativity, creates feelings of powerless-
ness, and reduces employeesW willingness to go 
2eyond 2asic jo2 e;pectations.

(. 9hat strategies can 2e used to restore autonomy 
while maintaining organizational eRciencyX

  Strategies include delegating decision-maCing 
authority within teams, implementing agile 
worC methods, and allowing employees to set 
goals aligned with organizational priorities.

’H. 9hich motivational and leadership theories can 2e 
applied to improve employee engagementX
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  Transformational leadership, self-determination 
theory, and the jo2 characteristics model all ober 
frameworCs for 2oosting engagement and moti-
vation.

’’. qow can transformational leadership create a more 
engaged worCforceX

  Dy inspiring a shared vision, fostering trust, en-
couraging professional growth, and recognizing 
individual contri2utions.

’0. qow do motivation theories 6e.g., jo2 characteristics 
model, self-determination theory? inform engage-
ment strategiesX

  These theories stress the importance of autono-
my, meaningful worC, competence, and related-
ness, all of which are central to designing engag-
ing worC environments.

’&. 9hat concrete steps should Tech Solutions, Inc. 
taCe to improve its organizational cultureX

  Tech Solutions, Inc. should reintroduce colla2o-
ration practices, cele2rate team successes, involve 
employees in shaping company values, and shift 
2acC toward a clan culture.
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’Q. qow can leaders ensure alignment 2etween compa-
ny values and employee e;pectationsX

  Ueaders can ensure this 2y engaging employees in 
de8ning core values, communicating those val-
ues clearly, and em2edding them into perfor-
mance evaluations and reward systems.

’:. 9hat role do rewards and recognition play in re-
2uilding engagementX

  Becognition fosters a sense of value and 2elong-
ing, while 2oth intrinsic and e;trinsic rewards 
enhance motivation and reinforce desired 2e-
haviors.

’K. qow does remote or hy2rid worC in—uence engage-
ment, communication, and leadership ebectiveness 
at Tech Solutions, Inc.X

  Bemote and hy2rid worC increase —e;i2ility and 
autonomy 2ut create challenges for communica-
tion and connection, rekuiring leaders to foster 
transparency, inclusion, and regular virtual en-
gagement to maintain trust and colla2oration.

Suggested Solutions

To address the challenges at Tech Solutions, Inc., students 
should consider the following evidence-2ased solutions and 
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discuss why they are or are not the 2est for Tech Solutions, 
Inc.

’. Shift to transformational leadership3 Ueaders should 
inspire and empower employees through a shared 
vision rather than a sole focus on eRciency and con-
trol. Training programs for leadership should em-
phasize motivational leadership and employee de-
velopment.

0. Onhance communication channels3 Introduce reg-
ular town hall meetings, feed2acC sessions, and 
open-door policies to encourage transparent com-
munication. Implement an internal platform where 
employees can share ideas and concerns anony-
mously.

&. Increase employee autonomy3 Gecentralize deci-
sion-maCing 2y allowing teams greater control over 
their projects. Arovide opportunities for employees 
to innovate and taCe ownership of initiatives.

Q. Strengthen organizational culture3 Beesta2lish the 
companyWs core values and involve employees in 
de8ning the companyWs mission. Becognize em-
ployee contri2utions through awards, 2onuses, and 
non-monetary incentives such as career develop-
ment opportunities.
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:. Strengthen hy2rid and remote engagement3 leaders 
should leverage digital colla2oration platforms, es-
ta2lish regular virtual checC-ins, and create inclusive 
recognition systems that reach all employees regard-
less of location.

This case study provides an opportunity to analyze real-world 
organizational challenges related to leadership, communica-
tion, and engagement. Dy applying leadership theories and 
motivational models, students can develop actiona2le solu-
tions that align with 2est practices in organizational 2ehavior. 
The goal is to help students thinC critically a2out leadership 
ebectiveness and employee motivation, preparing them to 
apply these insights in future managerial or leadership roles.

Activity

Objective: Ereate an action plan for improving employee 
engagement at Tech Solutions, Inc. 

Instructions

Step 1: ReEect to Understand 2ngagement 

Defore addressing Tech SolutionsW issues, re—ect on your own 
e;periences with worCplace engagement. 1nswer the follow-
ing kuestions3

  qave you ever felt highly engaged or disengaged in a 
jo2, school project, or team activityX
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  9hat factors contri2uted to your motivation or lacC 
thereofX

  qow did leadership, communication, and autono-
my abect your level of engagementX

Step 3: Diagnose the Issues

Dased on the case study and solutions proposed 2y the highly 
regarded professor, analyze the following engagement chal-
lenges at Tech Solutions, Inc.3

  Beduced employee autonomy3 9hat are the risCs of 
limiting autonomy at a company that values innova-
tionX qow might increased autonomy improve jo2 
satisfaction and performanceX

  Eommunication 2reaCdown3 9hat are the poten-
tial consekuences of poor communication 2etween 
leadership and employeesX 9hat methods could im-
prove transparency and trust in the organizationX

  Uow jo2 satisfaction3 9hat impact does jo2 satisfac-
tion have on productivity and turnoverX 9hat fac-
tors in—uence jo2 satisfaction at a technology com-
panyX
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  Ueadership misalignment3 qow does the EOJWs 
transactional leadership style contri2ute to disen-
gagementX 9hat leadership strategies could 2e im-
plemented to inspire and empower employeesX

Step 4: Create an 2ngagement Action Plan 

Mow that you have identi8ed the core issues, develop a strate-
gic action plan to improve engagement at Tech Solutions, Inc. 
1ddress the following3

’. Becommend leadership changes 6if needed?.

0. Aropose ways to improve transparency and employ-
ee feed2acC loops.

&. Suggest policies to empower employees and encour-
age creativity.

Q. Gevelop an approach to shift the company culture 
2acC toward colla2oration and employee-focused 
values.

Step Y: Apply the Concepts to wour OMn Situation 

Be—ect on your 8ndings and consider how these concepts ap-
ply to your own personal or professional e;periences. 1nswer 
the following3

  9hat leadership and communication strategies 
from your action plan could 2e applied to improve 
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engagement in your own worCplace, school, or or-
ganizationX

  qow can you taCe an active role in fostering engage-
ment in a group or team you are part ofX

Assignment Components

Students will engage in three Cey tasCs to reinforce their un-
derstanding of employee engagement and organizational ef-
fectiveness.

  Ease study analysis3 O;amine the organizational re-
structuring at Tech Solutions, Inc. and identify the 
primary factors contri2uting to declining employ-
ee engagement. 1nalyze the leadership style, com-
munication 2reaCdowns, and cultural shifts that 
have negatively impacted employee motivation and 
satisfaction. 1pply relevant leadership and motiva-
tion theories to assess how the companyWs challenges 
could 2e addressed.

  Strategic engagement proposal3 Gevelop a detailed 
strategy to improve employee engagement at Tech 
Solutions, Inc., incorporating leadership adjust-
ments, communication enhancements, and cultural 
realignment. Becommend concrete steps to transi-
tion leadership from a transactional to a transfor-
mational approach, emphasizing empowerment and 
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trust 2uilding. Aropose initiatives such as leader-
ship training, feed2acC loops, decentralized decision 
maCing, and improved employee recognition pro-
grams.

  Aersonal re—ection and application3 Be—ect on per-
sonal e;periences with worCplace engagement or 
disengagement. Identify lessons from the case study 
that could 2e applied to personal or professional en-
vironments. O;plore how transformational leader-
ship and motivational strategies can 2e leveraged to 
foster engagement in real-world settings.

Key Terms

The terms 2elow provide a foundation for understanding 
the case study and help students analyze the factors abecting 
employee engagement at Tech Solutions, Inc.

Autonomy3 The degree to which employees have control 
over their worC, including decision maCing, tasC manage-
ment, and creative pro2lem solving.

Change Banagement3 The structured approach organi-
zations use to transition employees, teams, and operations 
through changes in structure, leadership, or culture.



DNIUGIMP OYAUJ…OO OMP1POYOMT 1T TOEq7 ’0(

Clan Culture3 1 worCplace culture characterized 2y colla2-
oration, employee involvement, and a strong sense of com-
munity and shared values.

Communication FreakdoMn3 1 failure in information 
sharing 2etween employees and management, often leading 
to misunderstandings, mistrust, and disengagement.

2mployee 2ngagement3 The level of commitment, enthu-
siasm, and emotional connection that employees have toward 
their worC and organization.

2mployee Recognition3 The acCnowledgment and reward 
of employee contri2utions to reinforce positive 2ehaviors and 
2oost morale and engagement.

2mployee Turnover3 The rate at which employees leave an 
organization, whether voluntary 6resignations? or involun-
tary 6terminations?.

Heedback Bechanisms3 5ormal and informal channels, such 
as performance reviews and employee surveys, that allow em-
ployees to share concerns and receive constructive input on 
their worC.

Jierarchy Culture3 1n organizational structure emphasiz-
ing control, sta2ility, and eRciency, often at the cost of —e;i-
2ility and employee empowerment.
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-ob Characteristics Bodel 6qacCman L Jldham, ’(FK?3 1 
model identifying 8ve Cey jo2 dimensions)sCill variety, tasC 
identity, tasC signi8cance, autonomy, and feed2acC)that in-
—uence employee engagement and motivation.

-ob Satisfaction3 The overall sense of ful8llment and con-
tentment employees feel regarding their jo2 roles, worC envi-
ronment, and career growth opportunities.

Botivation Theories3 Asychological frameworCs, such as 
self-determination theory and the jo2 characteristics model, 
that e;plain factors in—uencing employee motivation and 2e-
havior.

Organizational Culture3 The shared values, 2eliefs, and 2e-
haviors that shape the worC environment and in—uence em-
ployeesW attitudes and performance.

Psychological Safety3 The 2elief that employees can e;press 
ideas, concerns, and mistaCes without fear of negative conse-
kuences from leadership or peers.

Retention Strategies3 Jrganizational eborts to retain top 
talent through incentives such as professional development, 
recognition programs, and career advancement opportuni-
ties.
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SelfWDetermination Theory 6Geci L Byan, ’(–:?3 1 moti-
vation theory stating that autonomy, competence, and relat-
edness are essential for intrinsic motivation and jo2 satisfac-
tion.

Trust in Leadership3 The degree to which employees 2elieve 
that leadership acts with integrity, transparency, and in the 
2est interest of employees and the organization.

Transformational Leadership3 1 leadership style that fo-
cuses on inspiring and motivating employees through vision, 
empowerment, and fostering a strong organizational culture.

Transactional Leadership3 1 leadership style centered on 
structure, rewards, and control, while performance is man-
aged through incentives and disciplinary measures.

8orkplace Transparency3 Jpen and honest communica-
tion from leadership regarding company decisions, policies, 
and future directions to 2uild trust and engagement.

Supplemental Resources

Eolkuitt, x. 1., UeAine, x. 1., L 9esson, Y. x. 60H0Q?. Or-
ganizational behavior: Improving performance and commit-
ment in the workplace. YcPraw-qill Oducation.

qacCman, x. B., L Jldham, P. B. 6’(FK?. Yotivation 
through the design of worC3 Test of a theory. Organizational 
Behavior and Human Performance, 1660?, 0:H-0F(. 
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Dass, D. Y. 6’((H?. 5rom transactional to transformational 
leadership3 Uearning to share the vision. Organizational Dy-
namics, 186&?, ’(-&’.

Eameron, M. S., L /uinn, B. O. 6’(((?. Diagnosing and 
changing organizational culture: Based on the competing val-
ues framework. xossey Dass.

Bawlings, Y., 1llen, D., DaCari, Y., 5rame, x., Uarsen, U., 
Yenefee, S., Bichie, M., Sanders, B., 9hite, P. 6Ods.? 60H0Q?. 
Winning in the virtual workplace: 10 Experts reveal how to 
lead your remote team to success. 6https3NNwww.amazon.com
NdpNDHG’’O0AD&?
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Building Accountability in 
the Virtual Workplace at 
Nova Solutions

Stephanie S. Menefee, PhD

N ova Solutions, a tech startup specializing in software 
development, transitioned to a fully remote work en-

vironment during the pandemic. While the transition initial-
ly seemed smooth, signibcant challenges emerged over time, 
aEecting accountaxility, productivity, and employee satisfac-
tion. Tmployees reported feeling disconnected, unsupported, 
and unclear axout eCpectations, while managers struggled 
to eEectively monitor progress and provide necessary guid-
ance. Ohese issues led to declining morale and ine’ciency, 
prompting the LTA to seek guidance from a virtual leader-
ship consultant.

Ane employeeDs letter highlighted the main concerns faced xy 
the workforce. Tmployees felt uncertain axout their respon-
sixilities and how their work contrixuted to the companyDs 
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goals. H lack of clear eCpectations in meetings and delayed re-
sponses from management created frustration. Hdditionally, 
employees eCpressed concern that performance metrics em-
phasized time spent online rather than meaningful outcomes, 
leading to a perception that (looking xusy) was more val-
ued than actual contrixutions. 4ragmented communication 
across multiple platforms caused confusion, and the axsence 
of managers when support was needed eCacerxated the sense 
of isolation.

Ohe consultant identibed bve primary challenges contrixut-
ing to these issues; 2“5 unclear goals and eCpectationsB 2U5 
ineEective performance metrics focused on hours rather than 
resultsB 2”5 inconsistent use of virtual communication toolsB 
2:5 managers lacking remote leadership skillsB and 2G5 limited 
manager presence and availaxility. Oo address these concerns, 
the consultant recommended a structured approach to re-
xuilding accountaxility and engagement. 

Ohose analyzing this case can eCpect to take on the role of 
the virtual leadership consultant, evaluating the challenges 
Nova Solutions faces and considering the xest strategies to 
improve accountaxility and more in a remote work setting. Yy 
engaging in this analysis, participants will gain a deeper un-
derstanding of leadership challenges in remote teams, develop 
proxlem-solving skills related to virtual workplace dynamics, 
and rebne their axility to propose actionaxle, real-world so-
lutions that enhance productivity and employee well-xeing. 
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Ohis case study highlights common challenges in remote 
work and emphasizes the importance of leadership, technolo-
gy, and culture in fostering accountaxility and collaxoration. 
Ohrough thoughtful implementation of the consultantDs rec-
ommendations, Nova Solutions can enhance employee satis-
faction, rexuild trust, and improve overall productivity in a 
virtual setting.

Introduction

Nova Solutions, a tech startup specializing in software de-
velopment, transitioned to a fully virtual workplace dur-
ing the pandemic. 1nitially, the transition appeared smooth, 
xut challenges soon emerged in maintaining accountaxili-
ty, monitoring productivity, and fostering employee satisfac-
tion. Tmployees reported feelings of disconnection and lack 
of support, while managers struggled to track team progress 
eEectively. Ohese issues led to declining morale and ine’-
ciency. Oo address these challenges and rexuild accountaxility 
in the remote workplace, the LTA engaged a virtual leader-
ship consultant. Ohe brst thing the LTA did was provide the 
consultant with a stack of correspondence from disgruntled 
employees. Yelow is one of the many letters;

Sux7ect; Loncerns Pegarding Aur Pemote Work Tnviron-
ment
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Iear #anagement Oeam,

1 am writing to eCpress some concerns axout our current 
remote work structure. While 1 understand the challenges of 
transitioning to a fully virtual workplace, there are ongoing 
issues that are impacting my axility to perform eEectively and 
feel connected to the team.

4irst, 1 often feel unclear axout my responsixilities and how 
my work contrixutes to the larger goals of the company. 
#eetings rarely address specibc eCpectations, leaving me to 
guess at what is needed. When 1 ask for claribcation, it some-
times takes days to get a response.

Hdditionally, 1Dve noticed that our performance metrics seem 
to focus on hours spent online rather than meaningful out-
comes. Ohis approach makes me feel as though my value is 
measured xy (xusy work) rather than the actual impact of my 
contrixutions.

Lommunication across the team has also xecome increasingly 
fragmented. With so many platforms in use, itDs hard to know 
where to bnd bles or updates. Ohis lack of consistency wastes 
time and adds unnecessary stress.

4inally, it feels like our managers are unavailaxle when we 
need them most. 1 understand that they are 7uggling many 
responsixilities, xut their axsence leaves me and others feeling 
unsupported.
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1 hope these concerns can xe addressed, as 1 truly want to see 
Nova Solutions thrive. 1mproving communication, leader-
ship accessixility, and clarity around goals would make a huge 
diEerence for our team.

Sincerely, qIisgruntled Tmployee 8:”Z

Consultant Insight

Hfter reviewing the letters and documentation provided xy 
the LTA, the consultant identibed several key challenges that 
were contrixuting to the accountaxility and productivity is-
sues at Nova Solutions. Ohese challenges, outlined xelow, 
highlight the critical areas that the consultant xelieved re-
Kuired attention to foster a more cohesive and eEective virtual 
work environment.

  Rack of clear goals and eCpectations; Without con-
sistent in-person meetings, employees often misun-
derstood their tasks, leading to delays and confusion 
axout priorities.

  1nadeKuate performance metrics; #anagers focused 
on monitoring logged hours rather than evaluating 
Kuality outcomes, creating an emphasis on (looking 
xusy) instead of achieving meaningful results.
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  1nconsistent use of virtual tools; Lommunication 
platforms like Slack, 0oom, and Hsana were availaxle 
xut used inconsistently across teams, leading to frag-
mented communication and ine’cient work?ows.

  1neCperienced virtual leadership; #anagers lacked 
training in leading remote teams, resulting in inef-
fective communication, unclear eCpectations, and 
insu’cient team support.

  Rimited manager presence; #anagers were often 
unavailaxle during crucial times, leaving employees 
feeling unsupported and disengaged.

Yased on the challenges identibed, the consultant proposed 
the following solutions to address the accountaxility and pro-
ductivity issues at Nova Solutions. Hccording to the con-
sultant, these strategies are designed to create a more struc-
tured, supportive, and results-driven virtual work environ-
ment while fostering stronger communication and leadership 
practices.

  Set clear goals and eCpectations; Iebne measuraxle, 
outcome-focused goals 2using ox7ective key results 
2ALPs55 for each team. Ievelop a virtual hand-
xook outlining communication norms, protocols 
for meetings, and performance eCpectations.
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  Hdopt outcome-xased metrics; Shift the focus from 
monitoring logged hours to evaluating completed 
pro7ects and their impact. 1mplement xiweekly 
check-ins for employees to discuss progress, chal-
lenges, and feedxack.

  Reverage virtual tools consistently; Standardize #i-
crosoft Oeams for communication and ble sharing. 
Vse Hsana for task management to ensure trans-
parency and accountaxility across work?ows.

  3rovide leadership training; Orain managers in eEec-
tive virtual communication, using tools e’ciently 
and fostering emotional intelligence. Tmphasize the 
importance of proactive support and cultural sensi-
tivity.

  #aintain manager presence; Schedule regular 
one-on-one meetings to address employee concerns 
and provide guidance. 1ntroduce daily (virtual o’ce 
hours) for employees to drop in with Kuestions or 
updates.

Conclusion

Ohe Nova Solutions case provides a compelling eCploration 
of the compleCities organizations face when transitioning 
to and sustaining a remote work environment. While the 
shift to virtual operations initially appeared seamless, deeper 
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issues with accountaxility, communication, leadership en-
gagement, and performance evaluation soon surfaced. Ohese 
challenges mirror widespread struggles across remote work-
places in which a lack of structure and support can Kuickly 
erode productivity and morale. Ohrough the lens of this case, 
it xecomes clear that success in virtual settings hinges on in-
tentional leadership, consistent communication frameworks, 
and outcome-driven performance metrics. Ohe consultantDs 
recommendations oEer a roadmap for reestaxlishing trust, 
clarity, and collaxoration while also emphasizing the need for 
long-term cultural shifts. Vltimately, Nova SolutionsD eCperi-
ence shows how fostering accountaxility in remote teams is a 
matter of not only policy and technology, xut also leadership 
presence, empathy, and continuous adaptation to evolving 
workplace dynamics.

Teaching Notes
Synopsis

1n this case study, Nova Solutions, a tech startup specializing 
in software development, transitioned to a fully remote work 
environment during the pandemic. While initially smooth, 
the shift resulted in challenges related to accountaxility, pro-
ductivity monitoring, and employee satisfaction. 1ssues such 
as unclear eCpectations, fragmented communication, and the 
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axsence of leadership support led to employee dissatisfac-
tion and decreased e’ciency. H virtual leadership eCpert was 
consulted to diagnose these proxlems and propose solutions 
aimed at fostering a structured and accountaxle virtual work 
environment. Ohis case provides students with an oppor-
tunity to analyze real-world issues in remote work, develop 
leadership strategies, and propose actionaxle solutions for 
improving communication and engagement in virtual teams.

Purpose of the Case Study

Ohe purpose of this case study is to eCplore the challenges of 
fostering accountaxility, communication, and productivity 
in a remote work environment. Vsing the eCample of Nova 
Solutions, the case eCamines how unclear eCpectations, inad-
eKuate leadership visixility, and ineEective performance met-
rics can negatively impact employee engagement and organi-
zational eEectiveness. Ohrough the lens of a virtual leadership 
consultant, this study aims to help the student develop prac-
tical strategies for improving accountaxility and remote team 
management. 1t is designed to eKuip students with the skills 
to analyze virtual workplace challenges, apply leadership xest 
practices, and propose actionaxle solutions for remote team 
success.

Teaching Objectives

Ohis case study is designed to help students understand lead-
ership challenges in remote work environments and how to 
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foster accountaxility, clear communication, and engagement 
in virtual teams. Yy the end of this case, readers should xe axle 
to;

“. Identify and analyze key challenges of managing a 
remote workforce, including unclear goals, perfor-
mance measurement issues, and lack of leadership 
presence.

U. Evaluate and apply leadership strategies to im-
prove virtual accountaxility, communication, and 
employee engagement.

”. Develop practical recommendations for structuring 
an eEective remote work environment xy integrating 
leadership skills, technology tools, and performance 
metrics.

Teaching Approach

Ohis case study can xe utilized in various learning settings, 
including xusiness, puxlic administration, and leadership 
courses. 1t is ?eCixle for use in xoth virtual and in-person 
classrooms. Yelow are suggestions for facilitating the case;

  Llassroom setting 2on-ground or synchronous on-
line5

  Hllocate one class period for discussion.
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  Yreak students into small groups to analyze the 
case and answer key Kuestions.

  Tach group presents their responses to the class, 
followed xy a larger discussion.

  Hsynchronous online setting

  Hllow one week for case analysis and responses.

  PeKuire students to suxmit a written response 
addressing key Kuestions.

  Aption; Students can create an infographic 
summarizing their recommendations and post it 
to a discussion xoard for peer interaction.

Assignment Components

Students will complete three tasks to reinforce their learning;

“. Hnalyze the case study and employeeDs letter; 1den-
tify key challenges at Nova Solutions and assess the 
eEectiveness of the solutions implemented.

U. Iraft a response to the employeeDs letter; Write 
a management response addressing the concerns 
raised, proposing concrete actions for improvement.

”. Ievelop a virtual accountaxility plan; Iesign a 
xrief action plan for an organization transitioning 
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to remote work, incorporating leadership strategies, 
technology integration, and performance metrics.

Discussion Questions

Students could analyze the case study using the following 
Kuestions;

“. Fow do the challenges faced xy Nova Solutions re-
?ect xroader issues in remote work environmentsO

U. Fow do NovaDs accountaxility issues connect to 
common struggles in remote work, such as poor 
communication, lack of structure, and unclear per-
formance eCpectationsO

”. Fow might unclear goals and lack of manager pres-
ence contrixute to employee dissatisfactionO

:. Iiscuss how limited leadership engagement, delayed 
responses, and amxiguous responsixilities impact 
employee morale and productivity.

G. Which of the solutions implemented at Nova Solu-
tions would you prioritize, and whyO Tncourage stu-
dents to critically evaluate the proposed solutions, 
selecting those they xelieve would have the most im-
mediate impact and eCplaining their reasoning.



YV1RI1N… HLLAVNOHY1R1Oj 1N OFT 61POVHRM “:G

[. 1magine you are a virtual leadership consultant. 
Fow would you address the concerns raised in the 
employeeDs letterO

]. Iraft a response outlining specibc actions to im-
prove communication, leadership support, and 
work clarity.

9. What additional steps could Nova Solutions take to 
foster collaxoration and accountaxility in the long 
termO

M. Tncourage students to propose long-term strategies, 
such as ongoing leadership training, rebned per-
formance metrics, and structured communication 
frameworks.

Suggested Solutions 

“. Ohe challenges faced xy Nova Solutions re?ect 
xroader issues common to many remote work en-
vironments. Hs companies shifted to virtual mod-
els during the pandemic, many struggled to main-
tain the same levels of clarity, communication, and 
connection that physical o’ces naturally support. 
Ht Nova, employees eCperienced disconnection, un-
clear eCpectations, and inconsistent leadership sup-
port, all of which are well-documented hurdles in 
remote settings. Ohese proxlems highlight the wide-
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spread need for structured communication, accessi-
xle leadership, and clear goal setting in distrixuted 
teams. NovaDs situation underscores how failing to 
adapt traditional management practices to the re-
mote environment can Kuickly erode accountaxility 
and morale.

U. NovaDs accountaxility issues directly mirror wide-
spread struggles seen in remote work. H ma7or con-
cern was the axsence of clear communication, which 
left employees unsure of their responsixilities and 
disconnected from the companyDs xroader goals. 
Ohis lack of structure was further compounded xy 
inconsistent meeting practices and delayed manage-
rial responses. 4urthermore, performance evalua-
tions xased on time spent online rather than mean-
ingful results made employees feel that produc-
tivity was xeing mis7udged. Ohese conditions fos-
tered a workplace culture in which appearing xusy 
seemed more important than producing valuaxle 
work, weakening the very essence of accountaxility.

”. Ohe lack of managerial presence and vague goal set-
ting at Nova Solutions contrixuted signibcantly to 
employee dissatisfaction. When managers are axsent 
or unresponsive, employees feel axandoned, partic-
ularly in a remote conteCt in which opportunities 
for spontaneous check-ins or informal conversations 
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are minimal. Without clear goals, workers are left 
to guess what success looks like, which can xe de-
motivating and stressful. Ohis amxiguity fosters un-
certainty and disengagement, eroding trust in lead-
ership and diminishing the sense of purpose that 
connects individuals to their work and organization.

:. Rimited leadership engagement, slow response 
times, and vague roles had a detrimental impact on 
xoth morale and productivity at Nova Solutions. 
Tmployees reported feeling isolated and unsupport-
ed, which undermined their motivation and 7ox sat-
isfaction. Ielayed responses from management not 
only hindered decision-making xut also signaled a 
lack of urgency or care, further demoralizing staE. 
#oreover, when responsixilities were poorly de-
bned, it xecame di’cult for team memxers to coor-
dinate eEectively or hold one another accountaxle. 
Ohese conditions led to confusion, ine’ciencies, 
and a growing distrust xetween staE and leadership.

G. Hmong the solutions implemented at Nova Solu-
tions, prioritizing the adoption of outcome-xased 
performance metrics would likely yield the most 
immediate impact. Shifting the focus from hours 
worked to results achieved addresses a core com-
plaint from employees that their contrixutions were 
xeing undervalued in favor of (looking xusy.) Ohis 
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change reinforces a culture of accountaxility xased 
on tangixle impact rather than superbcial presence. 
Hdditionally, it can Kuickly realign employee moti-
vation with organizational goals and provide a clear-
er picture of performance, which is important for 
eEective remote management.

[. H virtual leadership consultant could approach the 
concerns raised in the employeeDs letter with a com-
mitment to restoring clarity, connection, and sup-
port. Ohey could brst validate the employeeDs eCpe-
rience and acknowledge the legitimate frustrations 
they descrixed. Ohen, they could emphasize the 
need for clear communication protocols, stream-
lined digital tools, and consistent leadership engage-
ment. 1ntroducing debned goals tied to organiza-
tional outcomes, creating dedicated time for man-
agerial availaxility, and standardizing communica-
tion platforms to reduce confusion could also help. 
Ohese steps would collectively rexuild trust, ensure 
alignment, and empower employees to thrive in a 
virtual environment.

]. 1n response to the employeeDs letter, it could xe help-
ful to propose several specibc actions to improve 
the work environment. 4irst, estaxlish clear, out-
come-xased goals for each employee, aligned with 
team and company ox7ectives. Second, introduce a 
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xiweekly one-on-one check-in system so employees 
can discuss progress and oxstacles and receive time-
ly feedxack. Ohird, streamline communication plat-
forms, standardizing #icrosoft Oeams and Hsana 
for all collaxoration and ble-sharing needs. 4ourth, 
managers will participate in leadership training fo-
cused on remote communication, emotional intel-
ligence, and proactive support. Rastly, implement 
daily virtual o’ce hours, ensuring managers are 
consistently availaxle to support their teams.

9. Oo foster long-term collaxoration and accountaxili-
ty, Nova Solutions should invest in several additional 
initiatives. Angoing leadership development is es-
sential to eKuip managers with the skills needed to 
lead virtual teams eEectively. Pebning performance 
metrics to xetter capture Kualitative outcomes will 
ensure employees feel fairly evaluated and appre-
ciated. Nova should also implement a structured 
communication framework that debnes eCpecta-
tions around response times, meeting norms, and 
platform usage. Pegularly scheduled team-xuilding 
activities and feedxack loops will reinforce a culture 
of trust, transparency, and continuous improve-
ment, helping to sustain engagement and cohesion 
over time.
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M. 1n the long term, Nova Solutions can xuild a re-
silient and high-performing virtual workplace xy 
implementing strategies such as continuous lead-
ership training focused on remote-specibc compe-
tencies and emotional intelligence. Ohey could also 
rebne their performance evaluation systems to em-
phasize outcome-xased metrics that re?ect true con-
trixutions rather than time spent online. Struc-
tured communication frameworks, including de-
bned protocols for meetings, updates, and collax-
oration tools, can prevent fragmentation and mis-
alignment. Hdditionally, creating a culture that val-
ues proactive feedxack, team recognition, and psy-
chological safety will xe critical in maintaining high 
morale and accountaxility across the organization.

Activity

Ohis activity invites you to step into the role of a virtual lead-
ership consultant as you analyze the challenges and solutions 
at Nova Solutions. Vsing the provided Kuestions, re?ect on 
how the case study illustrates xroader issues in remote work 
environmentsB evaluate the eEectiveness of the proposed so-
lutionsB and consider how you might address specibc em-
ployee concerns. Ohis eCercise encourages you to prioritize 
actionaxle strategies, develop creative solutions, and propose 
long-term improvements to enhance collaxoration, account-
axility, and overall team satisfaction in a virtual workplace. 
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Lonsider these Kuestions xefore you xegin the activity; 

  Fow do the challenges faced xy Nova Solutions re-
?ect xroader issues in remote work environmentsO

  Fow might unclear goals and the lack of manager 
presence contrixute to employee dissatisfaction, as 
highlighted in the employeeDs letterO

  Which of the solutions implemented at Nova Solu-
tions would you prioritize and whyO

  1magine you are a virtual leadership consultant. 
Fow would you address the concerns raised in the 
employeeDs letterO

  What additional steps could Nova Solutions take to 
foster collaxoration and accountaxility in the long 
termO

Now that youDve considered the challenges and solutions at 
Nova Solutions, hereDs an opportunity to hone your skills 
with a hands-on activity. Ohis assignment will help you ana-
lyze real-world issues, craft thoughtful responses to employee 
concerns, and develop practical strategies for improving ac-
countaxility and engagement in virtual organizations. Iive 
into the case study, respond to the employeeDs letter, and 
design a virtual accountaxility plan to put your ideas into 
action.
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  Hnalyze the case study and employeeDs letter; 1denti-
fy key challenges faced xy Nova Solutions and eval-
uate the eEectiveness of the solutions implemented. 
Pe?ect on how these solutions could xe adapted for 
similar virtual organizations.

  Iraft a letter in response to the employeeDs letter; 
Write a response from management addressing the 
concerns raised and outlining specibc actions to im-
prove clarity, support, and communication.

  Ievelop your virtual accountaxility plan; Lreate a 
xrief action plan for an organization transitioning to 
remote work, incorporating principles of account-
axility, leadership development, and employee en-
gagement.

Hs you work through these Kuestions, keep in mind a few 
key focus areas to guide your analysis. Rook for the main 
accountaxility challenges and consider how the solutions im-
plemented at Nova Solutions could apply to similar virtual 
settings. Pe?ect on the leadership skills and strategies that 
are critical for fostering collaxoration and clarity in remote 
teams. 4inally, think axout how your proposed action plan 
can xalance accountaxility, employee engagement, and lead-
ership development to create a sustainaxle framework for 
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virtual work. Ohese points can help shape your responses and 
action plan;

  Hnalyze challenges in virtual organizations; 1dentify 
common accountaxility issues that arise in remote 
work environments and evaluate their impact on 
team performance and morale.

  Tvaluate the eEectiveness of solutions; Hssess the 
strategies implemented xy Nova Solutions and de-
termine which actions had the most signibcant im-
pact on productivity and satisfaction.

  Vnderstand leadership competencies for virtual 
teams; TCplore how leadership skills such as clear 
communication, emotional intelligence, and tech-
nological probciency are critical in managing remote 
teams.

  Iraft recommendations for long-term success; 3ro-
pose additional solutions that could strengthen 
Nova SolutionsD accountaxility plan and ensure sus-
tainaxle improvements.

Key Terms

Ohe list xelow covers the essential concepts needed to under-
stand and analyze the challenges and solutions presented in 
this case study.
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Accountability; Ohe responsixility of employees to com-
plete assigned tasks, meet eCpectations, and take ownership of 
their work outcomes.

Collaboration Tools; Software such as Slack, 0oom, and 
…oogle Irive that facilitate teamwork and interaction in a 
remote work environment.

Communication Breakdown; H failure in eCchanging in-
formation eEectively, often leading to misunderstandings, in-
e’ciency, and decreased productivity.

Emotional Intelligence (EI); Ohe axility of leaders to rec-
ognize and manage their own emotions while understanding 
and in?uencing the emotions of others.

Employee Autonomy; Ohe degree of independence employ-
ees have in making decisions and managing their tasks with-
out micromanagement.

Employee Engagement; Ohe level of enthusiasm, commit-
ment, and involvement an employee has in their 7ox and the 
organization.

Employee Morale; Ohe overall 7ox satisfaction, conbdence, 
and attitude of employees toward their workplace and re-
sponsixilities.
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Feedback Mechanism; 3rocesses and tools used to provide 
employees with performance-related input, ensuring contin-
uous improvement and alignment with organizational goals.

Leadership Visibility; Ohe eCtent to which leaders are pre-
sent, accessixle, and engaged with employees in the work-
place, in?uencing morale and motivation.

Micromanagement; H management style in which leaders 
eCcessively control or oversee employeesD tasks, often leading 
to disengagement and reduced motivation.

Organizational Culture; Ohe shared values, xeliefs, and 
practices that in?uence how employees interact and work 
within a company.

Outcome-Based Performance Evaluation; H measure-
ment approach that assesses employees xased on completed 
work and results rather than time spent working.

Performance Metrics; Standards used to measure an em-
ployeeDs eEectiveness and productivity, which can include 
Kualitative or Kuantitative assessments.

Proactive Support; H leadership approach with which 
managers anticipate employee needs and provide guidance 
xefore issues escalate.



RTHITPSF13 4AP H NTW WAPRI“G[

Remote Work; H work arrangement in which employees 
perform their 7ox duties outside of a traditional o’ce setting, 
often using digital tools to stay connected.

Task Management Tools; Iigital platforms such as Hsana, 
Orello, or #icrosoft Oeams used to organize, assign, and track 
pro7ect progress in remote settings.

Trust DeHcit; H situation in which employees lack con-
bdence in managementDs axility to support and lead them 
eEectively, often due to poor communication or lack of re-
sponsiveness.

Virtual Leadership; Ohe axility of managers to lead, com-
municate, and support their teams eEectively in a digital or 
remote work environment.

Virtual O1ce 2ours; Scheduled times when managers or 
team leaders are availaxle online to address employee con-
cerns, answer Kuestions, and provide guidance.

Workplace Transparency; Ohe practice of openly sharing 
information, decisions, and eCpectations to xuild trust and 
alignment within an organization.
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Overcoming Accountability 
Challenges in a Virtual Work 
Environment

Lisa M. Harris, DBA and                                                                                                                                       
Christine Gehrke, DBA

M ontezooma, Inc. (Montezooma), a California-based 
corporate customer service consulting company, op-

erated as a brick-and-mortar business for over two decades 
until the COVID-19 pandemic forced a rapid transition to 
a fully virtual work environment. This transition brought 
signi’cant challenges for leadership, particularly around ac-
countability, which strained team dynamics and threatened 
the companyFs culture, reputation, and ’nancial stability.  
The main characters of the study included MontezoomaFs 
vice president of customer service, Lreedrick Thournberg, 
and the customer service director, Teanna Mouree. Monte-
zooma began to face signi’cant leadership and accountabil-
ity challenges due to LreedrickFs inability to manage Teanna 
through the transition to a virtual work environment, partly 
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due to her micromanagement and ill-treatment of her team. 
Despite MontezoomaFs commitment to its mission and vi-
sion (a culture of accountability), the culture and ’nancial 
stability su?ered due to a lack of leadership accountability 
from Lreedrick. xut can the lack of accountability be reversed 
through training to restore company culture and ’nancial 
stabilityj 

Introduction

This case e2amines the leadership challenges at Monte-
zooma, a corporate customer service consulting ’rm that 
creates customized training solutions, helps organizations 
build high-performance cultures, and aligns employee behav-
ior with strategic goals. The California-based company has 
0ust under qZZ employees. It operated as a brick-and-mortar 
business for over qZ years, with all consulting services previ-
ously delivered in person to clients. 

During the COVID-19 pandemic, the company was forced to 
Guickly adopt a virtual work model, providing all consulting 
services using electronic tools such as Uoom or Microsoft 
Teams. This shift introduced new challenges for leadership, 
particularly in managing team dynamics and ensuring ac-
countability across both in-person and virtual settings. The 
case focuses on the accountability challenges of the senior vice 
president of customer service, Lreedrick Thournberg, and the 
customer service director, Teanna Mouree. 
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The case chronicles the signi’cant leadership and account-
ability challenges Lreedrick faced in managing Teanna and 
her teamFs productivity. Lreedrick failed to address TeennaFs 
ongoing management and performance issues, including mi-
cromanagement and consistently taking credit for her teamFs 
work. This management style created an unhealthy relation-
ship with her team members, a problem that e2isted even 
before the transition to virtual work but was e2acerbated by 
it. The transition also a?ected clients and, conseGuently, the 
companyFs ’nancial stability. LreedrickFs reluctance to coun-
sel and correct Teanna led to declining team morale and pro-
ductivity, underscoring the necessity of mediation, targeted 
training, and leadership coaching.

To help clients build high-performance cultures and align 
employee behavior with strategic goals, MontezoomaFs phi-
losophy was to foster e2cellence in customer service, transfor-
mational leadership baked in responsibility, and a healthy and 
thriving culture focused on the importance of accountability. 
Rccountability plays a crucial role in workplace dynamics, 
directly inKuencing employee engagement, productivity, and 
organizational success (Nollack, qZqša). 

Hince its founding over qZ years ago, Montezooma had fos-
tered a culture of accountability, recognizing that account-
ability is essential for both building a healthy workplace en-
vironment and empowering employees to reach their highest 
potential. Montezooma considered accountability the oblig-
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ation to accept responsibility and 0ustify oneFs actions, em-
phasizing its own role in maintaining ethical and e?ective 
leadership. Eeadership believed they had discovered a way to 
cultivate an accountable culture in which all employees took 
ownership of their actions to promote well-being and organi-
zational health, and they shared this model with clients. They 
also emphasized that for teams to be e?ective, both leaders 
and individual members must take ownership of their actions 
and remain accountable to their colleagues (”ankara3, qZqš). 
Powever, LreedrickFs failure to hold himself accountable for 
his own management decisions regarding one of his employ-
ees had a signi’cant impact on the companyFs culture and 
’nancial well-being. 

The Role of Accountability at Montezooma

MontezoomaFs mission and vision were critical to its opera-
tional success and the change to a virtual work environment. 
The mission involved driving e2cellence through account-
ability, innovation, and teamwork to cultivate a healthy cul-
ture and foster strong customer relationships. Rt the same 
time, the company was dedicated to setting the standard for 
accountability, customer focus, and innovation while culti-
vating a thriving work culture. This mission and vision re-
mained in place through the shift to a virtual work environ-
ment. Despite the companyFs commitment to its mission and 
vision, the once-healthy culture su?ered due to a lack of ac-
countability by both Teanna and Lreedrick. The transition to 
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a virtual work environment damaged customer relationship, 
pushing the company to the brink of ’nancial instability as 
customers began to withdraw their business. LreedrickFs re-
sponsibility to address TeannaFs performance issues was crit-
ical to restore accountability, improve team dynamics, and 
stabilize the companyFs ’nancial position.

xut, who were Teanna and Lreedrick, and what happened 
within their leadership and accountability e?orts that al-
most cost the company its reputation, ’nancial stability, and 
a healthy culturej 5hat leadership training measures could 
Montezooma implement to transform the culture, overcome 
these virtual-era challenges, and turn the organization around 
both professionally and ’nanciallyj 

Teanna Mouree: The Problematic “Closer”

Teanna, the customer service director at Montezooma, Inc., 
had been in her leadership role for over seven years. Hhe earned 
the nickname %the closer; because she was skilled at securing 
deals and maintaining strong client relationships. Teanna also 
had a reputation for micromanagement, manipulation, and 
constant hovering over her team, undermining their e?orts. 
Sather than empowering her team, she belittled and berated 
them, creating a culture of fear and frustration and, thus, a 
to2ic work environment. Hhe freGuently took credit for their 
hard work and participated in idle gossip, but all the while 
she ensured that upper management viewed her as the driving 
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force behind her departmentFs success. Rt the same time, her 
team remained unrecognized and became disheartened, but 
this was overlooked by leadership due to the teamFs consis-
tently high sales before the COVID-19 pandemic. 

Despite overseeing customer service, Teanna often missed in-
ternal administrative deadlines and failed to meet key per-
formance goals. Instead of taking accountability for her ac-
tions, she shifted the blame onto her employees. Per ability to 
close deals was mainly due to her teamFs tireless e?orts, rather 
than solely her contributions. TeannaFs team handled much 
of the groundwork, problem-solving, and e2ecution that led 
to each successful client interaction. Powever, in moments 
of success, Teanna always stepped to the forefront, claiming 
sole credit for it. Per manipulative tactics created tension 
and ensured that dissenting voices were silenced. Hhe fostered 
an atmosphere in which the team feared retaliation if they 
spoke out against her behavior. This created a revolving door 
of disengaged team members, some leaving due to burnout, 
while others remained stuck in a to2ic environment in which 
their contributions were unappreciated.

Despite her understanding of the companyFs mission and val-
ues, her actions increasingly undermined team cohesion and 
the organizationFs reputation. Teanna struggled to adapt to 
the virtual work model. Hhe preferred that her team work in 
the o—ce or at the clientFs o—ce where she would be present 
to observe them instead of managing them through virtual 
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communication channels. 5hen the customer service de-
partment transitioned to a 1ZZ: virtual work environment, 
she did not adapt, routinely missing virtual meetings and fail-
ing to respond to critical communications and deadlines from 
her team. TeannaFs leadership failures, which had previously 
threatened team morale, became even more pronounced in 
the virtual work environment. This increased tension, and 
customers noticed the impact on team morale, including 
MontezoomaFs long-term clients. This in turn a?ected cus-
tomer relationships and overall ’nancial success. 

Freedrick Thournberg: The Reluctant Leader

Lreedrick, the vice president of customer service at Monte-
zooma, Inc., was known for his ability to drive e2cellence in 
customer service. Pe had been a mainstay at Montezooma 
for over ’fteen years. Pis strategic mindset and focus on ef-
’ciency helped streamline company processes and improve 
performance. Powever, when managing people, particularly 
holding leaders accountable, Lreedrick fell short.

One of his most signi’cant failures was his inability to address 
the ine?ective and to2ic leadership of Teanna. Despite repeat-
ed employee complaints about her mistreatment, microman-
agement, and manipulative behavior, Lreedrick chose to 
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look the other way. Pe disliked conKict and avoided di—cult 
conversations, allowing Teanna to continue creating a hostile 
work environment without conseGuence as long as her team 
produced the e2pected level of sales and productivity.

LreedrickFs reluctance to intervene had serious repercussions 
for the companyFs operations.  Rs Teanna continued to be-
little and e2ploit her team, morale plummeted, and produc-
tivity su?ered. Amployees felt unsupported and disengaged, 
resulting in missed deadlines and decreased service Guality. 
This was initially di—cult to observe, as client services were 
being delivered virtually without direct visual oversight. The 
ripple e?ect e2tended beyond internal operations as longtime 
clients noticed deterioration in service Guality.  Dissatis’ed 
with the declining standards, several opted not to renew their 
contracts, putting the companyFs reputation and revenue at 
risk.

xy failing to uphold MontezoomaFs culture of accountabil-
ity, Lreedrick enabled a to2ic workplace and 0eopardized the 
companyFs long-term success. Pis inaction underscored the 
critical role that leadership accountability plays in maintain-
ing a healthy virtual work environment. 5ithout it, even the 
strongest operational strategies could not prevent the fallout 
of poor leadership and disengaged employees. These behav-
iors, left unaddressed by Lreedrick, further disrupted work-
Kow and lowered overall team morale. Pis reluctance to con-
front the issue allowed TeannaFs actions to persist unchecked, 
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eroding trust and productivity. Wot only were long-term 
clients opting not to renew their contracts, but even more 
customer service employees were opting to leave the company 
and work for competitors. 

The revolving door of disengaged team members increased 
signi’cantly in this virtual work environment. Wot hav-
ing employees in the o—ce reduced the opportunities for 
Lreedrick and Teanna to talk, not only with each other but 
also with the customer service team employees. Lace-to-face 
discussions could have revealed sooner when an employee was 
considering leaving, allowing Lreedrick and Teanna to speak 
with the employee and try to convince them not to leave the 
company. The employee turnover rate e2ceeded the rate under 
Teanna pre-COVID-19. 

Montezooma’s Leadership Reaction 

Aventually, the accountability challenges and complaints 
from TeannaFs team reached the desk of the Chief Puman 
Sesource O—cer (CPSO) and the Chief A2ecutive O—-
cer (CAO) of Montezooma, sparking action. Woticing the 
increase in turnover, the PS team started conducting vir-
tual e2it interviews with TeannaFs team members who had 
left. In these interviews, often-cited reasons for leaving were 
decreased morale, declined engagement, productivity, and a 
lack of healthy culture in the customer service department. 
Rdditionally, more clients decided not to renew servicesQ 
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complaints increasedQ long-term clients threatened the CAO 
to terminate their contractsQ and employee morale, engage-
ment, and productivity declined. The company also faced 
an unhealthy cultural shift. MontezoomaFs leadership recog-
nized that immediate changes were needed, as the companyFs 
’nancial stability was in 0eopardy. The CAO and CPSO 
called a meeting with Lreedrick to discuss the situation with 
his team, speci’cally within the customer service depart-
ment, and eventually brought Teanna into the discussion. 
The CPSO and CAO initiated a formal investigation into 
TeannaFs department. 

This was initially a shock to the CAO since Teanna had been 
with Montezooma for seven years, and Lreedrick for 18 years, 
with no formal complaints or known incidents. Lor two years 
before COVID-19, they had worked as a team to help the 
company grow its revenues threefold. Yiven this, leadershipFs 
’rst reaction to the new emerging challenges was not to ’re 
Lreedrick and Teanna, but to ’nd a resolution'if they were 
both willing to change their behavior and leadership e?orts. 
The CAO assigned this task to the CPSO to help turn the 
customer service department around without ’ring Lreedrick 
or Teanna. 

The CPSO and PS team met with Lreedrick and Tean-
na to discuss accountability measures and develop a plan to 
rectify the situation. The ’rst meeting began with an PS 
plan for conKict resolution and mediation between Teena 
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and Lreedrick. It was decided that a comprehensive training 
and coaching plan should be developed to provide TeannaFs 
team with counseling. This was important due to decreased 
morale and trust and cultural challenges. To rebuild culture 
and productivity, the goal was to strengthen team dynamics, 
enhance accountability, and restore organizational trust with 
both employees and customers, with the hope that this would 
once again lead to a healthier company culture. xut how did 
they go about doing thisj 5ith Teanna and LreedrickFs will-
ingness to change, the PS department implemented an ac-
countability intervention, including targeted training, lead-
ership coaching, and a conKict resolution plan tailored to 
their individual assessment needs, as outlined below. 

Targeted Training, Coaching, and ConGict Resolution

…nder the direction of the CAO, the CPSO implemented 
conKict resolution strategies for Teanna and Lreedrick. The 
training sessions covered several critical areas/

  Leadership Accountability'Lreedrick and Tean-
na learned about setting clear e2pectations, provid-
ing regular feedback, and taking responsibility for 
individual and team performance (Nollack, qZqšb).

  ConGict Resolution'They received training on 
e?ective conKict resolution strategies to address in-
terpersonal issues within the team and enhance 
communication (Hkillsoft, n.d.).
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  Soal -etting and Performance ManageN
ment'The program emphasized setting measur-
able goals, tracking progress, and maintaining con-
sistency in team accountability (PSDX, qZqZ).

Conclusion

The case of Montezooma highlights the critical need for lead-
ership accountability, particularly in a virtual work environ-
ment. LreedrickFs initial reluctance to address TeannaFs be-
havioral and performance issues resulted in declining team 
morale and customer dissatisfaction, weakening the com-
panyFs reputation. Powever, through coaching and targeted 
training sessions, Lreedrick and Teanna can gain the skills 
needed to transform their leadership approaches, fostering a 
more productive and cohesive team.

MontezoomaFs serves as a compelling e2ample for organiza-
tions navigating similar challenges. It reinforces the necessi-
ty of establishing clear e2pectations, fostering accountability 
at all levels, and eGuipping leaders with tools to e?ective-
ly manage in-person and remote employees. …ltimately, the 
case study demonstrates that leadership accountability as a 
corrective measure is a foundational element of sustainable 
organizational success.
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Teaching Ootes
-ynopsis

Montezooma, Inc., a California-based corporate customer 
service consulting company, faced a critical leadership crisis 
after transitioning from a traditional brick-and-mortar op-
eration to an entirely virtual work environment during the 
COVID-19 pandemic. This abrupt shift e2posed signi’cant 
accountability challenges, particularly within the customer 
service division led by vice president Lreedrick Thournberg 
and director Teanna Mouree.

Lreedrick struggled to manage TeannaFs problematic leader-
ship style, marked by micromanagement and credit-taking, 
which led to declining team morale and productivity. Pis 
reluctance to address these issues undermined MontezoomaFs 
long-standing culture of accountability, damaging both em-
ployee engagement and client relationships. Rs a result, the 
companyFs reputation and ’nancial stability were severely 
threatened, highlighting the urgent need for intervention.

Despite the signi’cant challenges, there is hope for Mon-
tezooma. The company can restore its culture and ’nancial 
stability by implementing targeted leadership training and 
renewing accountability measures. This case study o?ers in-
sights into the crucial role of accountability in maintaining 
high-performance teams in a virtual work environment.
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Purpose of the Case -tudy

The purpose of this case is to demonstrate the detrimental 
impact of failing to uphold leadership accountability dur-
ing the transition to a virtual work environment and how 
structured interventions can mitigate the negative conse-
Guences. LreedrickFs inaction weakened his team&s e—ciency 
and set a precedent for tolerating underperformance. Rd-
dressing these leadership shortcomings reGuired structured 
interventions, including accountability training and conKict 
resolution strategies, to restore workplace cohesion and op-
erational e?ectiveness. Rpplying this in the new virtual work 
environment creates another layer of comple2ity in imple-
mentation. 

Learning Dutcomes

xy the end of this case study, readers will have gained practical 
strategies to enhance leadership e?ectiveness, proactively ad-
dress workplace conKicts, and implement training solutions 
that strengthen accountability, foster healthy team morale, 
and boost productivity in virtual work settings. Rt the end of 
this case, readers should be able to/ 

1. Wejne the conseGuences of a leaderFs failure to address 
to2ic behaviors and enforce accountability, including impacts 
on team morale, productivity, ’nances, and organizational 
culture. 
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q. -ummarize the key challenges of resolving conKicts and 
mediating disputes in virtual work environments and their 
impact on team performance and client relationships. 

7. Illustrate how leadership accountability and proactive 
conKict resolution strategies can improve team cohesion and 
workplace outcomes in virtual settings. 

Leadership and Accountability in Changing vorkN
places

This case study can be applied in academic and organiza-
tional settings to e2amine the challenges faced by a company 
that lacks accountability for a manager but then transitions 
to a remote, virtual, or hybrid work environment. The case 
can also be used to facilitate discussions in academic settings, 
linking theoretical concepts with real-world applications in 
leadership and accountability. In a business setting, human 
resources professionals and trainers can utilize the case to 
develop actionable employee plans within organizational set-
tings, enhancing leadership e?ectiveness and accountability 
practices during changes in the workplace environment.

The Teaching DbUectiVes of the Case:

1. Rnalyze the challenges a company faces when transi-
tioning to a virtual work environment, including the 
impacts on productivity, morale, and organizational 
culture.
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q. Rssess the e?ectiveness of accountability mea-
sures implemented by leadership in organizational 
change.

7. A2amine change management frameworks and their 
role in guiding the transition to virtual work envi-
ronments.

š. Loster critical thinking by identifying potential gaps 
in leadership strategies and proposing alternative 
approaches to improve accountability and team dy-
namics.

8. Ancourage problem-solving skills by designing prac-
tical solutions to address organizational challenges 
outlined in the case study.

These ob0ectives aim to create a comprehensive learning e2-
perience that bridges theory and practice while emphasizing 
critical thinking and problem-solving. 

Teaching Approach

To initiate engagement, instructors and trainers can pose 
thought-provoking, opening Guestions tailored to the audi-
ence level/

  Hndergraduate'Locus on foundational leader-
ship concepts and simple applications of the Virtu-
al Eeadership Lramework. …se guided activities to 
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introduce critical thinking and team-based problem 
solving. 5hat challenges might leaders encounter 
when transitioning to a virtual or remote work envi-
ronmentj Pow could these impact team dynamicsj

  Sraduate'Incorporate theoretical depth, such as 
frameworks for change management and leadership 
styles, alongside practical applications. Pow can the 
Virtual Eeadership Lramework help leaders main-
tain accountability while navigating organizational 
changesj

  Professional WeVelopment'Nrioritize actionable 
insights and real-world applications. Amphasize 
problem solving for speci’c challenges participants 
may face in their organizations. 

Ancourage participants to share their initial reactions and in-
sights to establish a connection between their personal e2pe-
riences and the case study content.

Sroup ActiVities

  RoleNPlay -cenarios'Divide participants into 
groups and assign roles (e.g., CAO, CPSO, PS 
manager, team leader, employee). …sing the case 
study, each group will develop and present a plan to 
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resolve a speci’c challenge faced during the transi-
tion (e.g., holding managers accountable or address-
ing employee burnout).

  Qirtual or 1ybrid Leadership -imulaN
tion'Challenge groups to design leadership strate-
gies while adapting to shifting variables, such as sud-
den remote work directives or team conKicts. Incor-
porate elements of the Virtual Eeadership Lrame-
work, such as communication and trust-building 
techniGues.

IndiVidual ActiVities

  Webrief Wiscussions'Lacilitate reKective discus-
sions after the case activity. Rsk participants to share 
what they have learned and evaluate the e?ectiveness 
of their proposed solutions. Ancourage connection 
to the Virtual Eeadership Lramework and its role in 
accountability and successful change management.

  Action Plans'Narticipants can create actionable 
leadership plans tailored to their conte2ts, applying 
insights from the case study and relevant theoretical 
frameworks. This ensures retention and relevance of 
learning beyond the session.
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  Case -tudy Analysis Report'Rssign a brief re-
port analyzing the case study and proposing strate-
gies based on the Virtual Eeadership Lramework. 
This task helps consolidate theoretical understand-
ing and practical application.

These activities encourage critical thinking and problem solv-
ing, emphasizing the application of theoretical concepts and 
leadership strategies in real-world scenarios.

Wiscussion .uestions

1. Considering the identi’ed critical areas, what are 
the key components of a comprehensive targeted 
training, coaching, and conKict resolution plan for 
Lreedrick and Teannaj 

q. 5hat could be the potential outcomes of this com-
prehensive targeted planj 

7. 5hat special considerations should this plan include 
in a virtual work environmentj 

Case discussion Guestions can be added to the above primary 
Guestions based on the purpose of using the case. Discus-
sions can be used to achieve the learning ob0ective, tailored to 
various learning ob0ectives, and adapted to multiple conte2ts 
(online or in person). 
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1. Pow can leaders strike a balance between account-
ability and empathy when managing resistance to 
change within a virtual work environmentj

q. Pow might inconsistent accountability enforce-
ment among managers a?ect employee morale and 
organizational culture during the transition to vir-
tual workj

7. 5hat strategies can be implemented to ensure ac-
countability in virtual work models without micro-
managing or compromising employee autonomyj

š. Pow does the shift to virtual work reshape tradi-
tional metrics for evaluating leadership performance 
and accountabilityj

8. 5hat are the potential long-term conseGuences of 
neglecting leadership accountability during organi-
zational change periods, and how can these be miti-
gatedj

These discussion Guestions encourage critical thinking, de-
bate, and reKection on both theoretical concepts and prac-
tical applications, providing opportunities to e2plore diverse 
perspectives. 
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-uggested -olutions

w? Considering the identijed critical areas, Bhat are the 
key components of a comprehensiVe, targeted training, 
coaching, and conGict resolution plan for Teanna and 
FreedrickE 

Teanna’s xehaVior and Leadership Training Plan

  xehaVioral Coaching'One-on-one coaching ses-
sions will help address her to2ic leadership behav-
iors, micromanagement, manipulation, and belit-
tling. These sessions will emphasize the negative im-
pact of these behaviors on team morale, trust, and 
productivity and the need for training in empathetic 
leadership in order to deeply understand her team 
emotionally and intelligently and rebuild their trust 
(Eofgren, qZq8). 

  Leadership WeVelopment'Anrolling in a lead-
ership program focused on emotional intelligence, 
conKict resolution, and e?ective team management 
will help her recognize the importance of construc-
tive feedback, delegating tasks, and empowering her 
team instead of controlling them (Packing PS 
Team, qZqš). 

  Accountability and Performance ManageN
ment'Anrolling in an online accountability train-
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ing course will help Teanna hold her teams account-
able peacefully and e?ectively without resorting to 
manipulation or intimidation (Nollack, qZqša).

  Customer -erVice 23cellence Training'This 
training program should help her improve com-
munication skills and customer interactions. It 
should also encourage her to acknowledge her teamFs 
achievements instead of taking credit for their work, 
enhancing team motivation and cohesion (xullwin-
kle, qZqš). Hhe will learn how to enhance client rela-
tionships by fostering trust within her team, leading 
to more authentic and e?ective customer engage-
ment (Hkillsoft, n.d.).

Freedrick’s Accountability and Leadership Training 
Plan

  ConGict Resolution and Wiqcult ConVersaN
tions: 5orkshops held by Lreedrick to address per-
sonnel issues will help Teanna learn techniGues for 
assertive communication, active listening, and pro-
viding constructive feedback to employees e2hibit-
ing disruptive behaviors (Yould Training, n.d.). 

  Leadership Conjdence and Wecision Making: 
A2ecutive coaching sessions and practicing sce-
nario-based decision making will enhance 



OVASCOMIWY RCCO…WTRxIEIT4 CPRE6 1J9

LreedrickFs ability to enforce company policies (Pubble, 
qZq8). 

  Performance Management -trategies: Htruc-
tured employee evaluations with regular feedback 
loops will prevent future managerial lapses. This 
training covers performance review best practices, 
goal setting, and monitoring employee progress 
(Eitzenberger, qZqš). 

  Cultural and Team Wynamics Training: 
Through cultural competency training, Lreedrick 
will develop strategies for cultivating a virtu-
al-friendly culture that balances Ke2ibility with ac-
countability, enhancing team morale and produc-
tivity to adapt e?ectively to evolving work dynamics 
(Eiddell, qZqš).

  Mentorship and WeVelopment: Mentorship will 
help employees gain valuable insights into handling 
comple2 leadership challenges, reinforce a culture of 
accountability, and improve employee engagement, 
fostering a stronger bond based on trust and mutu-
al respect (Rndrews, qZqš). Eike Teanna, Lreedrick 
will enroll in an online leadersF accountability train-
ing course to learn how to peacefully and e?ective-
ly hold himself and his team accountable (Nollack, 
qZqša). 
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K? vhat are the potential outcomes of this comprehenN
siVe, targeted planE

Lreedrick and Teanna completed the assigned training ses-
sions and Guickly began applying their new skills. Morale 
began to be restored as employees witnessed positive changes 
in leadership and management. Lreedrick used the following 
structured training sessions to get the department back on 
track and rebuild morale (A2pert Nanel, qZq8)/

  Communicating clear e2pectations by de’ning nec-
essary tasks, nonnegotiable reGuirements, and dead-
lines.

  Implementing accountability frameworks to foster 
a culture of ownership, responsibility, and commit-
ment.

  Ancouraging self-motivation by training Teanna to 
uphold her commitments to herself and the team.

  Hetting measurable ob0ectives and deadlines to en-
sure progress and completion.

  Lostering peer accountability by pairing team mem-
bers to track progress and provide feedback.

Rs TeannaFs performance improved, the team bene’ted. 
Teanna improved in managing her team, fostering collabo-
ration, consciously reducing o—ce gossip, and engaging in 
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positive, professional conversations with her team, colleagues, 
and customers. Hhe became more accountable for her actions, 
took ownership of her performance, attended virtual meet-
ings regularly, met deadlines, and communicated e?ectively 
with her team to work toward a more professional and re-
spectful work environment (Nollack, qZqša). 5ith Teanna 
focused on delivering high-Guality service and maintaining 
clear communication, customer complaints decreased, and 
positive feedback increased. The companyFs reputation for 
e2cellent customer service was restored, and the departmentFs 
overall performance improved (Nollack, qZqša). 

Lreedrick, who previously struggled with conKict and ac-
countability, became more con’dent in his leadership role. 
Lor Lreedrick, the coaching and training sessions in leader-
ship development, customer service, and conKict manage-
ment improved and re’ned his leadership style, eGuipping 
him to promptly provide constructive feedback, address per-
formance issues, and promote accountability within his team 
(Nollack, qZqšb). 5ith a ’rmer grasp of leadership account-
ability, Lreedrick set more precise e2pectations and guided 
Teanna and his employees toward improved performance. 

=? vhat special considerations should this plan include 
to e>ectiVely address the uni?ue challenges and opporN
tunities in returnNtoNBork and hybrid Bork enVironN
ments, considering Various companies and industriesE



EARDASHPIN LOS R WA5 5OSED1Bq

The primary consideration is that all planned activities and 
training will be conducted virtually. Rny training selected 
should reGuire participants to pass a Guiz or submit a written 
report to ensure they were actively engaged in the training and 
demonstrated comprehension of key concepts. Considering 
the seriousness of the situation, these check-ins should be 
monthly for the ’rst si2 months to ensure su—cient progress 
tracking. 

Customer service department employees should be surveyed 
periodically for the ’rst si2 months to ensure progress is made 
on the department culture. Hince this is a virtual environ-
ment, the CAO and PS cannot visually see that the environ-
ment is improvedQ therefore, they must have responsive data 
from employees of an improved environment. 

@ey Terms

Change Management: The systematic approach of dealing 
with the transition or transformation of an organizationFs 
goals, processes, or technologies (Panna et al., qZqš).

ConGict Resolution: The process that two or more parties 
use to ’nd a cordial solution or resolve a problem, creating 
a positive work environment based on communication and 
trust (Intuit Mailchimp, n.d.).
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2mployee Performance: Describes how well employees 
complete their duties and contribute to the organizationFs 
success, including e—ciency, productivity, and Guality of 
work (Eitmos, qZq8).

“1ealthy” vorkplace Culture: R culture in which em-
ployees feel safe, valued, and have growth opportunities. It is 
characterized by open communication, mutual respect, and a 
sense of community (Hpartaco, qZqš).

Leadership Accountability: 5hen employees in a manage-
ment or leadership role hold themselves accountable for their 
actions and decisions, they are responsible for their teamFs 
successes and failures (Indeed, qZqš).

Targeted Training: Sefers to a planned set of activities to 
enhance employee skills and leadership behaviors reGuired to 
achieve broader business goals (Hharma, qZqq). 

-upplemental Resources

Center for Pybrid and Virtual Organizations
www.chvo.nu.edu

Sawlings, M., Rllen, x., xakari, M., Lrame, R., Earsen, E., 
Menefee, H., Sichie, ”., Handers, S., 5hite, Y. (Ads.) (qZqš). 
Winning in the virtual workplace: 10 Experts reveal how to 
lead your remote team to success. (https/SSwww.amazon.com
SdpSxZD11TqNx7)
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Navigating the 
Continuation of a Hybrid 
Work Environment in a 
Hospital Setting

Eugene Wilkerson, PhD, SPHR and                        
Rochelle L. Cason-Wilkerson, MD

T he University of New Haven is located in a western 
state, in a city with a population of two million. New 

Haven is a “research one” institution with a medical school 
and various nationally ranked departments. The New Haven 
Hospital is attached to the university and is a magnet for 
physicians who seek a research career or an inpatient hospital 
setting.

A few months before the COVID-19 pandemic, New Haven 
Hospital developed a strategic plan to transform 10% of its 
healthcare services into telehealth over the next Gve years. 
Once implemented, the hospital planned to study the impact 
of telehealth on patient care and evaluate whether expansion 
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was an option. The COVID-19 crisis forced the hospital to 
accelerate its plans and create a 100% telehealth environment 
within eight weeks. 

Now, four years after the pandemic, the hospital faces vari-
ous organiMational challenges.  Telehealth is popular among 
patients because of its convenience, yet many doctors remain 
uncomfortable with the technology. (any providers )physi-
cians and nurse practitionersq have expressed concerns about 
the 2uality level of patient care. This has caused the hospital 
to propose a strategic plan to reduce the telehealth patient 
population to no more than 10% within the next 1— months.  

An emphasis on face-to-face patient care is believed to im-
prove patient care. The shift away from telehealth has in-
creased the attrition rate among staSPregistered nurses, 
medical assistants, certiGed nurse assistants, schedulers, front 
desk staS, and IT supportPwho beneGted from telehealth, 
as it expanded opportunities to work from home. They are 
leaving for opportunities at other hospital systems that have 
embraced telehealth. 

Introduction 

Dr. Charles Jmith, Lresident of New Haven Hospital, is con-
tacting Rones and Rones Consulting to assist with several hu-
man resources and organiMational development issues. )Llease 
see the letter below for case details.q Integrating telehealth 
into the outpatient environment is central to several human 
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resources and organiMational development issues he seeks to 
solve. Dr. Jmith is attempting to balance the expectations 
of a complex patient population that desires to receive the 
highest 2uality care in the most convenient manner possible. 
Telehealth is a popular option among much of the patient 
population. In addition, he is managing the expectations of 
several internal stakeholders who have diSering views on the 
value of telehealth.  

Dr. Jmith reports to the University of New Haven3s presi-
dent, who advocates for new technology and innovation. The 
providers at the hospital have raised several concerns about 
their ability to provide 2uality patient care using telehealth. 
Yor hospital staS, telehealth is popular, as it allows for more 
opportunities to work from home, creating a better work-life 
balance.

…our task is to )1q identify the human resources and orga-
niMational problems that existed before COVID-19/ )—q un-
derstand the issues surrounding the integration of a virtual 
environment into a traditional face-to-face environment/ and 
)Qq propose human capital, communication, and process-re-
lated solutions that address the issues you see at a leadership, 
customer, and employee level.  
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Email from President to Consultant—Con-dential InD
ternal Aocuments Included

Dear Rones and Rones, 

(y name is Dr. Charles Jmith, and I have been the Lresi-
dent of New Haven Hospital for the last 10 years. (y back-
ground includes thirty years of experience in various roles 
within my sub-specialty of anesthesiology, including depart-
ment chair and dean of the Jchool of (edicine. I served as 
Lrovost5Fxecutive Vice Lresident for Academic ASairs for 
seven years before being appointed hospital president. This is 
how I met Dr. Theo …oung, Dean of the Jchool of (edicine 
at 4ueens Hospital in Vancouver, Canada, who referred me 
to you. He has spoken highly of your work with his hospital, 
which addressed their human resources and organiMational 
development challenges. Our hospital will beneGt from your 
expertise. 

New Haven Hospital is an academic hospital focused on im-
proving the health of our community. It is located in Haven-
sport, an urban center of —.$ million people surrounded by 
an expansive rural community of 1.$ million. The hospital 
has 10—6 faculty and providers, two-thirds in clinical roles and 
one-third in academic medicine and research roles. The com-
munity has $—Q part-time faculty and providers and many 
private practice physicians with part-time appointments and 
hospital privileges.
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According to the last Gnancial audit, the hospital generated 
B9$0 million in revenue from patient care, other services, and 
grants in the last Gscal year. …ear over year, revenues are down 
approximately B10,000,000. ;e are considering limiting the 
number of (edicaid patients we accept due to low reim-
bursement for service. The operating expenses are increasing 
and are estimated to reach B900 million next year. The hospi-
tal3s assets total B& billion, while liabilities are approximately 
B— billion.  

In addition to the main hospital campus in Havensport, there 
are four satellite campuses. The Wakeside Campus is Q0 miles 
north of the main hospital but within the Havensport (et-
ropolitan area. The Jouthport Campus is located &0 miles 
south in the city of Talens. These locations have substantial 
staS with inpatient capabilities. The Fast ’egional Campus 
is located 70 miles from the main hospital in a rural com-
munity of less than —0,000 people. This outpatient facility is 
staSed (onday to Yriday with nurse practitioners, who serve 
as the providers, and other staS, including nurses and front 
desk personnel. There are exam rooms where patients can 
see primary care and sub-specialists via telehealth. The ;est 
’egional Campus is located &0 miles from the main hospital 
in a community of 10,000 people and has outpatient facilities 
and stajng similar to the Fast Campus.  

The organiMational structure at the University of New Haven 
is complex. As Lresident, I report to the New Haven Hospital 
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:oard of Directors. There is also a dotted-line reporting re-
lationship to the University of New Haven Lresident, :rent 
(artineM, who was appointed to the role approximately six 
months before COVID. Lreviously, he spent —$ years with 
Lroctor and Eamble in various leadership and executive posi-
tions in the Watin American Division, eventually serving as its 
Lresident. He served as L#E3s Chief Innovation Ojcer and 
then Chief Operating Ojcer before New Haven University 
recruited him.  

;ith a wealth of private sector experience, Lresident (ar-
tineM has emphasiMed technological innovation, introduced 
data-driven user experience principles to our patient and cus-
tomer service eSorts, and enhanced the university brand by 
focusing on marketing. (y counterparts at the university lev-
el include the Fxecutive Vice Lresident of Human ’esources, 
Fxecutive Vice Lresident of Technology and Innovation, Fx-
ecutive Vice Lresident of Yinance and Operations, and the 
Lrovost5Fxecutive Vice Lresident of Academics.  

As hospital Lresident, my direct reports include the Vice 
Lresident of Human ’esources, Vice Lresident of Technol-
ogy and Innovation, and Vice Lresident of Yinance and Op-
erationsPall counterparts but technically one executive level 
below the executive staS at the university level. I do not have 
a Vice Lresident of Academics/ however, the Dean of the 
Jchool of (edicine has a dotted-line reporting relationship 
with me to Gll that role. His name is Dr. Lhillip ;right. His 
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academic discipline is also anesthesiology, and he technically 
reports to the provost, Zust like the other school deans.   I 
work closely with Dr. ;right, and we ensure the hospital and 
medical school operate ejciently. New Haven Hospital and 
the Jchool of (edicine embedded within it generate more 
revenue than the other academic schools combined. Eener-
ally, z0% of our departments are focused on primary care, 
such as family practice, internal medicine, and pediatrics. 
The remaining Q0% include sub-specialties such as cardiology, 
surgery, and gastroenterology. As dean, Dr. ;right3s direct 
reports include the Associate Dean of Lrimary Care, the As-
sociate Dean of Jub-Jpecialty Care, the Assistant Dean for 
Academics and Accreditation, the Assistant Dean for Tech-
nology and Innovation, an Assistant Dean of Human ’e-
sources, and an Assistant Dean of Yinance and Operations.    

Dr. FliMabeth ’alet is the Lrovost, and her tenure at New 
Haven University spans twenty-Gve years. Jhe was appointed 
to this position when I moved into the role of hospital pres-
ident and is the academic leader for all four schools within 
the university. In addition to the Jchool of (edicine, the 
University of New Haven has a Jchool of Lharmacy, Jchool 
of Nursing, and Jchool of Lublic Health. Dr. ’alet comes 
from my sub-specialty of anesthesiology. Jhe is an established 
researcher and published author who is well-respected in the 
academic community. I am grooming her to be my successor, 
as I retire in 17 months.
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Now that I have given you some background, I want to 
highlight some of our issues. The university has an unojcial 
practice of promoting people from within the organiMation. 
Yor example, the Associate Dean of Jub-Jpecialty Care will 
likely succeed Dr. ;right as Dean of the Jchool of (edicine. 
Her background is in anesthesiology. This approach ensures 
continuity of leadership and the continuation of our strong 
culture of consensus building. 

As a leader, Lresident (artineM believes that internal compe-
tition fosters innovation and creates opportunities for better 
customer interactions. At times, this philosophy is at odds 
with the traditional academic culture of New Haven Uni-
versity. The school deans are experienced and have worked 
together for seven years, and I am starting to see elements of 
competition in their interactions. This is a concern for me.  

…ou will also see a signiGcant level of alignment between the 
positions at the university, hospital, and school levels. ;e have 
an Fxecutive Vice Lresident of Technology and Innovation, 
Vice Lresident of Technology and Innovation, and Assistant 
Dean for Technology and Innovation.  Lresident (artineM 
created these new positions when he arrived a few months 
before the COVID crisis. These roles also exist within the 
Jchools of Lharmacy, Nursing, and Lublic Health. 

Lre-COVID, these positions were extremely valuable. New 
Haven Hospital developed a strategic plan to transform 10% 
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of its healthcare services into telehealth over the next Gve 
years. Once implemented, the hospital planned to study the 
impact of telehealth on patient care and evaluate whether 
expansion was an option.  

The COVID crisis forced the university to accelerate its 
plans and create a 100% telehealth environment within eight 
weeks. The accelerated move toward telehealth was primar-
ily top-down. The CFO made the case, and the Fxecutive 
Vice Lresident of Chief Technology and InnovationPalong 
with the Vice Lresident of Technology and Innovation and 
the Assistant Deans of Technology and InnovationPacted 
2uickly to ac2uire hardware and establish basic processes to 
facilitate communication between physicians and patients. 
The primary care and sub-specialty department heads were 
responsible for scheduling.  

Our focus on the mission and the situation3s urgency allowed 
us to move 2uickly. Leople understood that we had no time 
to debate the pros and cons of this change. ;e had to keep 
moving forward and Ggure it out. This was a monumental 
achievement that re2uired a signiGcant amount of dedication 
from all employees. ;e were able to meet the needs of our 
patients during a crisis. ;hile it is not popular to say, the 
reality is that their eSorts saved the hospital Gnancially.  

Lost-COVID, the hospital environment, under my direc-
tion, began to migrate away from telehealth. ;e gradually 
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integrated face-to-face appointments into our schedule six 
months after the initial move to 100% telehealth. Jub-special-
ists were the Grst to change their schedules. The complexity 
of the patients3 cases re2uires that they receive priority. They 
were back to 100% face-to-face appointments within three 
months. Lrimary care moved slower, increasing face-to-face 
appointments by 10% each month for the next seven months. 
The decision was made to keep Q0% of all appointments as 
telehealth. This has caused several issues?

  Nurses and staS? Turnover has increased by 100%. 
This employee population appears to prefer the 
telehealth environment. Our exit interviews suggest 
they are leaving and will accept less money for the 
convenience of working from home.  

  Nurse practitioners? Turnover has increased by 6—%. 
Approximately z&% of the patient care in the satellite 
campus is provided by this patient population. This 
group prefers the telehealth option. 

  Lhysicians? The turnover among this employee 
group has remained steady. This employee group 
has resisted the move toward telehealth, as they have 
concerns about the 2uality of patient care.

  The dean of the (edical Jchool agrees with the fac-
ulty.  
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In my opinion, the problem resides with the emphasis on 
telehealth. Lost-COVID, these technology and innovation 
positions have been the source of great concern. ’eporting 
to me within the hospital, there have been three Vice Lres-
idents of Technology and Innovation in the last Gve years. 
They have a dotted-line relationship with the Fxecutive Vice 
Lresident of Technology and Innovation. The Vice Lresident 
of Technology and Innovation, who reports to me, has an 
(:A from Vanderbilt University and has spent 10 years as 
an IT proZect manager for various startup companies. This is 
the only position on my team not Glled by someone with a 
terminal degree. There has been similar turnover within the 
role at all levels of the organiMation. 

I believe those working under the Fxecutive Vice Lresident 
of Technology and Innovation Ojcer became accustomed 
to making decisions that impact faculty, physicians, and pa-
tients without securing feedback. I would often hear about 
technology changes after the decisions were already made. 
There is a focus on technology upgrades, which often has 
unintended conse2uences for day-to-day patient interactions. 
There was very little talk of providing training when new 
platforms were integrated. Deans and department heads were 
expected to work with the integration specialists from the 
software provider to ensure training occurred.  

To secure feedback on the changes that resulted from 
COVID-19, the university implemented a series of surveys. 
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Llease see Appendix A, which contains six of the most con-
cerning 2uestions from the original Q0-2uestion survey. Ap-
pendix : contains all the 2uestions asked in a pulse survey 
sent to patients. As president, I am attempting to balance 
the re2uests of a clearly evolving patient group that desires 
to receive patient care in the manner that is most convenient 
for them. At the same time, I need to address the divide 
among the employee groupPproviders and staSPas well as 
the divide between primary care and sub-specialists, who have 
diSerent views regarding telehealth.

In my recent strategic plan, I announced an eSort to move 
90% of all patient care to a face-to-face environment. (y 
approach does not Gt with the CFO3s vision/ however, the 
physicians are the backbone of the hospital, and I take their 
opinions very seriously. They have my support.  

Attachments in the form of two appendices are enclosed, to 
which the following conGdentiality statement applies.  

CONFIDENTIALITY NOTICE: The content of this e-mail, 
along with any attachments, is covered by state and federal law 
governing electronic communications and may contain confi-
dential and legally privileged information. The information 
is intended only for the use by the individual or entity named 
above. If you are not the intended recipient, you are hereby no-
tified that any disclosure, copying, or distribution or the taking 
of any action in reliance on the contents of this e-mailed infor-
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mation is strictly prohibited. If you have received this e-mail in 
error, please contact the sender and delete the e-mail and any 
attachments from all computers. 

I look forward to hearing from you about possible next steps.  

Charles Jmith, (D
Lresident, New Haven Hospital

pxxendi: pO vwerwiey of EmxloSee vxinion BurweS

The New Haven Hospital and the (edical Jchool conducts 
employee opinion surveys every three years. These surveys are 
an important source of feedback for leadership. The comple-
tion percentage was approximately $0%.  

An outside consultant facilitates survey administration. The 
consultant created a bank in 2uestions that fall into 10 cat-
egories? )1q leadership, )—q total rewards, )Qq climate5culture, 
)6q engagement, )$q collaboration, )&q communication, )zq 
working conditions, )7q training and development, )9q per-
formance appraisals, and )10q compensation. Yor each survey 
cycle, only Gve categories are analyMed. The last survey was 
conducted two years ago and included the following cate-
gories? )1q climate5culture, )—q communication, )Qq customer 
satisfaction, )6q engagement, and )$q training and develop-
ment.  

A Wikert scale is used with the following response options? 
strongly disagree, disagree, neutral, agree, and strongly agree. 
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Lartial results are reported below, along with comments that 
were deemed important by the hospital president. Yor this 
survey, providers are physicians and nurse practitioners. JtaS 
are registered nurses, medical assistants, certiGed nurse assis-
tants, schedulers, front desk staS, and IT Jupport.  

1. Climate5culture? I am respected and valued here.

  z1% of providers agreed or strongly agreed.  

  69% of staS agreed or strongly agreed.

—. Communication? This organiMation encourages 
open communication. 

  $1% of providers agreed or strongly agreed.

  61% of staS agreed or strongly agreed.

Q. Customer? The organiMation is committed to im-
proving the face-to-face customer experience.

  Q1% of providers agreed or strongly agreed.

  Q$% of staS agreed or strongly agreed.

6. Customer? The organiMation is committed to im-
proving the telehealth customer experience.

  Q—% of providers agreed or strongly agreed.

  Q&% of staS agreed or strongly agreed.
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$. Fngagement? (y organiMation makes good use of 
my skills and abilities.

  z0% of providers agreed or strongly agreed.

  Q$% of staS agreed or strongly agreed.

&. Training and development? I receive the training I 
need to do my Zob well.

  $1% of providers agreed or strongly agreed.

  Q$% of staS agreed or strongly agreed.

z. Llease provide us with your thoughts and sugges-
tions on how we can make our hospital more suc-
cessful. Llease know that identiGable information 
such as your name will not be used to report survey 
results or comments.  

a. Comment K1PThis employee is a pediatric 
nurse practitioner. “I have been employed at 
New Haven Hospital for over 10 years. I am 
planning to leave within the next few months. 
Llenty of Zobs for people with my skill set will 
allow me to work from home.  I am willing to 
take less money for the convenience. :alancing a 
career and family is dijcult. I don3t think people 
realiMe the stress and cost of driving to work daily 
in a busy city.”    
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b. Comment K—PThis employee is a primary care 
doctor. “I left a private practice to come to this 
university and work with underserved popula-
tions. I believe telehealth is compromising the 
2uality of our patient care. Yor a Q0-minute tele-
health appointment, I spend 10 minutes navi-
gating technology issues. This is supposed to be 
done by staS before the patient is let into my 
Xoom room. (any patients use cellular service 
or free ;i-Yi when connecting for an appoint-
ment. These services are unreliable, but our pop-
ulation has no choice, as paying for ;i-Yi is an-
other bill many cannot aSord. I am excited that 
we are returning to a 100% face-to-face model of 
care.”

c. Comment KQPThis employee is a primary care 
doctor. “I hate telehealth. I understand why we 
had to use it during COVID. However, we were 
never really trained on how to use this technol-
ogy. The constant upgrades are a problem. ;e 
need either better training or a return to a 100% 
face-to-face model of care.”

d. Comment K6PThis employee is a sub-specialist 
doctor. “Things are going great.  COVID seems 
like a minor issue now, as we resumed our normal 
approach to care three or four years ago.”
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e. Comment K$PThis employee is a primary care 
nurse. “I love the mission of this hospital. I come 
from an underserved, diverse background and 
appreciate the opportunity to contribute to my 
community. ;hile telehealth has its challenges, I 
love this model of care. (y biggest issue is tech-
nology. Nurses spend a signiGcant amount of 
time helping patients address technology issues. 
This is not my Zob.”  

f. Comment K&PThis employee is an IT support 
professional. “;hen I was hired six years ago, my 
Zob was to help patients navigate the electronic 
medical records and electronic pay system. After 
COVID, my Zob now includes troubleshooting 
technology issues related to Xoom for customers 
on various computer systems and mobile de-
vices. I am not trained for this type of work. The 
doctors don3t know anything about computers 
and don3t want to learn. They should help the 
patient and stop relying on people like me to 
address every issue.”  

pxxendi: RO vwerwiey of Customer BurweS Tesxonses

During the Grst three months of the year, the Jchool of (edi-
cine conducted a pulse survey to understand the customer ex-
perience in our hospitals. The survey is sent via text to patients 
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immediately after a visit with their primary care physician. 
;e serve over 1.$ million patients every year. Two months 
of results from approximately —0,000 respondents have been 
analyMed and are outlined below.    

1. ;as your appointment via telehealth or face-to-faceR

a. z$% of the appointments were face-to-face.

b. —$% were telehealth.

—. I would like to choose between telehealth and 
face-to-face visits. )…es or noq

a. 7z% yes

b. 16% no

Q. ’ate your interaction with the doctor and ojce staS 
during the face-to-face visit. 

)Lositive, neutral, or negativeq

1. zQ% positive

—. 1—% neutral

Q. 1$% negative

)Lositive, neutral, or negativeq

1. &—% positive
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—. 1z% neutral

Q. —1% negative

)…es or noq

1. zQ% yes

—. —z% no

)…es or noq

1. &7% yes

—. Q—% no

Conclusion

OrganiMations across the United Jtates are struggling with 
technology integration and its impact on human capital. Sey 
issues include balancing new communication platforms with 
existing human capital within the organiMation and enhanc-
ing the overall customer experience.  Yurther rapid advances 
in technology create skills gaps for workers and customers. 
This is a challenge that organiMations must solve to increase 
proGtability. The organiMational environment can become 
volatile when resistance to change from the internal work-
force and external customers is not eSectively managed.
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heacginN Lotes
BSnoxsis

The main issues with the case study revolve around four areas? 

1. Understanding the organiMation3s historical context 
and cultural dynamics is essential. Jtudents are ex-
pected to conduct a foundational analysis that iden-
tiGes the organiMation3s cultural typology, structural 
framework, and prevailing leadership models.  

—. The implications of nepotism warrant careful con-
sideration, as they can signiGcantly impact work-
force morale, e2uity, and long-term performance 
outcomes.  

Q. The evolution of communication practices, partic-
ularly in response to technological advancements, 
represents a critical area for organiMational assess-
ment and strategic planning. 

6. The appendix oSers valuable insights designed to 
support the organiMation3s commitment to contin-
uous improvement and informed decision making.
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kearninN vutcomes

:y the end of this case, readers should be able to?

1. AiaNnosis the organiMational culture of the organi-
Mation.

—. Ewaluate worker development surrounding tele-
health in a hospital3s COVID and post-COVID en-
vironment. 

Q. Ewaluate the implementation of new technology re-
lated to telehealth in the COVID and post-COVID 
environment.

6. hginQ critically about the current telehealth envi-
ronment and how best to address lingering issues 
that still impact physicians3 ability to provide excep-
tional patient care.

heacginN pxxroacg

Instructors should consider leading students toward solving 
the problem by examining interactions at the leadership, em-
ployee, and customer levels. At the leadership level, interac-
tions among the leaders, between leaders and employees, and 
the leadership understanding of the customer base are im-
portant. At the employee level, their lack of engagement with 
leadership, the competitiveness within the employee group, 
and their belief that they cannot eSectively impact the health 
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of their patients are concerns. Yor customers, the largest issues 
are the hospital3s lack of understanding of their social issues, 
the superGcial customer survey, and poor communication. 
JpeciGc instructor notes are included at the end of each para-
graph.  

Aiscussion )uestions

Discussion question #1 is connected to LO #1.

The Grst four paragraphs are background. New Haven Uni-
versity is very important to the state and local economy and 
community. They are Gnancially stable/ however, they have 
signiGcant debt. Jhifting political winds can move them from 
proGtable to unproGtable in a short period of time. The 
board of directors is deeply concerned about this and seeks 
a president with substantial experience in managing bud-
gets and overseeing large-scale operations. They are less con-
cerned about academic 2ualiGcations and culture. AnalyMe 
the thinking of the board. ;hat are the pros and cons of their 
approachR How will this impact the organiMation in Gve yearsR  
How will this aSect the culture of an academic institutionR

Discussion question #2 is connected to LO #1 and #2.

Talk about the pros and cons of a culture emphasiMing inter-
nal promotions. Talk about the impact of nepotism on cul-
ture and the need for succession planning. There is a balance 
between creating continuity and the need for new ideas from 
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people with diSerent experiences. ;hy does the president 
emphasiMe competition versus consensusR Is this a problemR 
How would you characteriMe or categoriMe the organiMational 
structure of the hospitalR  

Discussion question #3 is connected to LO #1, #2, and #3.

Lrior to COVID-19 and during the pandemic, the technolo-
gy and innovation positions were valuable. Lost-COVID, the 
positions have become a nuisance. ;hyR Is there some elitism 
at playR The competitive nature of someone from the private 
sector may not mesh with the consensus-building approach 
of someone from academia. The hospital president and deans 
are not invested in the success of the individuals they hire for 
this role, which contributes to the turnover issues. How do 
you help clarify the roleR ;hat were the hiring re2uirements 
for this positionR ;ho developed themR How was the role 
deGned within each schoolR How do you address the turnover 
issuesR

Discussion question #4 is connected to LO #3 and #4.

The one-way communication that allowed for the accelerated 
implementation of technology worked only for a short period 
of time. There was no engagement with faculty along the 
way. ;as this appropriate during a crisisR The organiMation 
believed it was, and people went along with itPor were they 
frustrated and decided to check out mentallyR ;hat is the 
experience level of the people developing the processesR Did 
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they secure feedbackR How was the information communi-
catedR The senior leadership did not establish feedback loops 
as new technology was introduced. Yurther, they did not 
solicit feedback regarding current processes.  They stayed in 
crisis mode, making decisions 2uickly and without input.  

Discussion question #5 is connected to LO #3 and #4.

;ill the decision by the president Gx the issues outlined above 
or make them worseR ;hat type of strategic planning process 
did he followR ;hy implement a plan not supported by the 
CFOR The president did not clearly communicate the deci-
sion regarding the reintegration of face-to-face patient care. 
He seems to have a bias towards sub-specialists.

BuNNested Bolutions

Wet us discuss the possible solutions in the context of the 
learning outcomes.  

WO K1? Ewaluate the worker development surrounding tele-
health in a hospital3s COVID and post-COVID environ-
ment. 

  Jenior leadership needs to?

  Communicate an impartial hiring philosophy to 
avoid nepotism.
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  ’ethink the role of the Chief Technology and 
Jtrategy Ojcer and prioritiMe enhancing the 
user experience. Yurther, this ojce needs to be 
collaborative and not top-down.

  Lrovide clarity regarding who is responsible for 
training.  

  Deans need to?

  :e aware of their biases toward to face-to-face 
patient care.

  Lrovide training on how to lead a virtual envi-
ronment.

  Fncourage deans to complete training on how to 
promote the importance of telehealth as a strate-
gic advantage.

  Yocus on training needs.

WO K—? Ewaluate the implementation of new technology re-
lated to telehealth in the COVID and post-COVID environ-
ment.

  The president is appropriately focused on the exter-
nal environment. He needs to pay more attention 
to the internal environment. Lerhaps a COO could 
provide operational leadership and ensure that all 
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areas are communicating. This is clearly not on the 
radar of the president.  

  The AD of Technology and Innovation must estab-
lish more collaborative communication processes.  

WO KQ? hginQ critically about the current telehealth envi-
ronment and how best to address lingering issues that still 
impact physicians3 ability to provide exceptional patient care.

  The current approach for employee opinion surveys 
and customer surveys is inade2uate and must be re-
vised. 

  This organiMation needs additional feedback loops.  

Buxxlemental Tesources

Center for Hybrid and Virtual OrganiMations
www.chvo.nu.edu

’awlings, (., Allen, :., :akari, (., Yrame, R., Warsen, W., 
(enefee, J., ’ichie, S., Janders, ’., ;hite, E. )Fds.q )—0—6q. 
Winning in the virtual workplace: 10 Experts reveal how to 
lead your remote team to success. )https?55www.amaMon.com
5dp5:0D11T—L:Qq
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Optimizing Remote Hiring 
and Onboarding

Shane Spraggs

T echCorp, a mid-sized AI-driven sales software com-
pany, transitioned to a fully remote work model in 

March 2020. With 100 employees distributed across digerent 
locations, the company souxht to reOne its remote hirinx and 
onboardinx processes to improve eVciency, enxaxement, and 
retention. This case study eDplores how TechCorp addressed 
challenxes in virtual recruitment, assessed remote work com-
petencies, standardized onboardinx, and improved new-hire 
intexration. The study provides insixhts into best practices 
for remote workforce eDpansion and structured onboardinx, 
ensurinx lonx-term success in a dixital-Orst environment.

Introduction

TechCorp, a leader in AI-driven sales tools, has operated re-
motely since the onset of the C9PIZ-1N pandemic. While 
the transition to remote work was initially successful, lead-
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ership identiOed critical xaps in hirinx and onboardinx prac-
tices. Inconsistent eDperiences amonx new hires, diVculty as-
sessinx remote work capabilities, and the lack of standardized 
traininx led to challenxes in employee retention and enxaxe-
ment. This case eDamines how TechCorp addressed these ob-
stacles by reOninx its recruitment and onboardinx processes.

Statement of the Problem

TechCorp faced several key issues in its remote hirinx and 
onboardinx process’

  Sack of a consistent candidate evaluation frame-
workF:irinx manaxers struxxled to assess remote 
work capabilities egectively.

  Inconsistent onboardinx across departmentsFEew 
hires reported varyinx eDperiences dependinx on 
their department, leadinx to disparities in traininx 
and preparedness.

  Sow level of early employee enxaxementFEew em-
ployees took lonxer to intexrate into the company4s 
culture and workBows due to the absence of struc-
tured orientation and support.

Scenario Context

To tackle these challenxes, TechCorp partnered with eDternal 
consultants to evaluate and optimize its hirinx and onboard-
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inx processes. The assessment focused on recruitment strat-
exy, new hire intexration, and performance trackinx durinx 
the initial months of employment.

The Onboarding Delay Challenge

Grior to becominx a remote-only business, TechCorp host-
ed onboardinx sessions every second Wednesday for new re-
cruits. These in-person sessions covered mission, vision, val-
ues, policies, and company xuidelines. )ecause new hires were 
already in the oVce, they had naturally familiarized them-
selves with their workstations, met team members, and bexun 
enxaxinx with their departments before the formal onboard-
inx bexan.

When the company shifted to remote work, it maintained the 
same biweekly onboardinx scheduleFeDcept now, new hires 
were at home, often waitinx up to two weeks before receiv-
inx any structured xuidance. 5ome manaxers compensated by 
introducinx recruits to processes earlier, but this was incon-
sistent across departments. The orientation sessions them-
selves were delivered via video conferencinx, makinx them no 
digerent from a pre-recorded session that new hires could 
have accessed on day one. This delay nexatively impacted new 
employees4 enxaxement, leavinx them feelinx disconnected 
from the company.
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The Workspace Challenge

9nce TechCorp became a fully remote business, another 
challenxe emerxed’ productivity issues amonx recruits livinx 
in larxe metropolitan areas. With eDpensive rent and small 
apartments, many younxer employees shared livinx spaces 
with roommates, leadinx to frejuent distractions. This prob-
lem agected their ability to focus, collaborate egectively, and 
maintain work eVciency. …ecoxnizinx that no policy, process, 
or budxet could fully address this issue, TechCorp imple-
mented a new hirinx rejuirementFcandidates needed to 
have a juiet, dedicated workspace. To enforce this, they in-
corporated a workspace inspection into the hirinx process. )y 
verifyinx this rejuirement upfront, TechCorp sixniOcantly 
reduced productivity disruptions amonx new hires.

Strategic Actions Taken

Improving the Hiring Process

  Improved candidate screeninx’ Implemented jual-
ifyinx juestions to assess remote work readiness 
7e.x., home oVce setup, time manaxement skills, 
self-motivation, etc.%.

  …emote work simulations’ Candidates were tested 
on their ability to work asynchronously and com-
municate egectively via dixital platforms.
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  Pideo interview assessments’ :irinx manaxers eval-
uated candidates4 workspace setups and internet re-
liability.

Standardizing Onboarding for Consistency 

  Company-wide orientation’ 3very new hire under-
went a structured onboardinx proxram that covered 
the company4s mission, values, and best practices for 
remote work.

  Zepartment-speciOc traininx’ Manaxers provided 
tailored onboardinx sessions to introduce new hires 
to department workBows.

  …ole-speciOc traininx’ 3ach new hire received a 
structured plan outlininx “ob responsibility, success 
metrics, and initial ob“ectives.

Improving New Hire Engagement 

  9nboardinx buddy system’ 3ach new hire was 
paired with an eDperienced employee to xuide them 
throuxh the Orst few months.

  5elf-paced learninx modules’ Gre-recorded traininx 
sessions allowed new employees to learn at their own 
pace.
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  …exular check-ins and xoal settinx’ Weekly 
one-on-one meetinxs were implemented to track 
proxress and address challenxes.

Ensuring Productivity from Day One 

  :ome oVce and erxonomic assessments’ Eew 
hires received workspace assessments to minimize 
lonx-term health issues. 

  Clear performance milestones’ 5tructured perfor-
mance reviews at —0, 80, and N0 days ensured alixn-
ment with company xoals.

Outcomes and Results

  …educed early turnover’ The improved hirinx 
process resulted in a 20” reduction in new employee 
attrition.

  :ixher onboardinx satisfaction’ N0” of new hires 
reported feelinx enxaxed and well-prepared for their 
roles after the Orst month.

  Increased productivity’ 3mployees intexrated into 
workBows —0” faster due to structured traininx and 
clear eDpectations.
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  5tronxer cultural connection’ The onboardinx bud-
dy system improved social connections and reduced 
feelinxs of isolation amonx remote employees.

Conclusion

TechCorp4s case hixhlixhts the critical role of structured hir-
inx and onboardinx in remote work environments. )y reOn-
inx candidate screeninx, standardizinx onboardinx, and en-
hancinx enxaxement stratexies, the company successfully im-
proved new-hire retention and productivity. 9rxanizations 
seekinx to optimize their remote workforce can adopt similar 
best practices to build hixh performinx, enxaxed teams.

Teaching Notes
Case Synopsis

This case centers on TechCorp, a mid-sized software com-
pany that transitioned to a fully remote model durinx the 
C9PIZ-1N pandemic. It hixhlixhts two core challenxes’ in-
consistent and delayed onboardinx and productivity issues 
caused by inadejuate remote workspaces. The case provides 
a detailed look at the company4s egorts to reOne hirinx prac-
tices, establish structured onboardinx, and improve early em-
ployee enxaxement. This scenario is particularly relevant for 
courses or workshops on remote leadership, human capital 
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manaxement, orxanizational behavior, and stratexic :…. It 
ogers practical applications for assessinx remote work readi-
ness and desixninx onboardinx eDperiences that promote 
productivity and a sense of belonxinx in distributed teams. 

Purpose of the Case Study

The purpose of this case study is to hixhlixht the strate-
xies implemented by TechCorp to improve its remote hirinx 
and onboardinx practices. )y addressinx these challenxes, the 
company aimed to enhance employee enxaxement, streamline 
traininx processes, and ensure lonx-term success for its dis-
tributed workforce. This case provides valuable insixhts for 
orxanizations navixatinx similar remote work challenxes.

Learning Outcomes

)y the end of this case, readers should be able to’

1. Evaluate the challenxes and solutions associated 
with remote hirinx and onboardinx.

2. Implement best practices to improve virtual re-
cruitment and new hire intexration.

—. Analyze the impact of structured onboardinx on 
employee enxaxement and retention.
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Teaching Approach

This case study can be used in both academic and orxaniza-
tional traininx environments to eDplore egective stratexies for 
hirinx and onboardinx in remote work settinxs. Instructors 
are encouraxed to bexin with a discussion around the jues-
tion’ JWhat does a successful remote onboardinx eDperience 
look like from the employee4s perspectiveK/

5tudents can work individually or in xroups to analyze 
the case and then apply the Pirtual Seadership qramework 
to identify key success factors and challenxes. A suxxested 
xroup activity involves creatinx a mock onboardinx check-
list that catexorizes onboardinx activities into three levels’ 
company-wide orientation, department-speciOc traininx, and 
role-speciOc traininx. This eDercise encouraxes students to 
think critically about sejuencinx, ownership, and delivery 
format for each onboardinx element.

qor in-person or hybrid settinxs, instructors may orxanize a 
workshop where teams present their checklists and receive 
peer feedback. In online courses, students can collaborate 
via shared documents and present their work in discussion 
forums or virtual breakout rooms. This case is suitable for 
underxraduate and postxraduate courses in human resources, 
leadership, or orxanizational behavior, as well as for profes-
sional development workshops focused on virtual team man-
axement.
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Discussion Questions

1. :ow can orxanizations ensure they are hirinx candi-
dates who are well suited for remote workK

2. What steps can be taken to standardize onboardinx 
in a virtual environmentK

—. :ow does early employee enxaxement impact 
lonx-term retention in remote teamsK

(. What roles do performance trackinx and xoal settinx 
play in new hire successK

Suggested Solutions

1. Implement structured remote work simulations as 
part of the hirinx process.

2. Zevelop a company-wide onboardinx proxram with 
consistent milestones.

—. Xse onboardinx buddies and mentorship proxrams 
to intexrate new hires.

(. Conduct rexular check-ins to assess enxaxement and 
address challenxes early.
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Supplemental Resources

Center for :ybrid and Pirtual 9rxanizations
C:P9.nu.edu

…awlinxs, M., Allen, )., )akari, M., qrame, &., Sarsen, S., 
Menefee, 5., …ichie, M., 5anders, …., White, H. 73ds.% 7202(%. 
Winning in the virtual workplace: 10 Experts reveal how to 
lead your remote team to success. 7https’NNwww.amazon.com
NdpN)0Z11O2G)—%

5praxxs, 5., P Watson, C. 7202—%. The power of remote: Build-
ing high-performing organizations that thrive in the virtual 
workplace. qorbes )ooks.
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Investing in Sustainable 
Success with a Dedicated 
Head of Remote Role

Megan Dilley and Sunny Ziemer

T he Head of Remote is a new role in the modern work-
place, taking on a variety of names and forms. It’s 

essential that modern organizations are equipped with the 
knowledge and understanding of the vital role played by Head 
of Remote so they can proactively stax this position with 
eSpertise that aligns with their unique needs. 

6unshine Inc. is a hybrid 0UU-person environmental tech-
nology company committed to their hybrid work program, 
with workers spread across the Anited 6tates, 6outh Emerica, 
and Purope. 2rior to the CUCU OVDI1-9F pandemic, 6un-
shine Inc. employees worked on-site with headquarters in 6an 
Nrancisco and satellite oYces in Bew Lork, Wuenos Eires, and 
Warcelona. Es of today, 6unshine Inc. has downsized oYce 
spaces in all locations in favor of working from home three 
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to four days per week, leaving oYce spaces to function as 
communal hubs. 6unshine Inc. has identiGed their need to 
hire a Head of Remote as an internal eSpert who can manage 
the hybrid program, but the Head of 2eople recognizes they 
don’t currently have the eSpertise to prepare for this role. 
6o, they’ve hired you, Remote Mork 6trategy Oonsultant, to 
help. Through this case, you’ll help prepare 6unshine Inc. for 
Glling a new Head of Remote role by evaluating the organiza-
tion’s virtual operations and building a roadmap to support 
the Head of Remote’s success. 

Background 

…anaging 6unshine Inc.5s remote work program has become 
increasingly unwieldy as its demands have grown and changed 
over time. Me have felt stuck in the current challenges of the 
program and are worried about it will impact continued suc-
cess. 6ome of our leaders have called for more days back in the 
oYce, while others preferred looking for solutions to keep re-
mote-Grst values at the forefront. 6unshine Inc. has hit an im-
passe and is no longer building for the future of our workplace 
strategy. Instead, we have reacted to complaints and issues as 
they arise, which has left us in a vicious cycle of frustration 
and disappointment with our current program. Wy remaining 
in a reactive state, 6unshine Inc. has been eSposed to countless 
risks for poor employee eSperience, turnover, discrimination, 
noncompliance, and lawsuits. 
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Me understand that a new role such as Head of Remote can 
be a vital element in building, nurturing, and adapting our 
virtual infrastructure for long-term hybrid success. However, 
we don’t know where to start or what this new role should 
focus on. Me’ve learned that the role of Head of Remote is 
to champion the practice as an integral business strategy, one 
that is paramount to maintaining business continuity. 

Purpose of the Case

Wy working with you to evaluate the needs of the Head of 
Remote for our hybrid organization, 6unshine Inc. will be 
able to create a preliminary plan outlining what the new Head 
of Remote might      to achieve in their Grst 9C months, putting 
us on the path to sustainability in remote work with a special 
emphasis on compliant practices, increased productivity, and 
employee satisfaction.

Lou’ll use 1istribute’s 0 2illars for Remote 6uccess as an 
analysis framework for evaluating how the Head of Remote 
role will beneGt 6unshine Inc., as well as for determining the 
necessary role plan and roadmap for the Head of Remote. 
Wy completing this case, you’ll walk away with new or im-
proved understanding that the necessary investment needed 
for long-term remote and hybrid success is ongoing. Eddi-
tionally, you will understand that the sub(ect matter is broad 
reaching into every facet of operations, requiring committed 
companies to set aside a role in their headcount in order to 
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be compliant, maintain or increase employee satisfaction, and 
ultimately help the organization reach their business ob(ec-
tives through a high functioning, satisGed, and safe work-
force.

Case Information

Thank you for helping 6unshine Inc. analyze our virtual op-
erations and build a plan for our future Head of Remote. 
Wefore we get started with the analysis, more background 
information may be useful. Me want to share how we came 
to the decision to hire a Head of Remote. Nrom our research, 
we learned that some organizations have decided to centralize 
workplace strategy under a Head of Remote or similar role, 
while others have shared responsibilities across multiple roles 
and departments. 6ome have relied on simply updating Hu-
man Resources policies. Me have decided to create a Head of 
Remote role at 6unshine Inc. to address the unique challenges 
of managing a large, globally distributed workforce. This po-
sition will help us maintain a compliant and engaging remote 
work program that supports both employee well-being and 
organizational success. Edditionally, we have learned there are 
two main types of Head of Remote) the internal advocate and 
the eSternal advocate.

Internal advocate: Nor organizations with hybrid or fully 
remote models whose primary goal is to build and maintain 
distributed operations, ensuring an equal eSperience for the 
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entire workforce, focusing on building a virtual operations 
model and culture of location-irrelevance. 

External advocate: Nor organizations with hybrid or fully 
remote models whose primary goal is to position themselves 
as a leader in the remote work industry to support product 
development or sales.

Me determined the internal advocate best Gts our need for 
maintaining our distributed work program, as we aren’t look-
ing to strategically position ourselves as a leader in remote 
work practices. However, if by way of our operations and 
employee eSperience we do become seen as a leader in remote 
work, we’ll see that as a reward for our dedication and in-
vestment to building a sustainable hybrid work program at 
6unshine Inc. 

Bow that we know we’re seeking an internal advocate as our 
Head of Remote, we’re ready to work with you, Remote 
Mork 6trategy PSpert, to analyze our current operations and 
build a role plan and roadmap for the success of our future 
Head of Remote. 

4et’s get started on the analysis. 

Analysis

Asing 1istribute’s 0 2illars for Remote 6uccess Qworkforce, 
infrastructure, culture, management, workplace, and com-
pliance?, the Head of 2eople for 6unshine Inc. provided re-
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sponses below to a series of questions about our virtual oper-
ations as they relate to each pillar. These responses will help us 
decipher what the role plan and roadmap for the future Head 
of Remote will look like. 

Workforce

Pncompasses all support and strategies for the workforce 
from hiring to oxboarding, such as talent acquisition, learn-
ing and development, and well-being.  

“) Ere employees trained on the hard and soft skills necessary 
for remote work so they can be successful in a hybrid work 
environment” 

E) 6unshine Inc. references some skills needed in onboarding 
materials, but outside of that, they’re not addressed again 
unless a performance issue arises. 

Infrastructure

Pncompasses the technology and practices that support 
work3ows including software, hardware, and communica-
tion eSpectations. 

“) 1o employees across all time zones have a standard to 
follow for response time to messages so they can manage their 
productivity and communication” Is this information stored 
in a communication charter”
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E) It varies from team to team and location to location. Me 
hire people who are dedicated to the work we do, so it goes 
without saying that they take pride in getting back to people 
quickly. It seems like most people respond within the same 
business day and that works (ust Gne. 

Culture

Pncompasses a foundation of cultural alignment through 
day-to-day work practices, rituals, rewards, and 1P!I based 
on our mission, vision, and values. 

“) 1o employees across the globe feel valued and like equal 
members of the team, whether they are working in the oYce 
or at home” E) Pach location has a very unique set of events 
that happen in person. Me use these events to draw people 
to the oYce and give them something fun through which to 
connect with each other. 6o far, days when employees work 
from home are the ;head-downK days when we don’t eSpect 
much culture-related activity. 

Management

Pncompasses leadership training, performance management, 
and goal setting practices. 

“) How do team members and managers stay aligned and 
transparently see what everyone else on their team is working 
on”
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E) Me have a very friendly culture in which people chat about 
work and openly share what they are working on. Me have an 
;if you have a question, (ust askK mentality. 6ome teams like 
using pro(ect management systems like Esana to track tasks, 
but this varies. 

Workplace

Pncompasses the setup, safety, and continuity of workplaces 
in and out of the company oYce location. 

“) Have you given employees clear guidelines for setting up 
their home oYces, and do you know whether their work-
spaces meet safety and productivity standards”

E) Me check in to ask if they need anything when they (oin 
the company, but after that we eSpect we’ll hear from them if 
additional support is needed. 

Compliance

Pncompasses the laws, regulations, and comprehensive poli-
cies necessary to protect both employees and employers. 

“) 1oes 6unshine Inc. have a comprehensive remote work 
policy in place that provides employees with the guidelines, 
norms, and eSpectations for remote work at the company” 

E) Me updated our employee handbook to include a section 
about hybrid work rules for days spent working at home or in 
the oYce, but that’s it. 
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Results

jood newsX The company has begun the hard work of con-
verting their operations to hybrid best practiceN however, 
across the board in workforce, infrastructure, culture, man-
agement, workplace, and compliance, it is apparent that 6un-
shine Inc. still has work to do. In all eSamples, 6unshine Inc. 
has started but not completed the work or simply does not 
know the depth to which they need to go in each category in 
order to support productivity and promote equal employee 
eSperience. E Head of Remote will certainly be able to help 
6unshine Inc. build out their hybrid work program and en-
sure its long-term success. It’s great that you made the deci-
sion to invest in a Head of Remote who focuses on internal 
advocacy. 

Conclusion

Wased on the information gathered in the analysis, 6unshine 
Inc. has made the right decision to hire an internal advo-
cate Head of Remote to continue the process of converting 
their operations to virtual and maintaining and enhancing 
the program long-term. In the creation of the role plan and 
roadmap, it will be important that 6unshine Inc. and the 
Remote Mork 6trategy PSpert take into consideration each of 
1istribute’s 0 2illars for 6uccess Qworkforce, infrastructure, 
culture, management, workplace, and compliance? and the 
current state of operations within each pillar to help prioritize 
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ob(ectives for the future Head of Remote. 6unshine Inc.’s 
commitment to hybrid work success by hiring a Head of 
Remote is a big step in the right direction towards ensuring 
company resources, employees, and practices support access, 
equality, and overall business strategy. 

Teaching Notes
Synopsis

This case provides a framework for learning about and evalu-
ating the need for a Head ofRemote role that would be most 
appropriate for a distributed company that wishes to invest 
in a best-in-class, sustainable, distributed work program. It 
gives learners the foundation to conduct an initial analysis 
on the organization’s virtual operations, make informed de-
cisions about the scope and responsibilities of the Head of 
Remote role that best Gts the company’s needs. 4earners can 
then begin building a role plan and strategic roadmap for the 
position. 

Learning Outcomes

Wy the end of this case, readers should be able to)

9. Describe the purpose, ob(ectives, and beneGts of the 
Head of Remote role. 4earners will be introduced to 
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the role of Head of Remote and how the position 
contributes to organizational success and why it is 
increasingly important for distributed companies.

C. Assess the need for a Head of Remote in their virtual 
operations. 4earners will be able to recommend the 
speciGc responsibilities and reporting structure that 
best Gt the organization’s needs.

/. Identify the qualiGcations, skills, and role ob(ectives 
needed for an exective Head of Remote. 4earners 
will use this information to draft a tailored (ob de-
scription and develop a strategic role plan for re-
cruiting or promoting the right candidate for the 
position.

Teaching Approach

This case can be utilized in both academic and organizational 
settings. 4earners can work together to utilize the analysis 
included or conduct their own analysis of the organization 
using the questions included to build a preliminary role plan 
and roadmap for the future Head of Remote.

Discussion Questions

9. Mhy would an organization need a Head of Re-
mote”
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C. Mhat qualiGcations or skills would you look for in 
an internal advocate”

/. Mhat qualiGcations or skills would you look for in 
an eSternal advocate”

'. Mhat would you look for to indicate cultural align-
ment for a hybrid company” 

7. How would you rank the 0 2illars of Remote 6uccess 
in order of importance, and how would you recom-
mend the company prioritize pro(ects for their Head 
of Remote” 

Suggested Solutions

9. Remote work lacks consistency and regulation 
across states and countries, making remote work an 
ever-changing landscape. 4eaders must be equipped 
to work towards proactive visions for how we work 
while also adapting and reacting to the immediate 
and changing needs of laws, regulation, and soci-
ety. Vrganizations need a dedicated champion for 
hybrid and remote work to function as an eSpert 
on best practice. They also need a cross-functional 
partner to advocate for change and long-term success 
throughout the organization. 4ike dedicated roles 
for marketing, revenue, sales, operations, technol-
ogy, Gnance, and human resources, having a Head 
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of Remote is essential for distributed organizations 
and worthy of ongoing key performance indicators 
QO2Is? to support an entire role. 

C. En internal candidate should have a proven record 
of remote work eSperience, cross-functional lead-
ership skills, and eSperience working on company 
culture, people teams, HR, or in other employee 
eSperience-related functions.

/. En eSternal candidate should have a marketing 
and communications background and an ability to 
work cross-functionally with business operations 
and people teams to evangelize remote work prac-
tices. 2ublic speaking skills and an in3uencing pro-
Gle are needed. 

'. …ission, vision, and values are imbued through the 
employee eSperience, from onboarding, day-to-day 
work3ows and communications, and performance 
reviews to rituals and events. 4ocation must be ir-
relevant in a successful remote and hybrid work en-
vironment. Pquality of eSperience is paramount. 

7. Ell pillars are important, and many overlap. Think-
ing from a highest-to-lowest-risk perspective can be 
helpful. If there are things that need to be addressed 
that fall under the compliance pillar, they should be 
taken care of as soon as possible to help alleviate legal 
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risk or other concerns. Nrom there, look for ways 
to be eYcient and overlap initiatives between cate-
gories. Ase the pillars as a framework for building 
organizational ob(ectives and O2Is to make sure you 
are covering everything.

Supplemental Resources

Oenter for Hybrid and Dirtual Vrganizations - chvo.nu.edu

Nree eWook)  Winning in the virtual workplace: 10 Experts 
reveal how to lead your remote team to success. Qhttps)PPwww
.amazon.comPdpPWU199QC2W/?

Mhitepaper) 1o Lou Beed a Head of Remote”
https)PPwww.distributeconsulting.comPwhitepaper-head-of
-remoteN

Mhitepaper) How to Edapt Oompany Oulture for Remote 
Mork
https)PPwww.distributeconsulting.comPhow-to-adapt-comp
any-culture-for-remote-work 

Erticle) 1oes Lour Oompany Beed a Head of Remote” 
https)PPwww.distributeconsulting.comPinsightsPdoes-your-c
ompany-need-a-head-of-remote

Erticle) joing Hybrid” / Risks to …itigate
https)PPwww.distributeconsulting.comPinsightsPrisksofhybr
id
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Erticle) …easuring 6uccess with Hybrid Mork
https)PPwww.distributeconsulting.comPinsightsPmeasuring
-success-hybrid-working

Erticle) Habits to Pnsure Pquality in Lour Hybrid Team
https)PPwww.distributeconsulting.comPinsightsPhabitsforhy
bridteams

Distribute Consulting’s 6 Pillars for Remote Success

Wased on years of remote operations eSperience and research, 
1istribute developed the 0 2illars for Remote 6uccess. The 
2illars are used to evaluate an Vrganization’s Dirtual Vper-
ations, assessing the degree to which the organization is fol-
lowing best practice, helping to put them on the path to lever-
aging remote work as a true business strategy, while main-
taining a compliant distributed work program that supports 
workforce productivity, connection, and wellbeing, oxering 
equal employee eSperience, and minimizing liability for both 
employer and employee, ensuring remote and hybrid work is 
a lasting solution. 

The 6 Pillars for Remote Success

Workforce: encompasses all support and strategies for the 
workforce from hiring to oxboarding, such as talent acquisi-
tion, learning and development, and well-being.
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Infrastructure: encompasses the technology and practices 
that support work3ows including software, hardware, and 
communication eSpectations. 

Culture: encompasses a foundation of cultural alignment 
through day-to-day work practices, rituals, rewards, and 
1P!I based on mission, vision, values. 

Management: encompasses leadership training, perfor-
mance management, and goal setting practices. 

Workplace: encompasses the setup, safety, and continuity of 
workplaces in and out of the company oYce location. 

Compliance: encompasses the laws, regulations, and com-
prehensive policies necessary to protect both employees and 
employers. 
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Team Building as a 
Remote Strategy: A Tech 
Company’s Journey into 
Human-Centricity

Emi Barresi, DSL

T his case explores the transformative journey of a glob-
al software and application development company 

that used intentional team building as a cornerstone strat-
egy to foster engagement in a remote work environment. 
Facing challenges in collaboration and engagement among 
remote and dispersed teams, the organization implemented 
people-centric leadership practices and leveraged collabora-
tive technologies. These eRorts improved communication, 
trust, and camaraderie among employees. The company cre-
ated a culture of adaptability and innovation by aligning 
team-building initiatives with organizational values. Leaders 
will gain insights into the critical role of team building in 
virtual settings, evaluate the use of technology to bridge geo-
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graphical gaps, and apply person-centric practices to motivate 
employees and strengthen organizational culture.

Introduction

TechTime a Cctitious name for a real-world software and ap-
plication development company that operates globally with 
teams across six continents, is deeply committed to its cus-
tomers. Vnown for its innovative products that cater to cus-
tomer needs and its agility in responding to market changes, 
the company faced challenges in maintaining employee en-
gagement and collaboration after transitioning to a ful-
ly remote model in response to global events. Dlthough 
TechTime had always maintained a remote-Crst workforce, 
the 1N9PS-MB pandemic led leadership to close their oUces 
and maintain fully remote teams. These teams are in seven 
diRerent countries across four continents, so they work with 
distributed teams and remote resources that bring a diversity 
of culture and thought to the organization. 

The Opportunity

Eeadership at TechTime identiCed a growing sense of dis-
connection and decreasing collaboration among employees, 
resulting in reduced trust. The challenge was to foster a sense 
of community and engagement within their teams despite 
geographical dispersion. Eeaders had believed that because 
the organization had a remote culture before 1N9PS-MB, it 
would be a seamless transition during the pandemic, as only 
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a handful of employees had gone into the oUce regularly. 
Iowever, when entire regional dynamics changed, social in-
teractions were reduced and employees felt disconnected and 
isolated at varying levels, something leaders initially neglect-
ed to consider. 2ith declining employee satisfaction scores, 
increased delivery times, and reduced innovation in project 
outcomes, the company took a proactive approach by making 
team building a strategic priority, demonstrating determina-
tion to overcome the challenges.

Signiacfnce oC the sfle

Ds organizations increasingly embrace remote and hybrid 
work models, this case study oRers valuable and actionable 
insights into fostering and sustaining a cohesive virtual work-
force. Dddressing the challenges of engagement, commu-
nication, and collaboration in distributed teams, the study 
e”uips leaders with practical strategies and tools that are re-
assuringly eRective. These strategies help strengthen connec-
tions, enhance team performance, increase resource engage-
ment for enhanced product outcomes, and promote a cul-
ture of trust and inclusivity that leads to higher productiv-
ity. The signiCcance of these insights lies in their direct ap-
plicability, enabling leaders to ideate and implement eRec-
tive human-centric solutions tailored to the uni”ue needs of 
their organizations. Eeaders of organizations with engage-
ment challenges who want to maintain remote workforces 
balance risk and opportunity when crafting their working 
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arrangements. :sing TechTime(s initiatives as a template and 
implementing the same strategies will result in real-world suc-
cess.

Situftionfx sonteDt

TechTime, a mid-sized software and application develop-
ment company, faced growing challenges within its fully re-
mote teams as collaboration and engagement declined. Eead-
ers noticed both reduced engagement scores and delays in 
product timelines. Henior leadership asked managers to inves-
tigate further after a few critical deadlines were missed. Gan-
agers intentionally sought to uncover the issues their teams 
were facing through targeted retrospective discussions using 
a )prime directive,3 a term coined by Worm Verth —4KKMZ in 
his book about project retrospective meetings. )Legardless of 
what we discover, we understand and truly believe that every-
one did the best job they could, given what they knew at the 
time, their skills and abilities, the resources available, and the 
situation at hand.3 Eeaders discovered a lack of trust, feelings 
of disconnection and loneliness, and fears about losing jobs, 
as 1N9PS-MB resulted in staR reductions in many organiza-
tions. These issues manifested in siloed work practices, de-
creased communication, and a noticeable erosion of team co-
hesion, which ultimately aRected productivity, delivery, and 
innovation. Lecognizing the need for a solution, leadership 
proactively launched the )Pgnition Pnitiative,3 a comprehen-
sive, themed program designed to revitalize team dynamics 
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and cultivate a human-centric work culture. This initiative 
prioritized intentional team-building activities, transparent 
communication practices, and human-centric leadership ap-
proaches, aiming to reconnect employees, rebuild trust, and 
align teams around shared vision and goals5even in a fully 
remote, global environment5using symbolism from igniting 
6ames and burning Cre.  

Strftegic Aecilionl fnd Fctionl

Vey strategies implemented as part of the )Pgnition Pnitia-
tive,3 which signiCcantly improved engagement, experience, 
and overall delivery for teams, included’

  Vuexing sonnectionl Through Structured 
Eirtufx :Dercilelk  Eeaders designed weekly 
team-building activities to ignite collaboration and 
spark creativity. These included engaging activi-
ties such as virtual escape rooms, scenario-based 
problem-solving games, competitive or gamiCed en-
gagements such as Family Feud, and group brain-
storming sessions. These virtual exercises fanned the 
6ames of teamwork and innovation. 

  Stoming the Vire oC InCor-fx Socifx Interfcw
tionlk Eeadership introduced scheduled virtual cof-
fee breaks and )watercooler3 Hlack channels to keep 
the embers of casual, non-work-related conversa-
tions alive. 1hannels for )culinary lovers,3 )pet pho-
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to sharing,3 and cultural events across the globe 
helped create a sense of warmth and belonging. 
Gonthly on-camera lunches also oRered teammates 
a chance to build stronger bonds. These informal 
moments acted as kindling for lasting team cama-
raderie, creating humorous and memorable stories 
that became part of the team(s culture. 

  Igniting Spiritl zith sulto-iRed Pecogniw
tion Hrogrf-lk The company introduced week-
ly shoutouts and virtual badges to keep morale 
burning bright and recognize individual and team 
achievements. Selivered through Hlack plug-ins, this 
approach made recognition simple and accessible. 
These eRorts reinforced a culture of appreciation, 
ensuring everyone felt their contributions were val-
ued.

  bfrnelling soxxfvorftiKe Technoxogiel to Beep 
the Vxf-e FxiKek The team strategically utilized 
digital tools, such as %oom for camera-on meetings 
and Hlack for instant communication, and project 
management platforms like Trello and 7ira to coor-
dinate seamlessly across remote teams. Eeaders cre-
ated tool integrations and oRered training to stoke 
adoption rates and optimize software use, ensuring 
the collaborative Cre burned steadily across the or-
ganization.
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Pftionfxe Lehind Aecilionl

The leadership team understood that addressing employee 
disengagement re”uired a balanced approach’ fostering trust 
and camaraderie while creating opportunities for meaning-
ful connection using enhanced technology. They recognized 
that disengagement stemmed from operational ineUciencies 
and a need for interpersonal bonds within the remote work 
environment, as the pandemic impacted human social dy-
namics even for individuals who previously enjoyed remote 
arrangements. To tackle this, leaders introduced structured 
activities and invested in software to support the )Pgnition 
Pnitiative3 and provide clear frameworks for collaboration, 
ensuring teams could work cohesively toward shared product 
vision and collaboration goals. The Cre symbolism resonated 
cross-culturally, empowering employees to share the signiC-
cance of the theme to their uni”ue systems. Dt the same time, 
informal interactions5such as virtual social events and casual 
check-ins from managers were incorporated to nurture or-
ganic relationships and create a sense of belonging. This bal-
anced approach, carefully designed to address the operational 
and social aspects of the issues, was rooted in the belief that 
trust and human connection are foundational to sustaining 
engagement and productivity in remote teams. 
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The initiative led to’

  D J8.B4& improvement in employee satisfaction 
scores within six months.

  Pncreased innovation and collaboration, as seen in 
the delivery of four new products ahead of schedule.

  Anhanced trust and communication with employees 
reporting a stronger sense of belonging and many 
relationships enduring beyond the organization as 
future growth opportunities.

sfrrying the Torch Vorzfrd 

TechTime(s challenges with remote engagement underscored 
the critical need for strategic team building and human-cen-
tric leadership practices in a virtual work environment. Yy 
addressing these issues head on, the company demonstrat-
ed how intentional eRorts to foster trust, collaboration, and 
connection can transform disengaged or disconnected teams 
into cohesive, high-performing units. The success of the )Pg-
nition Pnitiative3 hinged on aligning every strategy with the 
organization(s core human-centric values, ensuring that ini-
tiatives were not only practical but also resonated with the 
team(s shared vision and culture. TechTime(s journey serves 
as a compelling example of how prioritizing people-centered 
approaches in global remote work environments can lead to 
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meaningful and sustainable improvements in team engage-
ment and morale and overall organizational performance.

Bey Tfmefzfyl

  Intentionfx Tef- Luixdingk Thoughtfully de-
signed team-building activities play a vital role in 
fostering trust, strengthening collaboration, and 
breaking down silos in remote work settings, ulti-
mately enhancing team cohesion.

  bu-fnwsentric Uefderlhip Hrfcticelk Eeader-
ship approaches should prioritize empathy, cultural 
agility and inclusivity, and genuine care for employ-
ee well-being to signiCcantly boost satisfaction, en-
gagement, and overall performance.

  :NectiKe jle oC soxxfvorftiKe Technoxogielk 
Eeveraging the right digital tools, such as communi-
cation and project management platforms, is essen-
tial for bridging geographical gaps, enabling seamless 
collaboration, and maintaining productivity in dis-
tributed teams.
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Tefching Qotel
Synoplil

This case study follows TechTime, a software and applica-
tion development organization, through its journey to revi-
talize employee engagement and collaboration across a glob-
al and fully remote workforce. Sespite the pre-pandemic 
remote-Crst organizational design, transitioning to a com-
pletely remote workforce exposed underlying trust, commu-
nication, and cohesion issues within various teams. D hu-
man-centric leadership approach that prioritized empathy 
and understanding was the key to their success.

Pn response to growing challenges, organizational leaders 
launched the )Pgnition Pnitiative3 to reignite engagement, 
cultivate a culture of innovation and adaptability, and build 
strengthened teams through targeted eRorts focused on 
collaborative interactions and thoughtful technology inte-
gration. Through weekly team exercises, informal connec-
tion points, customized recognition systems, and purposeful 
tools, leaders at TechTime measurably elevated employee sat-
isfaction, resulting in an increase in innovation based on set 
VOPs and in communication and trust within teams across the 
company.

Hurpole oC the sfle Study

This case study explores how deliberate and intention-
al team-building strategies, combined with human-centric 
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leadership practices, can eRectively address engagement chal-
lenges in remote work environments. Yy examining the 
uni”ue dynamics of remote teams, the study highlights the 
critical role of fostering connection, trust, and collaboration 
among team 

members, despite physical distance. Pt also emphasizes how 
empathetic and people-focused leadership approaches can 
create a supportive culture that enhances productivity, 
morale, and overall team cohesion in a virtual setting. 
Through this lens, the case provides actionable insights and 
practical frameworks for leaders navigating the complex sys-
tems created by global remote team engagement.

Uefrning Outco-el

Yy the end of this case, readers should be able to’

M. :Dpxfin the critical role of intentional team building 
in virtual settings.

4. Ae-onltrfte the use of person-centric leadership 
practices to motivate and engage employees.

J. :Kfxufte the eRectiveness of collaborative technolo-
gies in fostering connection and productivity.

0. Aelign and reane team engagement strategies 
aligned with their organizational culture.
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Tefching Ov0ectiKel

M. Axplore the challenges and solutions for engaging 
dispersed teams.

4. building and collaborative tools on virtual engage-
ment. Dnalyze the impact of team

J. Dpply person-centric leadership concepts to 
real-world scenarios.

Tefching Fpprofch

  Npen discussions with ”uestions like, )2hat bar-
riers to engagement exist in virtual work environ-
mentsN3

  Facilitate group exercises to design team-building 
initiatives relevant to organizational valued and cul-
tural needs.

  :se role play to practice empathy-driven leadership 
techni”ues.

Ailcullion 1ueltionl

M. 2hat strategies can leaders employ to foster trust in 
remote teamsN

4. Iow can organizations balance structured activities 
with informal interactionsN
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J. Pn what ways can technology support or hinder 
engagementN Iow can you determine what tools 
teams needN

0. Iow can team-building initiatives be aligned with 
organizational cultureN

Suggelted Soxutionl

M. :se surveys to tailor team-building activities to em-
ployees( interests and feedback. :se technology tools 
to mimic successful in-person strategies, such as col-
laboration add-ons in existing tools, gaming soft-
ware, and work management software.

4. Pnvest in scalable collaborative tools that support 
diverse team needs and consider geographic access, 
cultural agility, and employee interest.

J. 1hanges where re”uired. 2ithout intentional de-
sign or adjusting use based on evolving team and 
location needs, technology can create barriers and 
separation instead of connectivity. Astablish clear 
communication channels and intentional feedback 
mechanisms to make incremental 



EADSALHIPO FNL D WA2 2NLES484

0. Eeaders should model cultural norms and expected 
behaviors. Pmplemented strategies should integrate 
core values and sustain or adjust norms with inten-
tion. 
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A Note to the Reader

A quick favor…

We hope you enjoyed this book. Ratings and reviews are im-
portant to help get the word out about books. They not only 
help future readers, they help out authors and publishers, too.

Could you take 1-3 minutes to leave an honest review (or 
simply rate the book)? A review can be as short as you like. By 
doing so, you would help others know the value of this book.

You can do this by returning to the website where you pur-
chased the book. You can just share in a few words or sen-
tences your thoughts about the book so others can know if 
it’s for them, too.

Thank you!
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