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Preface

As a human resource (HR) professional turned academic, I have always championed the 
vital link between academia and real-world practice. My journey has been driven by a 
profound interest in how HR and managerial practices can effectively harness the wealth 
of knowledge embedded within employees and organizational processes and culture. 
However, in recent times, the rapid proliferation of contemporary technologies, par-
ticularly artificial intelligence, and cyber-physical systems, has shifted my focus. I have 
immersed myself in understanding the far-reaching implications of these technological 
advancements on the landscape of work, with a particular focus on the pivotal role of HR. 
I aim to maximize the benefits and mitigate the setbacks of these changes on employees, 
ensuring that organizations can navigate the evolving terrain of the modern workplace 
with agility and foresight.

This heightened interest was further intensified as I, like many of us, navigated through 
the challenges and unforeseen opportunities brought about by the pandemic. The sud-
den shift to remote work, balancing personal and professional responsibilities, the quest 
for work-life balance, and the imperative to safeguard mental health while maintaining 
productivity and professional growth was indeed a remarkable journey. These experiences 
have elevated my curiosity about the transformative effects of remote work and contem-
porary technologies on the fabric of our work environments. It is within this context that 
this book finds its place—a culmination of my ongoing academic and professional pur-
suits, aimed at making a modest contribution to addressing the contemporary challenges 
faced by employees, employers, and policymakers alike.

While the benefits of technological advancements are undeniable, it is crucial to 
acknowledge the myriad challenges they pose. Do we abandon progress due to its inherent 
drawbacks? I believe that we cannot reverse the tide of advancement, but we can certainly 
strive to mitigate its negative impacts and enhance the welfare of our society. With this 
perspective in mind, this book endeavors to navigate the complexities of the evolving work 
landscape, offering insights and strategies to confront challenges head-on while striving 
for a future where technology and humanity coexist harmoniously for the betterment of 
all. As the academic editor of this book, I am thrilled to embark on an exploratory journey 
into the multifaceted shifts shaping the landscape of work, the workforce, and the work-
place. The dawn of the 21st century has witnessed a rapid acceleration in these transfor-
mations, catalyzed by breakthroughs in artificial intelligence, the onset of the COVID-19 
pandemic, the evolving values and preferences of contemporary workforce generations, 
diversity and equity awakening, and an increasing trend in immigration. As we delve into 
the following pages, we embark on a quest to not only understand the profound implica-
tions of these transformations but also to decipher actionable insights that can benefit 
industry stakeholders, policymakers, and academic researchers alike.

In the opening chapter, the foundation is laid as we explore the driving forces propel-
ling the profound changes in our professional realms. With eloquence, we explore how 
the advancements of the Fourth Industrial Revolution have ushered in an era marked by 
unparalleled innovation and disruption. Furthermore, we shine a light on the seismic 
impact of the COVID-19 pandemic, which not only accelerated existing trends but 

XII
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also underscored the vital need for adaptability and resilience in the face of adversity. 
Moreover, we investigate the heightened awareness of diversity and equity, sparked by 
the pandemic’s disproportionate impact on various minority groups, including women, 
working parents, and people of color. Additionally, we highlight the growing concern of 
brain drain—a phenomenon fueled by increased immigration—exacerbating the alarming 
skill shortage in developing and emerging economies. Through these insights, we lay the 
groundwork for a comprehensive exploration of the dynamic shifts shaping our profes-
sional spheres.

As we navigate through subsequent chapters, authored by a diverse cohort of scholars 
from various corners of the globe, we embark on a voyage of discovery. From dissecting 
the socioeconomic ramifications of artificial intelligence to navigating the intrica-
cies of remote work and alternative arrangements precipitated by the pandemic, each 
chapter offers a nuanced perspective on the evolving contours of the modern workplace. 
Furthermore, our exploration extends beyond the realms of technology and pandemic-
induced transformations. We confront the pressing imperatives of diversity, equity, and 
inclusion, probing into the systemic inequalities exacerbated by the pandemic and the 
imperative for organizational practices that foster inclusivity. Furthermore, we delve into 
the pressing issue of skill shortages exacerbated by immigration trends and propose poli-
cies aimed at curbing this detrimental and escalating phenomenon. Through a meticulous 
synthesis of theoretical frameworks, empirical evidence, and practical insights, this book 
aspires to be more than a mere compilation of scholarly discourse. It seeks to serve as a 
beacon illuminating the path forward in an era characterized by uncertainty and flux.

As we navigate the uncharted waters of the 21st century, may this book stand as a modest 
contribution to our collective endeavor as academics, professionals, and policymak-
ers to comprehend, adapt, and thrive amidst the ever-evolving landscape of work and 
workforce.

I would like to extend my heartfelt gratitude to all the authors who dedicated their time 
and expertise to contribute to this work. Your insights and contributions have enriched the 
discourse and propelled our understanding of the changing landscape of the workplace 
and workforce. I also want to express appreciation to the administrators and support staff 
who diligently facilitated the completion of this project in a timely and professional man-
ner. Your efforts behind the scenes were instrumental in bringing this endeavor to fruition. 
Last, but certainly not least, I want to thank all the readers who have engaged with our 
work. Your interest and engagement allow us to share our knowledge and insights, with 
the hope of collectively advancing the field and making meaningful contributions to 
practice and academia alike.

Hadi El-Farr
Human Resource Management Department,

 School of Management and Labor Relations, 
Rutgers University,

Piscataway, United States of America
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Chapter 1

Introductory Chapter: The Changing 
Landscape of Workplace and 
Workforce – An Overview
Hadi El-Farr

1.  Introduction

The dynamics of work, the workplace, and the workforce are in a state of perpetual 
transformation, a process that has been markedly accelerated by the swift advance-
ment and adoption of new technologies. Hence, ongoing research within the academic 
community is essential to comprehend the effects of these shifts and to offer insights 
for future research and practical recommendations for industry stakeholders, profes-
sional bodies, and policymakers. This book significantly contributes to propelling this 
discourse forward.

Numerous factors are driving these transformations, with arguably the most 
influential being the technological advancements of the twenty-first century, such as 
artificial intelligence. Some scholars have labeled this period as a transition from the 
third industrial revolution to the fourth, and some even suggest that we are entering 
the era of the fifth industrial revolution. Another significant factor is the impact of 
COVID-19 on the nature of work, prompting rapid adoption of new working methods 
and technological solutions to adapt to the pandemic’s challenges. Although the evolu-
tion and adoption of these methods and solutions were already underway, the advent 
of COVID-19 served as a significant accelerant, hastening the rate of transformation.

In addition to the aforementioned factors, younger generations are showcas-
ing different workplace values, such as prioritizing work-life balance and seeking 
meaningful work. Even older generations are embracing some of these values, 
reshaping perceptions of work as an integral aspect of life and personal careers. 
Consequently, many employees favor alternative work arrangements, particularly 
following the widespread experience during the pandemic’s mandates. Some argue 
that such arrangements, coupled with a heavy reliance on information and com-
munication technologies for task completion rather than in-person interactions, 
have become the new norm. This has led to a division among employers and busi-
ness leaders regarding whether to embrace remote work on a large scale or to recall 
employees to office settings.

Furthermore, societal awareness regarding diversity and inclusion has signifi-
cantly heightened during the pandemic. In response, numerous organizations have 
pledged to enhance their diversity and inclusion efforts, with some steadfastly 
upholding their commitments, while others have not. Also, immigration trends have 
intensified in the twenty-first century, with individuals from lower-income countries 
migrating to higher-income nations for improved living standards. This phenomenon 
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has resulted in a brain drain in developing countries, as a substantial portion of their 
skilled workforce departs, leading to significant shortages in crucial professions, such 
as medical doctors, nurses, and engineers.

2.  The Fourth Industrial Revolution and the new world of work

Every industrial revolution is defined by significant advancements in general-
purpose technologies, resulting in leaps in automation, productivity, and abundance. 
While much of this change brings undeniable benefits, each revolution also brings 
negative consequences, such as income inequality, increased unemployment, pollu-
tion, and the need for workers to adapt their skills.

Many scholars argue that we are currently experiencing the Fourth Industrial 
Revolution, characterized by key general-purpose technologies like artificial intel-
ligence and cyber-physical systems and many other enabling technologies [1]. Some 
go even further, proposing that we are entering the Fifth Industrial Revolution, which 
builds upon the fourth by emphasizing human-machine interaction, further integra-
tion of the physical and virtual worlds, and sustainability, leading to advancements 
in augmentation and personalized mass production [2, 3]. However, the concept of 
Industry 5.0 is still developing, with some envisioning its general-purpose technolo-
gies to include cognitive systems and collaborative robots (cobots) [4, 5].

Professor Klaus Schwab, the founder and executive chairman of the World 
Economic Forum, is credited with popularizing the term “Fourth Industrial 
Revolution” or “Industry 4.0.” Schwab posited that this ongoing revolution would 
profoundly alter humankind, asserting that the physical, digital, and biological 
realms are converging [6]. This transformation is characterized by an unprec-
edented pace of breakthroughs, technological advancements with wide-ranging and 
profound impacts, and shifts in production, management, and governance systems 
[7]. Consequently, significant changes in the landscape of work and the workplace 
are inevitable.

Industry 4.0 presents numerous opportunities, including enhanced productivity, 
customization, efficiency, quality of life and work, affordability, and the creation 
of innovative products and services [7]. However, alongside these prospects come 
significant challenges. These challenges encompass disruptions in the labor market, 
leading to both temporary and structural unemployment, increased pressure on 
workers to continually update their skills, and widening income disparities between 
low- and high-skilled workers. Moreover, Industry 4.0 fundamentally alters how 
work is organized, how jobs are designed, how knowledge is managed, and how lead-
ership roles evolve. In light of these developments, this book seeks to address several 
key questions about Industry 4.0:

1. What are the socio-economic effects of Artificial Intelligence?

2. How can we mitigate the negative impact of Artificial Intelligence?

3. What strategies should be employed to effectively manage knowledge in the 
Fourth Industrial Revolution?

4. How can leadership strike a balance between the technological and human 
 dimensions within organizations in the current era?
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5. What are the essential leadership qualities needed to effectively navigate and 
lead organizations in the twenty-first century?

6. What key skills and competencies are vital for the workforce to thrive in the era 
of Industry 4.0?

7. What are the most efficacious strategies and techniques for lifelong learning, 
particularly for upskilling and reskilling employees, to secure their employability 
in the future?

3.  COVID-19 impact on the workplace and work arrangements

The COVID-19 pandemic has brought about profound changes in the workplace. 
While alternative work arrangements like remote and flexible working were already 
gaining traction in organizations, the pandemic undeniably accelerated these trends. 
The pandemic also triggered a quick shift toward digitalization and increased reliance 
on information and communication technologies, enabling employees to complete 
tasks, collaborate, and engage with their work remotely without needing physical 
presence in the office. This adaptation showcased resilience and inadvertently led to 
a widespread experiment with alternative work arrangements, revealing both their 
benefits and challenges. Arguably, several organizational, job, and employee-related 
factors play a role in either supporting or hindering the positive outcomes of remote 
and flexible work [8–11].

Furthermore, the pandemic’s impact on society and businesses would likely 
have been far more severe without the technological advancements of Industry 4.0. 
The crisis accelerated the adoption of these advancements in existing solutions and 
spurred the rapid development of new ones. Beyond its technological ramifications, 
the pandemic has highlighted the critical importance of mental health and well-being 
within the workplace, leading to an increased focus on fostering a healthier work-life 
balance.

Opinions on the effectiveness of alternative work arrangements vary among 
organizations and employees. While some organizations continue to advocate for 
remote work due to perceived benefits such as increased efficiency, productivity, 
autonomy, and flexibility, others are calling for a return to office-based work [12]. 
Concerns about reduced employee engagement, productivity, and creativity in 
remote settings have led some organizations to prioritize a return to the office envi-
ronment. Employee perspectives on remote work also vary. Some view it negatively, 
citing issues such as work-life imbalance, dissatisfaction, disengagement, limited 
career progression, role ambiguity, and increased workloads leading to burnout and 
turnover. On the other hand, many employees prefer remote work for its flexibility, 
autonomy, convenience, productivity, and improved work-life balance [13].

As a result, some scholars predict that remote work and other alternative arrange-
ments will become the new norm post-pandemic, given their demonstrated benefits 
[14]. However, others argue that such arrangements may not be as effective as office-
based work for both organizations and employees. Based on the preceding arguments, 
the book chapters aim to address the following questions:

1. What are the advantages and drawbacks of flexible work arrangements during 
and after the pandemic?
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2. What factors enhance the efficiency and effectiveness of alternative work setups?

3. How can organizations prepare for and effectively support alternative work 
 arrangements?

4. In what ways do technologies and human resource practices enable remote work?

5. What effects does work digitalization have on mental workload and health?

4.  Diversity and immigration trends

While everyone experienced economic, professional, and social challenges during 
the pandemic, the severity and prevalence of these challenges were disproportion-
ately higher for certain groups, particularly women, people of color, and working par-
ents [15]. Issues such as workplace safety, mental health, social isolation, maintaining 
employability, career progression, and work-life balance presented significantly 
greater challenges for these groups.

Notably, diversity, equity, and inclusion (DEI) emerged as one of the top societal 
and political concerns during the pandemic. Although inequalities between diverse 
and other groups have always existed, the impact of the pandemic underscored these 
disparities to an even greater extent. The heightened societal awareness surround-
ing DEI issues exerted pressure on organizations to increase their investment in DEI 
initiatives and programs, even amidst economic downturns.

The literature explores numerous organizational DEI practices, each varying in 
effectiveness. These practices encompass diversity training, recruiting, and training 
minorities for managerial roles, promoting transparency in hiring, performance 
evaluation, and promotion processes, implementing fair retention strategies, and 
adopting equitable layoff policies [16]. With the ongoing shift toward digitalization 
and alternative work arrangements, there is growing concern about how workplace 
practices will address DEI considerations. As such, the book will delve into manage-
rial and human resource practices within organizations aimed at fostering a diverse 
and inclusive workplace.

Another critical issue that requires attention is the escalating concern over immi-
gration, particularly the phenomenon of brain drain from developing and emerging 
economies to more developed nations. This trend is especially pronounced in vital 
sectors such as healthcare, where the departure of skilled professionals is becom-
ing increasingly prevalent. Skilled workers, being more mobile than their unskilled 
counterparts, choose destination countries based on factors such as job opportunities, 
income, colonial ties, immigration policies, stability, and career advancement, among 
others [17]. Hence, the book will explore the primary reasons for brain drain and 
suggest policies to mitigate it in developing countries.

5.  Conclusion

This book represents a collaborative effort by a multinational group of scholars 
aiming to contribute to the evolving discourse on the nature of work and the work-
place in the twenty-first century. Its chapters offer a blend of literature reviews, 
theoretical insights, and empirical findings drawn from diverse national contexts. 
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Chapter 2

Knowledge Management  
and Knowledge Leadership  
in the Fourth Industrial  
Revolution: Resolving the  
Automation-Augmentation Paradox
Hadi El-Farr and Kevin Sevag Kertechian

Abstract

As acknowledged by scholars and practitioners, the rise of artificial intelligence and 
cyber-physical systems has led to a shift from the third to the fourth industrial revolution. 
Knowledge management as a discipline evolved in the late twentieth century, reflecting 
the increasing importance of knowledge as a resource in the knowledge-economy era. 
This chapter explores how organizations manage their knowledge in the fourth industrial 
revolution, which arguably should differ from how they did in the 1990s. The paper 
will begin by identifying the major characteristics of the four industrial revolutions. It 
will then delve into organizations’ strategies for managing knowledge during the third 
industrial revolution. Subsequently, alternative knowledge management strategies will be 
highlighted to address the changes brought about by the fourth industrial revolution. We 
claim that organizations might decide to prioritize augmentation or automation, or we 
propose an organic relationship between both, calling for another approach to managing 
knowledge: DeParadoxication. By reviewing relevant literature, this chapter proposes a 
theoretical framework for knowledge management in the twenty-first century.

Keywords: artificial intelligence, industry 4.0, augmentation, automation, knowledge 
management, leadership, strategy, IT adoption, job design, employee skills

1.  Introduction

The rise of the knowledge economy in the 1990s stressed the importance of knowl-
edge as the most critical resource to achieve a competitive advantage [1]. Reflecting 
the central role of knowledge in production, the term knowledge management was 
introduced, highlighting the need for organizations to manage knowledge creation 
and exploitation actively [2]. Knowledge has always been a source of competitive 
advantage, even before the knowledge economy era. That said, the increased impor-
tance rose due to the growth in the service sector and knowledge-intensive industries 
[1]. Thus, developing advanced information technology solutions and the quality of 
embedded knowledge in workers, in addition to their willingness to share knowledge 
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and ability to create knowledge, arguably, became more important than financial and 
physical resources in competition. Stated differently, in the knowledge economy era, 
products and services are characterized by rapid obsolescence; therefore, the speed of 
knowledge creation and innovation and the dissemination of knowledge and its wide-
spread use within organizations, among other knowledge-intensive activities, are of 
greater importance to organizational competitiveness than any other resource [3].

Many scholars argue that we are in the fourth industrial revolution (Industry 
4.0), a term made famous by Klaus Schwab, the founder and chairman of the World 
Economic Forum [4]. The shift from the third to the fourth industrial revolution was 
caused by the development of several general-purpose technologies (GPTs), which 
infuse the physical world with the digital and biological [5]. Among those GPTs are 
artificial intelligence (AI), cyber-physical systems (CPS), intelligent robots, and 
advancements in nanotechnology and biotechnology, which enabled a major leap in 
innovation, automation, productivity, quality, efficiency, and customization [5, 6]. 
With the emergence of the fourth industrial revolution, knowledge management is 
far from being obsolete. The importance of knowledge in achieving a competitive 
advantage has been increasing exponentially. Agreeing with some scholars in the field 
of knowledge management, we argue that the approach to knowledge management 
should adjust to accommodate the technological advancements of the current era [7].

This chapter will begin with highlighting the major features of the first three 
industrial revolutions, leading to an in-depth presentation of the fourth industrial 
revolution. Then, it will present an overview of the knowledge management strategies 
debated in the third industrial revolution. The chapter will focus then on debating 
three knowledge management strategies to cater to the fourth industrial revolution. 
Afterward, the concept of knowledge leadership will be addressed, highlighting the 
best-fit leadership styles and roles in the digital era. Finally, the chapter will briefly 
present some technological and human challenges, with a focus on the essential role 
of leadership in managing those challenges and their interrelations.

2.  The first three industrial revolutions

An industrial revolution is marked by technological breakthroughs that lead to 
substantial shifts in the socio-economic landscape. Such innovations, termed general-
purpose technologies (GPTs), can be widely integrated into various industries (perva-
siveness), enhance productivity and efficiency (dynamism), and foster innovation 
and the development of diverse technical applications (complementarities) [8]. In the 
context of this chapter, we define an industrial revolution as the rise of multiple tech-
nological advancements that deeply transform the economy, particularly in terms of 
production methods, the creation or obsoleteness of new industries, and the impact 
on the workplace and workforce.

In essence, although the introduction of GPTs during each industrial revolution 
marks a significant surge in automation, productivity, and efficacy, it is essential to 
highlight that the pace at which organizations adopt these technologies can vary based 
on financial constraints and their ability to integrate innovations, among other fac-
tors. So, while some enterprises are at the forefront, leveraging cutting-edge technolo-
gies, others may still rely on tools from past industrial phases.

Before the first industrial revolution and the factory system, manufacturing took 
place within the domestic system, also referred to as the putting-out system or cottage 
industry. Craftsmen produced goods at home or in workshops. Merchant capitalists 
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used to deliver raw materials to craftsmen, who process them into final goods. Then, 
the merchant capitalist collects the goods, compensates the craftsmen, and sells the 
products in the market. The domestic system, thus, is characterized by high decen-
tralization, low efficiency, and low production capacity. That said, the knowledge 
of the entire production process is embedded in the artisan, and the production 
quality depends on their skill level, with a high ability for customization. Moreover, 
craftsmen had more control over their schedules and working methods, which meant 
merchant capitalists had a diminished role in directing the production process.

The Industrial Revolution, a transformative era, unfolded in three distinct phases, 
fundamentally reshaping society and the economy. The First Revolution introduced 
mechanization with steam power, the Second ushered in mass production with elec-
tricity, and the Third revolutionized industries with digital technology. Each phase 
marked a significant leap in technological advancement, collectively setting the stage 
for the modern industrialized world.

2.1  The first industrial revolution

The onset of the First Industrial Revolution, often termed Industry 1.0, can be 
traced back to the mid-eighteenth century, marked by significant innovations like 
the steam engine. Initially invented by Thomas Newcomen in 1712, the steam engine 
underwent transformative enhancements under James Watt in 1769 [9]. The era’s 
primary General-Purpose Technologies (GPTs) included steam and water power, 
facilitating the shift toward mechanized production. By the mid-nineteenth century, 
the embrace of steam engines and the factory system intensified, propelling industri-
alization to new heights by introducing the factory system.

These technological advancements ushered in heightened automation, lessening 
reliance on manual craftsmanship and amplifying production speed and efficiency. 
The outcome was a monumental increase in product diversity, volume, and afford-
ability. Steam engines became instrumental across multiple sectors, including textiles, 
transportation (like steam trains and ships), construction, farming, mining, and 
glassmaking [9]. This boom spurred a greater need for resources such as coal and iron. 
Consequently, cities grew as more people flocked to them for factory jobs, replacing 
the artisan-based workforce of yesteryears. This shift also birthed new socio-eco-
nomic divisions, notably the working class and the capitalist elites.

However, the gifts of the Steam Age came with their set of challenges. While 
production and transportation underwent revolutionary enhancements, there were 
adverse repercussions like heightened pollution, subpar working environments, mea-
ger wages, and the exploitation of child labor. These developments further deepened 
social disparities and introduced a range of societal concerns.

2.2  The second industrial revolution

The late nineteenth century heralded the onset of the Second Industrial Revolution 
frequently referred to as Industry 2.0, primarily propelled by the innovation of elec-
tricity. This pivotal change witnessed the shift from steam to electric power, bringing 
about a transformative wave in factory automation. The genesis of this transformation 
can be traced back to 1870 with the invention of electric generators and trains. This 
period also saw the introduction of assembly lines and a structured division of labor, 
leading to the large-scale production of goods. The work process became more stan-
dardized, tasks more simplified, and labor more task-specialized. In this framework, 
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workers were often perceived as mere cogs in the production wheel, required to pos-
sess only rudimentary skills for their specific tasks. One evident advantage of this was 
the substantial augmentation in productivity and operational efficiency.

Beyond just electrification, this era was marked by groundbreaking advancements 
in domains like steel manufacturing, chemicals, combustion engines, and communi-
cation [9]. This period birthed or significantly enhanced industries like automotive, 
aviation, construction, agriculture, and the oil and petrochemical sectors.

Building upon the foundations of the First Industrial Revolution, Industry 2.0 
further accelerated economic expansion and urbanization. This led to a surge in 
oil demand, and cities expanded, necessitating enhanced infrastructure. Products 
became more accessible to consumers due to their increased affordability. However, 
this period also brought challenges: deteriorating work conditions, rising unemploy-
ment, heightened work-related stress, and growing social disparities became more 
pronounced. Additionally, as with its predecessor, the era was marked by escalating 
environmental pollution and a worrying trend of resource exhaustion.

2.3  The third industrial revolution

The Third Industrial Revolution, often termed Industry 3.0 or the Digital 
Revolution, emerged in the mid-twentieth century, marked predominantly by the 
advent of microprocessors. This era witnessed a pivotal transition from primarily 
hardware-focused technologies to digitalization, heralding what many consider the 
dawn of the Information Age [9]. A benchmark moment in this revolution was around 
1970 when advancements in computers and automation systems reached a point of 
widespread industrial application. This period’s pivotal General-Purpose Technologies 
(GPTs) encompassed computers, the internet, advanced electronics, and robotics. 
This technological surge enabled the automation of complex tasks, fostering an era of 
specialized production combined with heightened efficiency.

These innovations allowed factories to operate with minimal human intervention. 
Concurrently, there was significant progress in both nuclear energy and sustainable 
energy sources. The demands of Industry 3.0 emphasized a more educated and highly 
skilled workforce, amplifying the importance of advanced education and training 
programs. Additionally, the revolution ushered in dramatic improvements in com-
munication, knowledge dissemination, storage, and analytical capabilities due to the 
evolution of information and communication technology.

Digital transformation reshaped numerous sectors, from e-commerce, digital 
and social media platforms, IT, and telecom, to biotech, 3D printing, green energy, 
financial services, healthcare, and manufacturing. These sectors have been reshaped 
through automation, advanced analytics, and advanced manufacturing technology. 
The ripple effects of Industry 3.0’s innovations persist, with many experts positing 
that we are still navigating this transformative period. A notable societal shift during 
this time has been a heightened consciousness about work-life harmony, environmen-
tal sustainability, and addressing socio-economic disparities.

3.  The fourth industrial revolution

In this twenty-first century, it’s undeniable that trends toward automation and 
digitalization are intensifying. However, there’s ongoing debate regarding whether we 
are navigating the Fourth Industrial Revolution or merely witnessing an extension of 
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the Third Industrial Revolution’s core technological advancements [8]. Despite dif-
fering views, a common consensus is that both productivity and customization are on 
an upward trajectory, bringing along substantial shifts in employment patterns and 
technological innovation.

Among those who advocate that we are amidst the Fourth Revolution, many 
emphasize a suite of interrelated technologies underpinning Industry 4.0, rather than 
a single predominant one. Prominent among these GPTs are artificial intelligence (AI), 
big data, the Internet of Things (IoT), cloud computing, machine learning (inclusive 
of deep learning), advanced robotics, cyber-physical systems (CPS), additive manu-
facturing, and blockchain [8, 10, 11]. Notably, AI and CPS stand out as particularly 
emphasized GPTs, as they are also inclusive of most of the previously mentioned GPTs.

The innovations have undeniably left a profound mark across various sectors, usher-
ing in enhanced intelligence in industries such as manufacturing, healthcare, transpor-
tation, energy, information and communication technology, as well as commerce. Most 
job roles will likely see shifts, with further automation of routine tasks and, notably, 
creative, and non-routine tasks that were once deemed uniquely human. Consequently, 
there’s a growing discourse about the requisite skills for the modern workforce and 
how frequently these skills might become outdated. This directly influences individual 
employability and raises concerns about heightened unemployment rates as technol-
ogy adoption and advancement accelerate. Moreover, Industry 4.0 raises significant 
concerns about the loss of craftsmanship and an increase in wage disparity [12]. An 
accompanying Figure 1 illustrates the core characteristics of the four industrial revolu-
tions, underscoring the consistent rise in automation through each phase.

Given the significant influence of both GPTs and the widespread agreement 
among scholars regarding their pivotal role in the fourth industrial revolution, the 
subsequent sections will delve deeper into the realms of AI and CPS. Furthermore, 
we’ll underscore the economic paradigm of this revolution, characterized by a transi-
tion toward mass personalization.

Figure 1. 
Major characteristics of the four industrial revolutions.
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3.1  Artificial intelligence

AI’s definition remains debated, with no universal agreement [13]. Typically, AI 
is perceived as a system that learns from past experiences, comprehends its environ-
ment, modifies based on new data, and makes decisions aligned with its designated 
objectives. Advanced AI systems exhibit autonomy, implying decision-making 
without human intervention. Depending on the AI’s sophistication, it might replace 
human activities, ranging from basic repetitive tasks to intricate cognitive ones. 
The ultimate objective is to enhance prediction quality while saving time and costs 
[13]. Therefore, a comprehensive AI definition suggests a system capable of partially 
or wholly substituting human roles, amplifying capabilities beyond traditional 
automation.

Numerous taxonomies have been proposed by both researchers and profes-
sionals. For instance, in 2017 PwC introduced a classification with four AI cat-
egories, based on human interaction levels with machine decisions and whether 
the AI merely automates existing tasks or explores new ones independently [14]. 
Therefore, the report provided four types of AI: assisted intelligence, automated 
intelligence, augmented intelligence, and autonomous intelligence, which are 
demonstrated in the following Figure 2.

Another classification is to differentiate between weak (narrow) and strong AI 
(general) [11]. Weak AI is systems designed and trained for specific tasks with no 
problem-solving capabilities. Strong AI are systems that can perform intellectual 
tasks such as reasoning, problem-solving, judgment, learning, and understanding 
natural language. Some theorized for a third type, which is super AI. Super AI is a 
system that is capable of duplicating humans in their creativity, social intelligence, 
and wisdom. It is noteworthy that strong and super AI systems are still theoretical 
and their innovation might not appear shortly [11]. Thus, current AI solutions may 
reduce the human element in production, but the total replacement of humans is not 
probable for the time being (Figure 3).

Alternatively, AI can be classified under reactive machines and limited memory. 
Reactive machines do not have the capacity to learn from past experience, while 
limited memory AI does have the ability to learn from data input and amend decisions 
accordingly. A typical example of reactive AI is machine learning models, and a typi-
cal example of limited memory is deep learning algorithms. Some added the theory 

Figure 2. 
Artificial intelligence forms based on human involvement and level of adaptability (adapted from: [14]).
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of mind and self-awareness systems, which might evolve in the future. The theory of 
mind suggests the development of AI systems that can have emotions, beliefs, desires, 
and mental capabilities, similar to what we identified before as super AI. Self-aware 
AI goes one step further by developing systems that have their own consciousness 
and emotions. Alternatively, AI could be categorized based on its function, such 
as machine learning, deep learning, neural networks, natural language processing, 
cognitive computing, robotic automation…etc. (Figure 4).

Decision-making in a system necessitates an algorithm, processing power, and 
relevant data for algorithm training. As algorithms grow more sophisticated and 
computers advance [15], the quality and quantity of the data become pivotal. A richer 
dataset ensures superior algorithm outcomes. However, AI concepts, like expert 
systems, machine learning, and neural networks, aren’t novel. Introduced around the 
mid-twentieth century, their evolution was previously constrained by the absence 
of substantial data and limited computational capacities [10]. With the advent of big 
data, permitting extensive data accumulation, coupled with amplified processing 

Figure 3. 
Major characteristics of weak, strong, and super AI systems.

Figure 4. 
Major attributes of reactive, limited-memory, mind-like, and self-aware AI systems.
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Figure 5. 
Simplified model of a cyber-physical system.

abilities, AI’s potential has surged dramatically [13]. Given the expected advance-
ments in data solutions and processing capabilities, future prospects seem brighter.

The era of digitalization witnesses exponential growth in data volume, speed, and 
diversity. Whether structured or unstructured, harnessing this data for knowledge 
extraction is invaluable. This extracted knowledge, besides being shareable, is a 
potent innovation catalyst. However, given big data’s sheer volume and complexity, 
conventional processing tools often fall short. Thus, advanced predictive analytics 
are essential to derive meaningful insights. The cloud further facilitates efficient big 
data storage and enhances accessibility, offering computational prowess and diverse 
IT tools. The pay-as-you-use nature of cloud services eliminates hefty initial IT 
infrastructure investments, especially benefiting small and medium enterprises with 
limited investment capacities for intricate IT solutions. Therefore, current AI devel-
opment and adoption was the result of several technological advancements that are 
interdependent to achieve the existing systems, and the future ones if they evolve.

3.2  Cyber-physical systems

CPS fuses the realm of physical processes with virtual computations [11]. This is 
done through several components: sensors, actuators, computation systems (AI sys-
tems), and communication networks, which enable them to interact with each other. 
Sensors are physical endpoints that monitor the surroundings and send data through 
the network to the computation system. The system will analyze the data and gener-
ate decisions to be implemented by the actuators, which are also physical endpoints. 
Prime examples of CPS include autonomous vehicles, sophisticated self-operating 
robots, and smart factories.

While CPS encompasses the concept of IoT, it emphasizes a deep synchronicity 
between hardware and digital computations. IoT refers to a network of devices, each 
boasting its unique digital identifier on the internet. Linked by specific protocols, 
these devices gather, disseminate, analyze, execute, and exchange information. This 
intricate web of interconnected devices amasses a treasure trove of insights, paving 
the way for further innovation. Beyond mere data logging and sharing, these devices 
can collaborate to oversee and fine-tune one another. In essence, IoT bridges the tan-
gible world with its digital counterpart, increasing optimization, efficiency, quality, 
and effectiveness, and minimizing the need for human operators [11]. The following 
Figure 5 provides a simplified CPS model.
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3.3  The economic model of the fourth industrial revolution

The GPTs mentioned earlier pave the way for enhanced mass customization in 
production. They even hold the promise of advancing to mass personalization, where 
products can be jointly developed with individual customers without driving up produc-
tion costs. Today’s consumers crave personalized experiences. The capability to under-
stand and cater to individual preferences while sustaining large-scale production became 
feasible primarily due to intelligent systems [12]. These systems have refined custom-
ization, evident in platform-based business models, online supply chains driven by 
real-time demand, and tools that involve customers in the design process [16]. Moreover, 
organizations that focus on customers rather than products, rely on consumer data and 
communication, and behavioral analysis to further cater to individual customers [17].

While many companies are yet to fully embrace mass personalization, many are 
pushing the boundaries of mass customization, aiming to serve increasingly specific 
niches and ultimately individual needs. Failing to do so might lead them to lose out 
to competitors, bear higher inventory expenses, and miss out on innovative break-
throughs, potentially eroding their market edge [18].

4.  What is knowledge management?

Although scholars differ in defining knowledge management, the consensus is that 
organizations should seek to extract the maximum value from their existing knowl-
edge and strive to add to their knowledge depository through knowledge creation and 
acquisition [19]. Doing so will achieve continuous innovation in products and services, 
which leads to achieving a sustainable competitive advantage. Some scholars presented 
knowledge management as a system or strategy with supporting processes to flourish 
knowledge-intensive activities within a firm [20–23]. Others looked at knowledge 
management as the active management or facilitation of a set of knowledge-intensive 
activities. A taxonomy of these activities could be grouped under three major ones: 
knowledge sharing (includes dissemination, usability, and accessibility), knowledge 
creation, and knowledge codification (includes transformation, storage, protec-
tion, and representation) [24]. For some, knowledge management should deal with 
knowledge as a resource, thus the focus should be on accumulating intellectual assets. 
Many scholars looked at knowledge management as active management of various 
knowledge types and their interaction and transformation, such as explicit knowledge 
vs. tacit knowledge and organizational knowledge vs. personal knowledge [22, 25–27].

Regardless of the definition, knowledge management focuses on two dimensions: 
information technology and human, and how to manage each and their interaction 
to maximize innovation, production, revenues, and profitability [28]. Management 
could flourish knowledge-intensive activities, whether embedded in humans and net-
works, information systems, or a combination of both, through formal and informal 
mechanisms. Formal mechanisms include strategy formation, processes, systems, 
rules, and procedures, and Informal mechanisms include the organizational culture, 
which includes norms and behaviors within and across teams and networks [28, 29].

4.1  How knowledge was managed during the first and second industrial 
revolutions?

Before Industry 1.0, the putting-out system was highly dependent on the embod-
ied and embrained knowledge that is embedded in the craftsman. Rarely any of 
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this knowledge is embedded and encoded in processes, structures, or documents. 
Therefore, the knowledge of the full production process was tacit in nature, which was 
hard to articulate and represents a trade secret owned fully by the artisan. Encultured 
knowledge was of less significance, as most production operations were based in house-
holds or small workshops. Moreover, each craftsman knowledge and skills are unique, 
which resulted in variations in quality and product differentiation, both dependent on 
the artisan’s level of skill. Merchant capitalists specialized in managing the supply chain 
and marketing, complementary yet completely separate processes from the production 
process. Due to the dominance of tacit knowledge, the transfer of knowledge took place 
through the apprenticeship process. The master artisan takes an apprentice, who would 
shadow and work under direct supervision. Thus, the process of learning was through 
intensive tacit knowledge exchange (imitation, mentorship, on-the-job training, trial 
and error…etc.), and gradual (from a novice to tradesman-in-training to master), which 
took years before the apprentice reached the level of mastery.

The introduction of machines during Industry 1.0 resulted in the automation of much 
of the knowledge previously held by craftsmen. For instance, tasks like knotting, cutting, 
and stitching, once done with simple tools by craftsmen, were gradually replaced by 
machines. This shift accelerated during the Second Industrial Revolution when machines 
became more complex, and assembly lines were introduced. Division of labor and time-
and-motion studies led to increased specialization in tasks, with employees performing 
simple, repetitive tasks that complemented the assembly line. As a consequence, much of 
the knowledge inherent in craftsmen’s skills was decoded and substituted by machines. 
The comprehensive knowledge of the entire production process was now owned by a new 
class of supervisors and managers [30]. These managers acted as agents of capitalists, 
overseeing planning, control, direction, coordination, resource allocation, scheduling, 
and staffing of operations to ensure efficiency, predictability, and consistency [31].

In this context, employees required only a few basic, easily trainable skills, reduc-
ing the need for extensive knowledge transfer among workers and making them 
readily replaceable. The critical knowledge for organizational success was now vested 
in managers and supervisors, and a significant portion of it was documented in pro-
cesses and documents, transforming it from personal to organizational knowledge. As 
a result, capitalists gained greater control over their investments, and organizations 
operated in a standardized manner, with reduced risk of losing essential knowledge 
due to employee turnover.

4.2  What are the proposed knowledge management strategies  
in the twentieth century?

Many scholars proposed various knowledge management strategies with the emer-
gence of the knowledge management concept in the 1990s. Most notable is the work 
of Hansen et al. who proposed two main strategies: codification and personalization 
[23]. The codification strategy follows an IT perspective on knowledge management, 
which aims to logically codify and store information in databases to increase its 
accessibility and widespread usability. In other words, the focus is to transfer tacit 
knowledge, which is embedded in employees, to explicit knowledge. The competitive 
advantage of codification is speed, reliability, efficiency, and quality control – aiming 
for standardization and competitive pricing.

On the other hand, the personalization strategy follows an HR perspective on 
knowledge management, which aims to rely on the knowledge embedded in employ-
ees, relationships, and managerial styles. Information systems are viewed here as 
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mere enablers to augment work, while the key factors are employee experience, 
networking, interaction, knowledge-sharing with others, and building a knowledge-
sharing culture. The competitive advantage of personalization is promoting creativ-
ity, uniqueness, and flexibility – aiming for customization and allowing higher 
pricing for differentiation. The following Figure 6 presents the major attributes of 
codification and personalization.

In reality, even when one strategy is dominant or primary, the other will act as sup-
portive or secondary. Hansen et al. warned that only one strategy should be dominant, 
for if management pushed for both, the result might be confusion and failure [23]. This 
standpoint was criticized by several scholars, stating that it is hard to neglect the desire 
of organizations to harvest the benefits of both strategies, stressing their equal impor-
tance [32]. Thus, some scholars proposed a combination strategy, where decision-
makers in organizations support both personalization and codification, utilizing each 
to the extent that it is useful to the activity, product, and context [19]. Another critique 
is that Hansen et al. focused on management consulting firms as a study sample, where 
such duality might not be applicable in other sectors, such as manufacturing.

Another foundational work is Nonaka’s and Takeuchi’s knowledge spiral model, 
which aims to increase knowledge sharing and creation within organizations, thus 
enabling them to innovate products and processes faster and sustaining their compet-
itive advantage [27]. They proposed the SECI process, which stands for socialization, 
externalization, combination, and internalization. Socialization is when employees 
share their tacit knowledge and transfer it to others’ tacit knowledge, through interac-
tion and mentorship. The receivers of tacit knowledge will embed it through imita-
tion, observation, and practice. This leads to externalization, where tacit knowledge 
is articulated, that is, transferred into explicit knowledge through dialogs and reflec-
tions. This explicit knowledge will be combined into documents and databases, which 
allows widespread dissemination. Finally, the explicit knowledge will be available for 
employees to internalize and transfer to their tacit knowledge through acquisition, 
sense-making, analysis, and reflection, leading them to be creative in generating new 
concepts and ideas; that is new tacit knowledge. That said, the four stages of the SECI 
model do not occur in a vacuum. They take place in groups and organizational con-
texts, referred to as “Ba”. Ba includes the mental space (including experiences, values, 
and ideas), the physical space, and the virtual space (such as databases, platforms, 
and informational and communication technologies) (Figure 7) [33].

Therefore, based on studying the manufacturing sector in Japan, which could 
be applied to various sectors and national cultures Nonaka and Takeuchi provided a 

Figure 6. 
Major attributes of the codification and personalization strategies (adapted from: [23]).
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strategy for how management should manage knowledge to make it more organiza-
tional and achieve a learning, creative, and innovative firm [33]. That said, a major 
critique of this model is that tacit knowledge conversion to explicit is never fully 
accomplished, as much personal knowledge and knowledge embedded in relation-
ships is hard to articulate and convert, and even the converted knowledge is subject to 
interpretation [33]. So, although the SECI model provides a framework to formulate a 
knowledge management strategy and implementation practices, hardly can someone 
claims its completeness and comprehensiveness in addressing knowledge manage-
ment activities.

Those are some of the many knowledge management strategies and frameworks 
that were proposed during the 1990s, which was during the third industrial revolu-
tion. Although their relevance is still valid to this date, we will argue that alternative 
strategies are more suitable for the fourth industrial revolution era, reflecting the 
substantial technological advancements of the twenty-first century.

5.  Knowledge management strategies for industry 4.0

In light of the opportunities and challenges presented by the fourth industrial rev-
olution, organizations must develop a strategic approach to Knowledge Management 
to harness the advantages and address the risks. The management of knowledge 
activities and processes is still influenced by two principal dimensions: the technolog-
ical and the human. AI and CPS are progressively assuming cognitive responsibilities 
once handled by humans, leading to increased automation. However, it’s important to 
note that AI and CPS also have the potential to enable augmentation, where humans 
and machines collaborate closely to accomplish tasks. As a result, automation and 
augmentation appear to represent two contrasting strategic directions for Knowledge 
Management, especially within the Human Resources dimension. The former seeks 
to minimize if not entirely replace human involvement, while the latter aims to retain 
and enhance human performance.

Figure 7. 
The SECI model of knowledge creation in organizations (adapted from: [25]).



23

Knowledge Management and Knowledge Leadership in the Fourth Industrial Revolution…
DOI: http://dx.doi.org/10.5772/intechopen.1005236

In line with these two dimensions, the industry 5.0 represents a significant shift 
from the automation and efficiency focus of Industry 4.0 toward a model that 
integrates human creativity and collaboration with smart technologies. This transi-
tion necessitates a nuanced approach to knowledge management, highlighting the 
importance of human-centric values, sustainability, and resilience. The progression 
from Industry 4.0 to 5.0 amplifies the importance of these processes but adds layers 
of complexity and opportunity, particularly in terms of leveraging human-machine 
collaboration. In Industry 5.0, KM must not only ensure that information flows effec-
tively but also that there is a symbiotic relationship between the cognitive and creative 
capabilities of humans and the analytical, data-processing powers of AI and machine 
learning systems. Additionally, the transition from Industry 4.0 to Industry 5.0 is not 
marked by a clear boundary but rather represents an evolving paradigm.

If the ultimate goal is achieving hyper-automation, which means automating 
nearly all organizational processes from start to finish, the result is a more efficient, 
logical, and comprehensive workflow [15]. This can lead to higher levels of qual-
ity control and faster production, potentially increasing profitability. However, 
machines, as they currently stand, have various limitations that prevent them from 
completely replacing humans. These limitations include areas such as emotional 
intelligence, comprehension, problem-solving, intuition, creativity, consciousness, 
and judgment. In essence, current AI solutions are specialized and lack commercial-
ized strong or super AI systems; these are still in the realm of theory and the future. 
Consequently, existing solutions excel in rule-based decision-making and managing 
structured and semi-structured tasks. Yet, they fall short when dealing with unstruc-
tured, complex, and ambiguous tasks due to their inability to adapt beyond their 
predefined algorithms.

Alternatively, the augmentation approach suggests harnessing the capabilities 
of machines while keeping humans in the loop to address the limitations mentioned 
earlier. However, the allure of automation is hard to resist whenever the opportunity 
arises to automate a task, offering greater benefits and lower costs. For the time being, 
humans, working alongside machines, are better equipped to handle tasks that are 
predicted for strong and super AI. They are better positioned to exercise responsibil-
ity, judgment, substantial reasoning, and complex decision-making thanks to their 
adaptability and interpersonal skills. The following Figure 8 outlines some advantages 
of both automation and augmentation, where the strengths of one approach can be 
seen as the weaknesses of the other, underscoring the inherent contradiction between 
these two approaches.

Recognizing the distinctions and conflicts between the automation and augmenta-
tion strategies, Raisch and Krakowski also emphasized their interconnectedness [15]. 
They contend that favoring one approach over the other restricts the potential to reap 
the advantages of both, as each can enhance the capabilities of the other. This inter-
relationship is highlighted through both the timing and the scope of implementation, 
which they debated under the following two scales: temporal and spatial.

5.1  Temporal scale

At a certain juncture, management may opt for augmentation when dealing with 
complex tasks that require the nuanced expertise of professionals, making them 
challenging to automate. Managers and experts collaborate with data scientists and 
engage with intelligent systems, where the output of these systems enhances their 
capabilities and knowledge. They assess the systems’ results, make choices based 
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on their expertise, and compensate for the system’s limitations. Over time, the 
intelligent system learns and refines its output, leading to a transition from aug-
mentation to automation, resulting in improved efficiency, precision, and overall 
effectiveness.

However, as time progresses, circumstances can evolve, and the intelligent sys-
tem’s output may no longer lead to optimal outcomes. This can be attributed to the 
limited capacity of systems to adapt to significant contextual changes. At this stage, 
augmentation is reintroduced to restore optimized results that align with the evolv-
ing context. This shift from augmentation to automation and, subsequently, from 
automation to augmentation forms a cyclical relationship. Therefore, the assertion is 
that to sustain long-term performance, organizations should effectively manage the 
periodic transitions between these two approaches.

5.2  Spatial scale

Tasks are interconnected, and when one task is automated, managers and experts 
engage with the inputs and outcomes of the automated task to carry out other 
related tasks that come before or after it. This interaction leads to an enhancement 
of their performance in the adjacent preceding or subsequent tasks. Furthermore, 
the ongoing collaboration between humans and machines serves to fine-tune the 
automated outputs, as experts adapt the input tasks based on their assessment of the 
results.

For instance, the process of problem-solving involves three primary sequential 
tasks: defining the problem, generating alternative solutions, and choosing the best 
solution. If automation is applied to the task of generating alternative solutions, 
decision-makers input the problem definition and constraints into the system and 
then select from the alternative solutions provided by the system. The interaction 
between decision-makers and the system empowers them to improve the task of 
defining the problem and the task of selecting the best solution. Additionally, draw-
ing from the input and output, decision-makers propose adjustments to enhance the 
efficiency of the automated task of generating alternative solutions.

Figure 8. 
Major advantages of automation and augmentation.
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5.3  The automation-augmentation co-existence

The shift from automation to augmentation and vice versa is conditional to the 
optimization of the tasks’ effectiveness and efficiency. It is also important to highlight 
that current AI solutions cannot fully replace humans, as they have not reached the 
point of singularity, which is hard to reach, if ever, in the foreseeable future. Thus, 
automation will always co-exist with augmentation, where some tasks are easier to 
automate, and others are optimal to keep augmented. Also, as highlighted before, the 
cyclical relationship between both is vital to keep optimization and sustain competi-
tive advantage.

5.4  What are the knowledge management strategies in the fourth industrial 
revolution?

The aforementioned debate leads us to distinctively identify three Knowledge 
Management strategies. The first takes the approach of automation, aiming to reach 
hyper-automation to the fullest extent possible. Some Scholars referred to this 
approach as “Robonomics”, where overwhelming production is achieved through 
robotics, artificial intelligence, and automation technologies [11].

The second strategy recognizes the importance of embracing technologi-
cal advancements to enhance and amplify human performance. This approach 
encourages high levels of interaction between humans and machines, constituting 
a knowledge management strategy labeled as “Cybernetication.” Cybernetication 
seeks to augment human capabilities through artificial intelligence systems and 
robotics. Some scholars even anticipate that the future development and widespread 
adoption of general-purpose technologies such as virtual and augmented realities, 
cobots, cognitive systems, brain-computer interfaces, cybernetic implants, wearable 
technologies, and genetic modifications will propel a significant leap in augmentation 
and human-machine interactions, potentially paving the way for the fifth industrial 
revolution [12, 17].

The choice between hyper-automation and Cybernetication represents a tradeoff 
in approach. Management decisions may lean toward using AI to reduce human 
involvement and enhance efficiency, or they may prioritize augmenting human 
abilities and increasing human-machine interaction. Raisch and Krakowski presented 
these two approaches as a paradox, highlighting their contradictory yet intercon-
nected and complementary nature, an argument supported by their temporal and 
spatial scales [15].

A third Knowledge Management strategy emerges, labeled as “DeParadoxication.” 
This strategy aims to resolve the contradictions between the two approaches and 
effectively manage their interplay and transitions. In other words, under the third 
Knowledge Management strategy, management seeks to minimize the tension 
between automation and augmentation by selectively adopting one approach over 
the other for specific tasks and timeframes. It also manages the transition between 
these approaches as needed. Moreover, this approach appears to be the most suitable 
strategy for achieving mass personalization, given its adaptability and efficiency.

The following Figure 9 illustrates these three strategies within KM 4.0, replacing 
the strategies prevalent in the twentieth century (codification, personalization, and 
combination). These strategic alternatives align with the shift from Industry 3.0 to 
Industry 4.0, reflecting the widespread adoption of Industry 4.0 General-Purpose 
Technologies.
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6.  Knowledge leadership

When discussing strategies for managing knowledge, it is essential to emphasize the 
crucial role of leadership in shaping the vision, goals, and values related to knowledge 
[33]. “Knowledge leaders”, also referred to as “e-leaders”, influence others to achieve 
what needs to be done to manage organizational knowledge. Being in a position of 
influence and decision-making power, leaders contribute to the cultural and structural 
contexts to flourish knowledge sharing and creation [34]. Additionally, the increas-
ing frequency and advancements in information technology have placed pressure on 
leaders to adapt their leadership styles and use their influence to bring about changes in 
attitudes, behaviors, and performance at all levels, including individuals, groups, and 
the organization as a whole [35]. Moreover, it’s not just that technology impacts leader-
ship; leadership also has a significant influence on how technological solutions are 
integrated into organizational structures and behaviors, leading to the social construc-
tion of technological solutions throughout the change management process [35].

The literature focuses on leadership styles and behaviors that work best to create 
knowledge-creating and learning organizations, by focusing on influencing individu-
als, groups, and networks and creating processes and norms to support the creation 
of tangible and intangible knowledge assets. It should be noted that considering the 
diverse approaches to knowledge management strategies, the role and style of leader-
ship may differ significantly in each case. Furthermore, these leadership roles may 
evolve based on the changes required to achieve optimization and competitiveness 
at different phases of knowledge creation or in response to alterations in knowledge 
management strategies driven by internal and external contextual factors.

Figure 9. 
Industry 4.0 knowledge management strategies: HyperAutomation, Cybernetication, and DeParadoxication.
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6.1  What is the best leadership style to manage knowledge?

Several organizational factors influence successful digital changes, such as orga-
nizational culture, background, external environment, market competition, and 
technological advancement [36]. Among those, organizational leadership tends to be 
the most cited factor. There is a lot of debate in the literature on the best leadership 
style to flourish innovation and ensure the adoption of new technologies. That said, 
transformational and shared leadership styles are empirically the most effective for IT 
innovation, adoption, and implementation [34, 37].

In this context, transformational leadership influences employee behaviors and 
values beyond self-interest to care for organizational well-being, thus increasing 
the process of knowledge sharing and innovation and minimizing resistance to IT 
adoption. Shared leadership is also stressed due to the increasing level of complexity, 
where leadership roles shift based on the situation, making leadership contingent, 
dynamic, mutual, and emergent [37]. Various leadership styles are not distinc-
tive alternatives, as they could be connected and complimentary to each other. 
Transformational leaders focus on individuals and groups, intellectually stimulating 
and inspiring them to be innovative and participative in the process of change [37]. 
This leads them to own the change initiative and jointly work toward achieving 
the goals and organizational objectives, thus acting in a shared leadership mode. 
Moreover, other scholars highlighted the importance of charismatic, distributed, 
empowering, visionary, and servant leadership styles to support knowledge manage-
ment initiatives, such as in supporting the knowledge sharing and creation processes 
and the new IT systems’ adoption [34, 36]. Those leadership styles are also not contra-
dictory and they enforce transformational and shared leadership, which are needed to 
achieve successful innovative and technological changes.

Many scholars focused on the roles, skills, and attributes of knowledge leaders. 
The most common roles are being visionary and strategic in designing and imple-
menting a knowledge management strategy [34]. This vision is then implemented by 
influencing employees to adopt it, collaborating, and participating in translating the 
vision into goals and implementation tactics. Other leadership roles are essential in 
the process, such as being an effective communicator, change agent, motivator, coach 
and mentor, learner, facilitator of learning, intellectual stimulator, educator, sup-
porter, role model, and technologist [34]. As for skills, soft skills were mostly stressed 
in the literature, especially when it comes to networking and communication skills, 
both face-to-face and through digital media. Moreover, e-leaders should be skilled in 
high-speed decision-making, and effectively managing disruptive change, connectiv-
ity, and teams (both in-person and virtual) [35]. Some common knowledge leaders’ 
attributes are being resilient, creative, initiative, competitive, trustworthy, trusting, 
humble, ethical, and empathic [34].

Although most of the abilities, skills, and roles are people-oriented, suggesting a 
similar yet evolutionary track of the trend of leadership studies in the past decades, the 
new phenomenon is the high inclusivity of digital communication and platforms and the 
high decentralization and openness of organizations. More so, there is a return to techni-
cal skills when it comes to effective leaders. Knowledge leaders should be able to under-
stand and use various digital solutions, but also, need to stay updated with technological 
advancements, monitoring any that need to be adopted to ensure a sustainable competi-
tive advantage. The combination of mastery of current IT solutions and the ability to be 
up-to-date with new advancements put the e-leader under the need for lifelong learning 
of digital and technical skills [35]. Leaders at various levels need to highly coordinate 
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with IT specialists, who are now positioned, more than ever, in a strategic role. This is 
true whether the technological solutions are leading to more automation, augmenta-
tion, or both. The adoption of IT solutions has both technical and human dimensions to 
ensure its success, and the interaction between both dimensions is inevitable.

6.2  Technological challenges

To remain competitive, organizations must increase their investments in AI and 
CPS solutions, to enhance automation and augmentation. One significant factor influ-
encing the adoption of these new solutions is their cost. Another crucial consideration 
is determining which tasks should be automated, and conducting a comprehensive 
cost-benefit analysis, considering both short-term and long-term implications.

It is imperative to assess how the automation of a specific task will impact other 
tasks, with a focus on generating value by minimizing costs and/or enhancing dif-
ferentiation, all while minimizing disruptions and negative side effects [15]. This 
approach ensures sustainable competitiveness. Furthermore, the availability of high-
quality data is a key determining factor, as any algorithm, regardless of its complexity, 
will be ineffective without access to robust data sources.

Adopting a new solution or upgrading an existing one carries a socio-technical 
dimension that cannot be underestimated [13]. Several important questions must be 
addressed, such as:

1. Why is a new IT solution necessary, and how will it impact tasks and 
 productivity?

2. Is the organizational culture adaptable enough to embrace the new solution?

3. What change management techniques are required to minimize resistance and 
foster acceptance?

4. Do employees possess the necessary complementary and augmented skills? If 
not, what is the plan for acquiring and developing these skills?

5. Is the current organizational structure and existing procedures compatible with 
the new solution? If not, what changes are necessary, including potential restruc-
turing of departments and jobs, and adjustments to procedures, to ensure the 
effective integration of the AI solution?

6.3  Human challenges

Automation and augmentation necessitate significant reskilling efforts, requir-
ing the workforce to acquire new skills, upskill, or even deskill to complement AI 
solutions effectively. In the context of Industry 4.0, many scholars emphasize the 
importance of soft skills and abilities since most hard skills can be readily replaced by 
machines [38]. This assertion holds true, particularly regarding cognitive and social 
skills, which remain challenging to replicate using automation. Among the most 
frequently cited irreplaceable skills are leadership, teamwork, collaboration, experi-
mentation, problem framing, complex problem-solving, networking, creativity, 
abstract and design thinking, interpersonal and emotional intelligence, communica-
tion, and mentoring. Furthermore, certain abilities continue to be deemed crucial, 
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such as adaptability, responsibility, the ability to learn, sensemaking, insightfulness 
and intuition, critical thinking, and integrity. Overall, employees with skills that 
are easily replaceable by machines face a higher risk of job displacement. The more 
advanced the technical solutions adopted by a company, the less need there is for a 
large workforce, with an increased focus on the quality of employees.

However, organizations that lose subject-matter expertise may encounter sig-
nificant setbacks that could result in a competitive disadvantage, even if they have 
successfully automated hard skills [15]. It’s important to note that if the context 
changes, hard skills are necessary to adjust AI solutions. Additionally, for augmenta-
tion, a deep understanding of how automated tasks function is vital for making 
necessary adjustments to their inputs and outputs. In essence, human knowledge and 
hard skills continue to play a critical role in exercising judgment and responsibility 
since machines are currently incapable of adapting their rules and purpose. Some 
argue that AI-generic solutions could replace AI-specific solutions, but achieving 
general intelligence equivalent to human intelligence remains a complex and ongoing 
experiment.

Therefore, it is essential to maintain a minimum level of human capital with hard 
skills, especially organization-specific hard skills are not easily acquired on demand 
due to the time-consuming learning and experience curves. As a result, the number 
of experts required may decrease due to automation or augmentation, but the level of 
expertise that must be retained will need to be at a higher level. Some key hard skills 
that are still in demand include high-level technical expertise (subject-matter knowl-
edge), interpretive and investigative reporting, digital literacy, analytics, and strategy 
development.

For knowledge leaders, a significant challenge lies in HR planning, encompassing 
both workforce planning and job design. Striking the right balance is essential, as 
organizations must retain key, specialized talent while also maintaining functional 
and numerical flexibility. This necessitates the adoption of various staffing tech-
niques, such as outsourcing, contracting, offshoring, and strategic partnerships. 
Achieving this balance is critical for maintaining competitiveness while enhancing 
workforce flexibility and efficiency.

7.  Conclusion

This chapter commences with an exploration of the first three industrial revolu-
tions, culminating in an extensive discussion of the fourth industrial revolution. It 
places a particular emphasis on Artificial Intelligence and Cyber-Physical Systems 
as the primary General-Purpose Technologies of Industry 4.0. Subsequently, it 
delves into the concept of knowledge management and provides an overview of how 
knowledge was managed during the initial two industrial revolutions. The discus-
sion then shifts to major knowledge management strategies that were implemented 
during Industry 3.0, underlining the necessity for a novel approach to knowledge 
management in Industry 4.0 due to the emergence and adoption of technological 
advancements.

Within this context, three distinct knowledge management strategies are pro-
posed: HyperAutomation, Cybernetication, and DeParadoxication. HyperAutomation 
strives to maximize automation, minimizing human involvement to the greatest 
extent possible using current technological solutions. However, achieving this 
goal can be challenging, given the existing limitations of narrow-focused artificial 
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intelligence systems. Future advancements in general-purpose systems, including 
strong or even super AI, remain theoretical and experimental but hold promise for 
realizing HyperAutomation.

Conversely, Cybernetication seeks to enhance human capabilities through techno-
logical means, such as AI and robotics. Further developments in this domain may lead 
to even more augmented employees, potentially involving cybernetic implants, wear-
able technologies, and genetic modifications. Many experts argue that such advance-
ments could usher in the Fifth Industrial Revolution and may come to fruition sooner 
than the development of strong or super AI systems.

The third strategy, DeParadoxication, focuses on resolving the contradictions 
between automation and augmentation, effectively managing their interplay and 
transitions. This strategy, arguably the most complex to manage, due to its highly 
disruptive nature, necessitates continuous change management, encompassing both 
structural and cultural adaptation. Nevertheless, it is argued to be the most effective 
way to sustain a competitive advantage in the current era.

The chapter underscores the critical role of knowledge leaders in orchestrating the 
change required to embrace new IT solutions. It is suggested that the most effective 
leadership styles are transformational and distributed, with a focus on highlighting 
the significant roles, skills, and attributes of effective e-leaders. Additionally, the 
chapter ends with identifying some of the challenges faced by knowledge leaders in 
both the IT and HR dimensions, where both dimensions are undeniably interrelated 
due to the high human-machine interactions required in Industry 4.0.
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which permits unrestricted use, distribution, and reproduction in any medium, provided 
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Chapter 3

Dissecting the Paradox of Progress: 
The Socioeconomic Implications of 
Artificial Intelligence
Kevin Sevag Kertechian and Hadi El-Farr

Abstract

The rapid ascent of artificial intelligence (AI) and other general-purpose 
technologies has marked the advent of the fourth industrial revolution, triggering 
substantial transformations in business practices and productivity potential. While 
these emerging technologies offer numerous benefits, they also present a range of 
threats, concerns, and challenges. This chapter aims to investigate the dark side of 
the fourth industrial revolution, based on the available literature. One major concern 
revolves around employment, encompassing the potential rise in unemployment 
rates and the emergence of structural unemployment. The set of skills needed 
for the changing nature of work is significantly different, thus there is a need for 
rapid reskilling and deskilling to ensure the future employability of the existing 
workforce. Furthermore, high dependence on machines might lead to major ethical 
concerns, including, but not limited to, breaches of privacy and discrimination. 
More so, high unemployment might lead to further social and income inequalities, 
relegating many to the lower class and decreasing their purchasing power, while 
placing few in the upper class.

Keywords: artificial intelligence, fourth industrial revolution, discrimination, income 
inequalities, unemployment

1. Introduction

According to a survey conducted by McKinsey in 2022, there has been a remark-
able surge in the adoption rate of artificial intelligence (AI). In 2017, a mere 20% of 
the respondents reported incorporating AI in at least one business area. However, this 
figure has more than doubled since then, currently standing in 2022 at 50% [1].

Undoubtedly, AI is poised to become the dominant force in the business landscape 
in the foreseeable future. AI has emerged as a highly disruptive innovation, it offers 
vast and unparalleled possibilities for transformative advancements and substantial 
enhancements across numerous industries [2]. Consequently, an imperative need 
arises for a meticulous examination of the ramifications of AI across a wide spectrum 
of organizational hierarchies and societal domains. Equally crucial is the thorough 
identification and comprehension of the prevailing downsides inherent to AI, 
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including but not limited to the potential reduction in employment opportunities and 
the emergence of ethical dilemmas (i.e. socioeconomic factors) [3].

Socioeconomic factors are key elements that significantly impact individuals, com-
munities, and societies. These factors shape various aspects of life, including opportu-
nities, well-being, and development. They encompass social and economic conditions 
that define the fabric of societies, influencing areas such as education, employment, 
income distribution, healthcare, housing, social mobility, equity, economic develop-
ment, and environmental sustainability. By understanding and analyzing these fac-
tors, we gain valuable insights into the intricate dynamics that affect people’s lives and 
society. This chapter will center on AI and its impact on various work-related factors, 
including unemployment, wage disparities, and discriminatory practices.

The development of AI occurs within the context of what Klaus Schwab suggests 
as the emergence of the fourth industrial revolution (4IR) [4]. This ongoing revolu-
tion has led to the convergence of multiple interrelated digital technologies, facilitated 
by remarkable advancements in computing power and the cost-effective networking 
of objects. This convergence, combined with the massive volumes of data being 
generated, catalyzes the rapid growth of AI technologies. As a result, the automation 
of numerous complex tasks has become possible.

The objective of this chapter is to shed light on the negative aspects that AI brings 
to various socioeconomic domains. To achieve this, we conducted a comprehensive 
review of the literature to present a broader perspective on the potential landscape 
of AI and its adverse consequences on different socioeconomic factors. It is crucial to 
address these negative effects, as previous studies have predominantly emphasized 
the positive impact of AI [5–8], leaving the examination of its negative aspects on 
socioeconomic factors relatively unexplored.

2. The fourth industrial revolution

Modern history has witnessed three influential industrial revolutions that have 
had a profound impact on our society [9]. The initial revolution (1760), characterized 
by the utilization of water and steam power, revolutionized mechanical production. 
One notable example of this revolution is the development of the steam engine by 
James Watt, which paved the way for advancements in transportation, manufactur-
ing, and agriculture. The second industrial revolution (1870) emerged with the 
widespread adoption of electricity and the implementation of mass manufacturing 
techniques through the division of labor. This period saw remarkable innovations, 
such as the assembly line introduced by Henry Ford, which revolutionized the 
automotive industry and accelerated production rates. The third industrial revolu-
tion (1969), driven by the integration of information communications technology 
(ICT) and electronics, ushered in an era of customized and specialized manufactur-
ing processes. One significant example of this revolution is the rise of 3D printing, 
enabling the production of intricate and tailor-made products with reduced costs and 
increased efficiency [10]. These industrial revolutions have not only transformed the 
manufacturing landscape but have also had profound societal implications, shaping 
economies, lifestyles, and global interconnectedness [9, 11]. They serve as milestones 
in our history, marking significant shifts in technological advancements and paving 
the way for further progress in various sectors of the economy.

The fourth industrial revolution is now underway, building upon the digital revolu-
tion of the past century. It is characterized by the convergence of technologies that 
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blur the boundaries between the physical, digital, and biological realms. This ongoing 
transformation represents not merely an extension of the third industrial revolution, 
but rather a distinct and separate phase, driven by three key factors: velocity, scope, and 
systemic impact [12]. The velocity of progress in the fourth industrial revolution sur-
passes anything seen in history. Unlike previous industrial revolutions that followed a 
linear trajectory, this revolution is unfolding at an exponential pace. Its impact extends 
far beyond individual industries, disrupting and reshaping virtually every sector 
worldwide. The breadth and depth of these changes herald a complete transformation 
of entire systems of production, management, and governance [4]. However, caution 
is advised. As Schwab aptly emphasizes, the fourth industrial revolution embodies a 
realm of boundless promises intertwined with an array of potential perils [4].

In his 1907 book “L’évolution créatrice”, Bergson astutely pointed out that “intel-
ligence... is the faculty of making artificial objects, especially tools to make tools, 
and to vary its production indefinitely” [13]. Taking everything into account, it can 
be argued that humans were inherently destined to develop artificial intelligence, 
as we are what Bergson referred to as homo faber. Similarly, Benjamin Franklin used 
the term “toolmaking animals” to describe the human condition. Sooner or later, AI 
would have inevitably emerged, although neither Bergson nor Benjamin Franklin 
could have envisioned the remarkable achievements of contemporary AI.

In the context of the fourth industrial revolution, artificial intelligence emerges 
as the leading force, offering a multitude of possibilities. While it is important to 
recognize the presence of other general-purpose technologies (GPTs) in Industry 4.0, 
such as big data, the Internet of Things (IoT), machine learning, and cyber-physical 
systems [13, 14], our primary focus in this chapter is on AI. It is worth noting that 
Industry 4.0 refers to the manufacturing and production systems established during 
a period dominated by the fourth industrial revolution, and although Industry 4.0 
and 4IR are not synonymous, they are complementary as Industry 4.0 is a part of the 
broader 4IR [13]. Generally speaking, AI is defined as “the knowledge and techniques 
developed to make machines “intelligent,” that is to say able to function appropriately 
also through foresight in their environment of the application” [15]. Alternatively, 
AI can be described as a multifaceted interplay with humans, encompassing four key 
characteristics [13]:

1. Standards: AI possesses advantages over humans in certain areas, allowing it to 
cover a broader range of tasks, particularly evident in sectors like production.

2. Substitution: AI serves as a complete replacement for human tasks, particularly 
evident in the automation of low-skilled jobs.

3. Superiority: human intelligence, including emotional intelligence such as 
empathy, still surpasses AI because these traits are intricate and challenging to 
 replicate.

4. Synthesis: humans and AI collaborate harmoniously, combining their strengths 
to yield enhanced business outcomes.

In the realm of human resource management (HRM), the emergence of artificial 
intelligence (AI) has proven to be a game-changer, significantly boosting efficiency 
and effectiveness [14]. Rather than viewing AI as a replacement for human interac-
tion, it should be seen as a strategic tool that enhances it [16]. One notable example 
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is the integration of smart chatbots, which can provide invaluable support in making 
strategic HRM decisions [17]. By leveraging AI technologies strategically, organiza-
tions can revolutionize their HR practices, streamline processes, and unlock new 
possibilities for success.

The upcoming section will examine the influence of AI on individuals, initially by 
exploring its impact on HRM in organizations and subsequently by taking a broader 
perspective to analyze how AI affects socioeconomic factors.

3. AI impact on human resources

3.1 Artificial intelligence and impacts in HRM

The HR function within organizations holds a pivotal role that extends far beyond 
mere administrative tasks. In today’s context, HR is viewed as a strategic business 
partner, tasked with ensuring an organization’s success and competitive edge through 
its workforce. However, the advent of AI has significantly disrupted this traditional 
paradigm. As tasks that were once performed exclusively by humans are now being 
efficiently completed by AI, the HR function must adapt to this transformation to 
remain effective in its mission of providing a skilled and equipped workforce.

The field of artificial intelligence offers a vast array of possibilities, and significant 
advancements have already been made in various domains, such as video games [14], 
vehicles [12], and content generation [15]. Beyond just a few areas, AI can be likened to a 
true “tidal wave” in the context of the fourth industrial revolution, exerting its influence 
on every aspect of our lives, both near and far [16]. Hence, a more nuanced perspective 
emerges regarding the impact of AI in human resource management (HRM).

The utilization of AI in HRM is situated within a broader framework known as 
“algorithmic management,” which facilitates the implementation of “people analyt-
ics” [17]. People analytics, a practice adopted by organizations globally, involves 
leveraging employee-related data to enhance workforce management [18]. Through 
the integration of AI, decision-making processes in HRM have been elevated by lever-
aging people analytics, leading to an intensified approach known as learning analyt-
ics. This approach entails continuous analysis of human tasks within organizations to 
identify patterns and make predictions [19, 20]. It is safe to say that both scholars and 
practitioners in the field of AI in management anticipate significantly more positive 
organizational outcomes from AI than negative ones [21].

Several recent studies have highlighted significant limitations in the impact of 
decision-making processes within work settings, especially in the realm of HRM 
functions that directly influence individuals’ socioeconomic facets, such as job 
promotions and employment prospects.

In their study on AI and decision-making, Bankins et al. [22] discovered that AI is 
generally perceived as an inadequate decision-maker when the outcome is negative. 
Participants specifically cited AI’s reliance on incorrect or irrelevant data, its lack of 
respect or ability to express respect/disrespect, its deficiency in emotional intelligence, 
and its perceived incompetence in making decisions [22]. However, when AI produced 
a positive outcome, regardless of whether it contradicted a negative outcome from 
a human or another AI decision, participants were more inclined to trust it and had 
higher perceptions of interactional justice [22]. In their 2 × 2 × 6 design, Bankins et al. 
[22] did not find any significant differences among the six evaluated HRM functions, 
which included recruitment and selection, training, performance management, work 
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allocation, firing, and promotion. These results are crucial as they offer more insights 
into the theory of machines [23], which pertains to how people perceive the distinctions 
between human and algorithmic judgments in terms of input, process, and output [23].

In their systematic literature review, Giermindl et al. [21] raised concerns among 
scholars and practitioners regarding the limitations of people analytics within the 
realm of AI and human-algorithmic management. They emphasized that people 
analytics should not be seen as a one-size-fits-all solution for improved management. 
Instead, they acknowledged the shift toward AI-driven people-centered analytics but 
cautioned that it currently creates an illusion of control by providing a false sense 
of certainty and reductionism through the erroneous linking of unrelated events. 
Giermindl et al.’s [21] research also revealed that the extensive amount of data gath-
ered and analyzed by AI and algorithms tends to reinforce a self-fulfilling prophecy 
rather than focusing on employee competencies. Furthermore, this reliance on past 
data to predict future events results in a “profound deference to precedent” [24], mak-
ing the deciphering of gathered data increasingly challenging, even for specialists.

Moreover, people analytics significantly diminishes employee autonomy, creativity, 
and decision-making latitude, leading to “reactive chains of action” instead of self-
reliant and self-organized behavior aligned with employees’ self-determination [21]. 
Over time, this erosion of trust among employees and in their decision-making abilities 
becomes increasingly apparent as they feel socially pressured to “listen” to machines, 
gradually leading to a form of digital Taylorism, where creative and intellectual tasks 
are subjected to the same rigid processes as routine work [25]. Nowadays algorithmic 
management is applied in HRM for resume screening [26], assessing the fit between 
employees and tasks [27], establishing performance management [28], and dealing 
with compensation [29]. Problems can arise within these processes such as discrimina-
tion [30, 31], due to the reinforcement of biases that in turn foster inequalities [32].

Research has shown that AI-based hiring tools may inadvertently discriminate 
against certain demographic groups. For example, as reported by Dastin [33], Amazon’s 
AI recruitment tool displayed gender bias, penalizing resumes that included terms 
commonly used by women. Similarly, a study by Obermeyer et al. [34] revealed that 
an AI-based algorithm used in healthcare was racially biased, leading to lower care 
recommendations for Black patients compared to white patients with the same level of 
health. The issue of discrimination in AI extends beyond hiring. For instance, AI-driven 
performance evaluation systems might inadvertently reward or penalize employees 
based on factors unrelated to their actual performance. This can have adverse effects on 
employee morale, engagement, and career advancement opportunities.

From the HR perspective, there is notable resistance among employees toward 
AI and algorithmic management in general [35, 36]. This resistance stems from 
employees’ inherent distrust toward AI, as its rapid integration into various indus-
tries has disrupted established working routines [37, 38]. As a result, employees may 
resort to deviant behaviors, such as knowledge hiding [39], as a means of coping. 
Unfortunately, this resistance and disruption also take a toll on employees’ overall 
well-being [40, 41]. Recognizing and addressing these concerns is crucial for foster-
ing a harmonious and productive work environment.

4. AI socioeconomic impacts

As noted by Giermindl et al. [21], basing hiring decisions solely on past data has 
resulted in the formation of groups composed of individuals from similar social 



The Changing Landscape of Workplace and Workforce

40

backgrounds. This phenomenon, known as homosocial reproduction, directly pro-
motes homophily and contributes to the emergence of discriminatory practices. The 
decision-making process is highly biased, further exacerbating these issues [29, 42]. 
The increasing presence of algorithms in the hiring process poses an even greater 
risk of discrimination. Similarly, we found in the literature that AI-based surveil-
lance technologies can disproportionately target and marginalize certain communi-
ties, leading to privacy concerns and potential discrimination. For example, facial 
recognition systems have been criticized for their higher error rates on individuals 
with darker skin tones, leading to potential adverse consequences for marginalized 
 communities [43].

As algorithms become more omnipresent, the aforementioned tendencies are 
expected to intensify. Consequently, social and economic categorization will be rein-
forced, exacerbating overall inequality and leading to increased social and economic 
isolation for those who are already marginalized [24, 29, 44]. In the same vein, the 
digital divide can result in marginalized communities having limited access to AI 
technologies and the opportunities they provide. Lack of access to AI-driven services 
and resources can further marginalize already disadvantaged individuals [45].

The widespread adoption of AI technologies in various domains has raised sig-
nificant privacy concerns. AI systems often require vast amounts of data to train and 
improve their performance, and this data can contain sensitive personal informa-
tion. This raises potential risks of data breaches, unauthorized access, and misuse of 
personal data. One notable area of concern is AI-powered surveillance technologies. 
Facial recognition systems, for example, can capture and analyze people’s faces in 
real-time, leading to concerns about privacy and surveillance. A study by Kroll et al. 
[46] highlighted that facial recognition systems can suffer from racial and gender 
bias, potentially exacerbating existing privacy and discrimination issues. AI-powered 
personal assistants, like virtual voice assistants, have also raised privacy concerns. 
These systems typically process voice recordings to improve their performance, but 
this data collection can raise questions about user privacy and data retention policies 
[47]. Nonetheless, AI-driven cybersecurity systems may raise privacy concerns as 
they often process vast amounts of data, including personal information, for threat 
analysis. It is essential to ensure that privacy regulations are upheld while using AI in 
cybersecurity [48], therefore, keeping safe individual-level information is considered 
a key element [49].

The rapid computerization witnessed at the turn of the twenty-first century has 
exacerbated wage inequality, creating a divide between those who have embraced 
technology and those who have not [50, 51]. A similar trend is expected to emerge 
with the rise of Artificial Intelligence [52]. In a 2016 paper by Brougham and Haar, 
they introduced the concept of “Smart Technology, Artificial Intelligence, Robotics, 
and Algorithms” (STARA), estimating that by 2025, one-third of existing jobs could 
be replaced by STARA. While the previous discussion focused on the impact of AI 
and algorithmic management on HRM professionals and employees, it is crucial to 
recognize that individuals’ social lives will be greatly affected. Surviving and thriving 
in the fourth industrial revolution (4IR) era will require a necessary readjustment. 
This leads us to ponder whether AI will surpass humans in daily tasks to the extent 
that a significant portion of the workforce will become obsolete, or if alternative 
solutions can be envisioned to complement the existing workforce. A significant 
illustration of potential employment disparities arises from the replacement of skilled 
and unskilled jobs, which could lead to increased unemployment rates [53]. Also, 
according to Su [54], AI will be a major contributor to structural unemployment, 
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which refers to a type of unemployment that arises from a mismatch between the 
skills and qualifications of job seekers and the requirements of available job opportu-
nities within an economy [55].

The previous three industrial revolutions provide some evidence of shifting employ-
ment patterns. Initially, the farming sector dominated, but with the advent of the third 
industrial revolution, there was a notable transition toward the service industry. As 
low-skilled jobs gradually disappeared, there was a significant surge in management 
and clerical positions [56]. However, the creation of new jobs to compensate for those 
currently being displaced by the fourth industrial revolution (4IR) and the omnipres-
ence of AI is no longer a natural process as it was in the past. Scholars are expressing 
more pessimism, foreseeing a potential intensification of inequalities among workers 
[57]. This pessimistic outlook is supported by recent studies indicating that the auto-
mation of tasks could primarily eliminate lower-skilled jobs, with new jobs emerging 
predominantly in the technology sector [52, 58]. Similarly, certain jobs have become 
declassified or faded out as they were once considered high-skilled, but with the intro-
duction of AI, human intervention has gradually become redundant over time [59].

It is crucial to recognize the challenges posed by these changes in the job market 
[60] (e.g. automation technologies as a substitute for human intervention) and 
address them proactively. Rather than relying on automatic job creation, deliberate 
efforts are required to reskill and upskill the workforce, ensuring that individuals can 
transition into the new roles demanded by the evolving economy. Thus, we align with 
Autor who believes that “AI will change the labor market, but not in the way Musk and 
Hinton believe. Instead, it will reshape the value and nature of human expertise” [61]. 
As Artificial Intelligence (AI) develops alongside the 4IR, often seen as a major change 
in services described by Baldwin, experts agree on a common transformation process 
that could benefit the job market. The first step starts a chain of changes, leading to a 
shake-up phase. Then, the third step deals with possible negative reactions or unex-
pected results of AI. Despite these challenges, with strong and well-thought-out rules, 
we can expect good results in the end [62, 63]. Therefore, organizations and practitio-
ners can adopt AI in various ways that enhance their workforce’s value and minimize 
the potential negative impacts of AI.

Practically speaking, initiatives should focus on providing accessible and compre-
hensive training programs that equip workers with the necessary skills to thrive in the 
technology-driven landscape of the 4IR. In the context of the 4IR, the future workforce 
must possess specific skills to thrive in the evolving landscape. These skills are crucial 
for individuals to adapt and excel in a rapidly changing environment [64]. First and 
foremost, analytical thinking and innovation will be paramount. The ability to analyze 
complex information, think critically, and generate innovative solutions will differenti-
ate successful professionals from their counterparts. This skill set enables individuals 
to navigate the complexities of the modern workplace and identify new opportunities 
for growth and improvement. The second essential skill is active learning and learning 
strategies. As technology continues to advance at an unprecedented rate, the acquisition 
of new knowledge and the ability to learn continuously becomes crucial. Embracing a 
mindset of lifelong learning and developing effective learning strategies will empower 
individuals to stay ahead of the curve and remain adaptable in the face of technologi-
cal advancements. Lastly, complex problem-solving skills will be in high demand. The 
fourth industrial revolution brings forth a multitude of intricate challenges that require 
creative and systematic problem-solving approaches. Individuals who can tackle com-
plex problems by breaking them down into manageable components, analyzing various 
perspectives, and generating innovative solutions will be highly sought after.
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Government body Type of policy Date Objective

European Union* AI act April 
2021

This act aimed to regulate AI systems’ development, 
deployment, and use across the EU member states. 
It focused on high-risk AI applications, such as 
those used in critical infrastructure, healthcare, 
and law enforcement, and required developers to 
follow specific requirements to ensure the safety, 
transparency, and ethical use of AI technologies.

United States of 
America**

Executive 
Order on AI

February 
2019

The United States government issued an executive 
order called “Maintaining American Leadership in 
Artificial Intelligence.” The order aimed to enhance 
AI research and development in the country and 
promote responsible AI practices. The order also 
directed federal agencies to prioritize AI funding 
and incorporate AI considerations into their 
strategies.

Canada*** Directive on 
Automated 
Decision-
Making

April 
2020

The directive required federal agencies to 
implement specific practices when using 
automated decision-making systems, including 
AI. It emphasized the importance of transparency, 
accountability, and human oversight in AI systems 
to avoid biases and ensure sustainable AI practices.

United Nations**** AI for good 
initiative

The United Nations launched the “AI for Good” 
initiative to encourage the use of AI technologies 
for positive societal impact and sustainable 
development. This initiative brings together 
stakeholders from governments, academia, 
industry, and civil society to collaborate on projects 
that leverage AI for achieving the UN’s Sustainable 
Development Goals.

Singapore***** Model AI 
Governance 
Framework

January 
2019

Singapore’s government published the Model AI 
Governance Framework to guide organizations in 
developing and deploying AI technologies. The 
framework outlines key principles, such as fairness, 
accountability, and transparency, to promote 
responsible and sustainable AI practices in the 
country.

*Artificial Intelligence Act, COM/2021/206 final—2021/0106 (COD).
**Executive Order 13859 of February 11, 2019—Maintaining American Leadership in AI.
***Directive on Automated Decision-Making, Treasury Board of Canada Secretariat, April 2020.
****AI for Good, United Nations.
*****Model AI Governance Framework, Personal Data Protection Commission.

Table 1. 
Example of government policies toward a sustainable AI practice.

Reskilling and upskilling will play a pivotal role in shaping the future of the 
workforce in the coming years. Reskilling involves a complete transition to a new 
set of skills required for a different occupation or industry, while upskilling refers to 
updating an employee’s skill set to address new occupational challenges and demands 
[65]. According to the Future Jobs Report by the World Economic Forum, around 
50% of workers will be affected by reskilling by 2025. Additionally, a 2016 report 
from the World Economic Forum stated that 65% of today’s primary school students 
will work in jobs that do not yet exist. Furthermore, it is projected that 14% of the 
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global workforce will need to change their occupation due to the influence of AI [65]. 
This transition to new technologies follows a historical pattern observed during the 
shift from agriculture to assembly lines. However, the current shift toward AI integra-
tion is likely to impact the working class more significantly, potentially exacerbating 
the gap between blue-collar and white-collar workers. Therefore, education and 
organizations have crucial roles in facilitating the reskilling and upskilling processes. 
Education institutions will need to provide updated skills to prepare the next genera-
tion of workers for the creation of new jobs in the coming years, which will require a 
fresh set of skills [66].

It is obvious that governments around the world will have a role to play in 
establishing policies around a more sustainable AI practice. Indeed, governments 
recognized the need to regulate AI technologies to ensure responsible, ethical, and 
sustainable development and deployment. The focus was on addressing potential 
risks and ensuring that AI applications align with societal values, human rights, 
and environmental concerns. Table 1 provides an overview of these regulatory 
processes:

Simultaneously, organizations must take responsibility for providing necessary 
training to the existing workforce [67]. By acknowledging the potential inequalities 
and actively working toward inclusive strategies, we can strive for a future where the 
benefits of technological advancements are distributed more equitably. Collaboration 
between policymakers, industry leaders, and educational institutions is vital to facili-
tate a smooth transition, empower workers, and build a resilient workforce capable of 
embracing the opportunities presented by the 4IR.

In response to these multiple concerns, industry experts have joined forces to 
deliberate and propose essential measures for effectively navigating the transition 
toward the disruptive technologies offered by the fourth industrial revolution.

5. Minimizing AI negative impacts

In March 2023, companies specializing in AI embarked on a scheduled pause to 
deliberate on ethical concerns surrounding AI and call for regulations governing 
its use. On the Future of Life website, an insightful statement is made: “Advanced 
AI could represent a profound change in the history of life on Earth, and should be 
planned for and managed with commensurate care and resources.” This thought-
provoking premise serves as the foundation for an open letter that has garnered an 
impressive 33,002 signatures of important stakeholders as of July 10th, 2023, signify-
ing the widespread concerns and urgent call for regulations surrounding AI due to the 
prevailing level of distrust. Among the signatories are renewed CEOs and scientists in 
the field of AI such as:

• Anthony Aguirre, University of California, Santa Cruz, Executive Director of 
Future of Life Institute.

• Yoshua Bengio, Founder and Scientific Director at Mila, Professor at the 
University of Montreal.

• Chris Larsen, Co-Founder, Ripple.

• Emad Mostaque, CEO, Stability AI.



The Changing Landscape of Workplace and Workforce

44

• Elon Musk, CEO of SpaceX, Tesla & Twitter.

• Stuart Russell, Berkeley, Professor of Computer Science, Center for Intelligent 
Systems.

• Jaan Tallinn, Co-Founder of Skype, Centre for the Study of Existential Risk, 
Future of Life Institute.

• Max Tegmark, MIT Center for Artificial Intelligence & Fundamental 
Interactions.

• Steve Wozniak, Co-founder, Apple.

Not only are leaders in the field highlighting the potential adverse impacts of AI, but they 
are particularly emphasizing the looming danger of uncontrolled harmful effects: “Powerful 
AI systems should be developed only once we are confident that their effects will be positive, 
and their risks will be manageable.” The Asilomar AI principles offer governance mecha-
nisms that have been identified at the Beneficial AI 2017 conference and it focused on: 
research issues (Table 2), ethical values (Table 3), and long-term issues (Table 4).

The AI research goal is to create beneficial intelligence, not undirected. Funding 
should support research on its beneficial use, addressing key areas: robust AI systems, 
managing automation’s impact, updating legal systems, and defining AI’s values. The 
constructive exchange between researchers and policy-makers is crucial, fostering 
cooperation, trust, and transparency. Teams must cooperate to ensure safety standards.

Ethics and values in AI entail prioritizing safety and security throughout AI’s oper-
ational lifetime. Transparency is essential, in explaining AI-caused harm and judicial 
decisions involving AI. Designers have a responsibility to align AI goals with human 
values while safeguarding privacy and ensuring shared benefits. Human control over 
AI decisions is vital to prevent undermining societal processes. An AI arms race, 
especially with lethal autonomous weapons, should be avoided.

In the development of AI, caution is necessary regarding assumptions about 
future capabilities. Advanced AI could have profound implications for life on Earth, 

Scope Domain Solution

Research 
issues

Research 
goal

The goal of AI research should be to create not undirected intelligence, but 
beneficial intelligence.

Research 
funding

Investments in AI should be accompanied by funding for research on 
ensuring its beneficial use … in computer science, economics, law, ethics, 
and social studies.

Science-
policy link

There should be constructive and healthy exchanges between AI researchers 
and policymakers.

Research 
culture

A culture of cooperation, trust, and transparency should be fostered among 
researchers and developers of AI.

Race 
avoidance

Teams developing AI systems should actively cooperate to avoid corner-
cutting safety standards.

Source: AI Principles—Future of Life Institute.

Table 2. 
Research issues and AI principles for governance from the Future of Life Institute.
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Scope Domain Solution

Ethical 
and values

Safety AI systems should be safe and secure throughout their operational lifetime, and 
verifiably so where applicable and feasible.

Failure transparency If an AI system causes harm, it should be possible to ascertain why.

Judicial transparency Any involvement by an autonomous system in judicial decision-making should 
provide a satisfactory explanation auditable by a competent human authority.

Responsibility Designers and builders of advanced AI systems are stakeholders in the moral 
implications of their use, misuse, and actions, with a responsibility and 
opportunity to shape those implications.

Value alignment Highly autonomous AI systems should be designed so that their goals and 
behaviors can be assured to align with human values throughout their operation.

Human values AI systems should be designed and operated to be compatible with ideals of 
human dignity, rights, freedoms, and cultural diversity.

Personal privacy People should have the right to access, manage, and control the data they generate, 
given AI systems’ power to analyze and utilize that data.

Liberty and privacy The application of AI to personal data must not unreasonably curtail people’s real 
or perceived liberty.

Shared benefit AI technologies should benefit and empower as many people as possible.

Shared prosperity The economic prosperity created by AI should be shared broadly, to benefit all of 
humanity.

Human control Humans should choose how and whether to delegate decisions to AI systems, to 
accomplish human-chosen objectives.

Non-subversion The power conferred by control of highly advanced AI systems should respect 
and improve, rather than subvert, the social and civic processes on which the 
health of society depends.

AI arms race An arms race for lethal autonomous weapons should be avoided.

Source: AI Principles—Future of Life Institute.

Table 3. 
Ethical values and AI principles for governance from the Future of Life Institute.

Scope Domain Solution

Long-term 
issues

Capability 
caution

There being no consensus, we should avoid strong assumptions regarding upper 
limits on future AI capabilities.

Importance Advanced AI could represent a profound change in the history of life on Earth, 
and should be planned for and managed with commensurate care and resources.

Risks Risks posed by AI systems, especially catastrophic or existential risks, must be 
subject to planning and mitigation efforts commensurate with their expected 
impact.

Recursive self-
improvement

AI systems designed to recursively self-improve or self-replicate in a manner 
that could lead to rapidly increasing quality or quantity must be subject to strict 
safety and control measures.

Common good Superintelligence should only be developed in the service of widely shared ethical 
ideals and for the benefit of all humanity rather than one state or organization.

Source: AI Principles—Future of Life Institute.

Table 4. 
Long-term issues and AI principles for governance from the Future of Life Institute.
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requiring careful planning and allocation of resources. Mitigating risks, especially 
catastrophic ones is vital and should match the potential impact. AI systems with 
recursive self-improvement capabilities must adhere to strict safety measures. 
Superintelligence should serve shared ethical ideals and benefit all of humanity, 
rather than being controlled by a single state or organization.

6. Conclusion

The rapid ascent of AI and other general-purpose technologies has marked the 
advent of the fourth industrial revolution, triggering substantial transformations in 
business practices and productivity potential. While these emerging technologies 
offer numerous benefits, they also present a range of threats, concerns, and chal-
lenges. This chapter has delved into the dark side of the fourth industrial revolution, 
exploring its negative implications based on the available literature.

One major concern revolves around employment, encompassing the potential 
rise in unemployment rates and the emergence of structural unemployment. As the 
nature of work changes, there is a need for rapid reskilling and upskilling to ensure 
the future employability of the existing workforce. Moreover, the high dependence 
on machines raises major ethical concerns, including privacy breaches and dis-
crimination. The impact of AI on socioeconomic factors is also worrisome, as it can 
exacerbate social and income inequalities, further dividing society into different 
socioeconomic classes. Also, the development of AI and its integration into human 
resource management (HRM) has brought both opportunities and challenges. 
Algorithmic management and people analytics have the potential to enhance HR 
practices, but they also raise concerns regarding decision-making fairness, employee 
autonomy, and potential discrimination. Resistance from employees toward AI and 
algorithmic management further complicates the adoption and implementation 
process. The socioeconomic impacts of AI go beyond HRM, affecting various domains 
such as hiring practices and economic inequalities. Homosocial reproduction and 
biased decision-making perpetuate discrimination and reinforce social and economic 
categorization. The widening gap between technology-driven jobs and the disappear-
ance of lower-skilled positions and fading jobs pose significant challenges, necessitat-
ing proactive measures to reskill and upskill the workforce. Education institutions 
and organizations have vital roles to play in facilitating the necessary training and 
skill development required to thrive in the technology-driven landscape.

By addressing the negative effects of AI and embracing inclusive strategies, we can 
strive for a future where the benefits of technological advancements are distributed 
more equitably. However, the uncontrolled and unregulated use of AI poses signifi-
cant risks. Leaders in the field, along with stakeholders (e.g. governments) empha-
size the importance of responsible AI development and the need for governance 
mechanisms to ensure positive outcomes and manage potential harms. These include 
considerations of safety, failure transparency, human values, shared prosperity, and 
the avoidance of AI arms races. Thus, navigating the challenges and maximizing the 
benefits of AI in the fourth industrial revolution requires a comprehensive approach. 
It demands collaboration among policymakers, industry leaders, educational insti-
tutions, governments, and society as a whole. By addressing concerns, promoting 
reskilling and upskilling, and implementing ethical frameworks, we can strive for a 
future where AI enhances the well-being of individuals and society as a whole, lead-
ing to a more inclusive and equitable socioeconomic landscape.
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Chapter 4

Behold the Fourth Industrial 
Revolution and How to Keep Pace 
with Workplace Competencies in 
an Ever-Changing World of Work!
Joseph Mukuni

Abstract

In recent years, the workplace has been changing constantly in terms of the nature of 
work and the processes, tools, and competencies required to support sustainable produc-
tivity and competitiveness of enterprises. The factors responsible for this change include 
massive technological innovations, demographic changes, and unforeseen circumstances 
such as the COVID-19 pandemic. These changes in work have exacerbated the alignment 
of skills supply and demand, putting pressure on providers of education and training to 
reform their curriculum content to include the in-demand technical and socioemotional 
competencies and the signature pedagogies best suited for the ever-changing curriculum 
content. This chapter identifies the Fourth Industrial Revolution with its attendant 
digital innovations as one of the key causes of change and proposes some pedagogical 
approaches to the teaching and learning of in-demand skills. The suggested pedagogies 
shift the burden of skills acquisition from the instructor to the learner through learner-
centered methodologies that prepare students for lifelong learning, problem-solving, 
and interdisciplinary collaborative searches for solutions to unforeseen challenges 
 associated with the Fourth Industrial Revolution innovations.

Keywords: digital skills, employability skills, portable skills, workforce, workplace

1. Introduction

It can be argued that one of the major purposes of education is to prepare young 
people for the world after school by giving them the knowledge and skills that will 
enable them to be effective participants in the socioeconomic activities of their 
nations. It is important, therefore, that schools and colleges align their curricula to the 
competencies matching their nations’ socioeconomic activities. The socioeconomic 
activities for which schools and colleges should prepare students beyond schooling 
include working productively in formal or self-employment in the world of work. 
The goal of aligning curricula to the world of work is, however, easier said than done 
because of the nature of the gap between what is taught in schools and colleges and 
what is needed in the workforce.
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The challenges of minimizing the gap between the content of curriculum 
and the knowledge and skills demanded by industry and commerce include the 
difficulty of keeping pace with the rate of change on the demand side of educa-
tion and training. The world of work is continuously in a state of flux, leading 
to constant adaptations and modifications of skill mixes in the repertoire of the 
workforce. The factors contributing to changes in work processes and their match-
ing competencies include technological advancements, demographic changes, and 
unforeseen factors such as the onset of COVID-19 recently witnessed by the world. 
Some scholars have associated the changes in the workplace with the advent of the 
Fourth Industrial Revolution characterized by continuous adaptation and optimi-
zation of cyber-physical systems and the process required to operate and maintain 
them [1–4]. These changes and uncertainties in the workplace milieu put pressure 
on education systems desiring to be demand-responsive. This is because schools 
and colleges need to keep modifying curricula, reequipping learning stations, and 
retraining their staff to keep pace with the workplace changes and to maintain 
relevance and effectiveness in their role as suppliers of knowledge, skills, and 
dispositions needed by the workforce.

This chapter discusses the push factors of workplace change and proposes 
some pedagogical approaches to the teaching and learning of in-demand skills. 
The suggested pedagogies, which are suitable for teaching science, technology, 
engineering, and mathematics (STEM), shift the burden of skills acquisition from 
the instructor to the learner through learner-centered methodologies that prepare 
students for lifelong learning, problem-solving, and interdisciplinary collabora-
tive searches for solutions to unforeseen challenges associated with the Fourth 
Industrial Revolution innovations. This chapter also proposes that the preparation 
of STEM-smart workforce should start at the primary school level rather than in 
later stages of education.

2. Push factors of workplace change

The world of work has witnessed technological changes since the onset of the 
First Industrial Revolution in the 1800s, with promises of joy to owners of capital and 
anxiety to the workforce. Owners of capital have welcomed technological advance-
ments, expecting maximization of profits through mass production and a significant 
drop in labor costs and problems associated with industrial relations. The workforce, 
on the other hand, has felt threatened by the possibility of job insecurity, fearing that 
machines would take over work done by human beings. This section discusses the 
impact of technology on work, demographic factors affecting work in the changing 
world, and the impact of unforeseen change factors as witnessed recently when the 
world experienced the devastating COVID-19 pandemic.

2.1 Impact of technology on work

The nature of work has been changing because of several factors, including 
technological advancements, demographic shifts, and unforeseen circumstances [1]. 
Technological advancements have been driven by the desire to do less (e.g., by simply 
pushing a button), with little resources (e.g., fewer workers and a smaller wage bill), 
and to achieve more (e.g., mass production and greater profits). For instance, the First 
Industrial Revolution changed the nature of work significantly. The application of 
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machines to manufacturing processes in the mid-to-late 1700s led to mass production 
of goods, a rise in the number of factories, and an increase in employment oppor-
tunities since machines needed operators and the mushrooming factories needed 
managers and workers. To contribute meaningfully to production and distribution of 
products and services in a changed world of work, the workforce needed a different 
set of skills from the agrarian skill sets that had characterized labor requirements 
before the Industrial Revolution.

The Second Industrial Revolution, like the one before it, had equally an impact on 
work because of the invention of electrical power, which enhanced mass production 
[5]. Enhanced mass production necessitated the reengineering of production lines for 
efficiency. One significant innovation was the change in the organization of work and 
chunking of tasks. As Beck [5] noted:

An improvement in production was the introduction of the assembly line by Henry 
Ford in 1914. On an assembly line, the complex job of assembling many parts into a 
finished product was broken down into a series of small tasks. It sped up production 
and reduced costs as each worker was only required to install one or two parts at 
their position on the assembly line. Ford would use the assembly line to speed up the 
production of automobiles in his factory in Highland Park, Michigan.

The Third Industrial Revolution, according to Schwab [4], will be remembered 
for the use of electronics and information technology to automate work. The impact 
of the Third Industrial Revolution on work includes digitalization of work processes, 
which has brought about the importance of digital skills in workers’ repertoire of 
competences [6, 7]. Today, most jobs are dependent on computers for planning, 
processing, and storing work, and dissemination of information, to the extent that 
it is difficult to imagine how work was done before the computer became a common 
feature at workplaces.

In 2016, Klaus Schwab, founder, and executive chairman of the World Economic 
Forum, announced the onset of the Fourth Industrial Revolution. He said:

We stand on the brink of a technological revolution that will fundamentally alter the 
way we live, work, and relate to one another. In its scale, scope, and complexity, the 
transformation will be unlike anything humankind has experienced before. We do 
not yet know just how it will unfold, but one thing is clear: the response to it must be 
integrated and comprehensive, involving all stakeholders of the global polity, from the 
public and private sectors to academia and civil society [4].

The first three Industrial Revolutions changed the face of the workplace and sig-
nificantly contributed to socioeconomic development through scientific innovations 
such as steam engines, electricity, and electronics. The Fourth Industrial Revolution 
has revolutionized the workplace further through advancements in digital innova-
tions as exemplified by robotics, quantum computing, artificial intelligence (AI), 
materials science, virtual reality, three-dimensional (3D) printers, intelligent manu-
facturing, energy storage, the Internet of Things (IoT), genetic engineering, and 
biotechnology [2, 3]. A term associated with increased use of technology for purposes 
of work is digitalization of the workplace. Workplace digitization has been explained 
by Sheng et al. [8] as “electronic tools, automatic systems, technological devices, and 
resources that generate, process, or store information in the form of binary code” 
(p. 198). This digitalization trend has made it almost imperative for workers to have 
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digital skills because most jobs require use of computers and digital knowledge and 
skills to operate computer-controlled machines [9].

The advent of the Fourth Industrial Revolution has not been without anxiety 
among some workers. The advancements in electronics and digital tools have raised 
fears about an expected negative impact on the labor market. For example, it has been 
noted that:

Most observers seem to agree that job destruction is likely to accelerate under the 
impression of current technological changes. In contrast, little is known about the 
potential for the creation of new jobs. For such new jobs to appear, many comment on 
the need for new markets to be developed and regulated, in particular in the green 
economy, care and personal services sectors, or an augmented public sector in areas 
where currently no profitable activities exist. The fear is that this process might not 
happen fast enough. Therefore, the number of jobs might fall faster than the global 
labour force when existing jobs are substituted by automation and other systems 
operated by artificial intelligence. In other words, machines, robots and computers 
will increasingly have an absolute advantage over labour and not only a comparative 
one ([10], p. 8).

One study [9] reported from a review of literature that the use of robots at work-
places has led to the replacement of 1.6 manufacturing workers per robot and that by 
2030, robots will, worldwide, displace 20 million manufacturing jobs. There seems to 
be a legitimate concern about some serious unintended consequences of the Fourth 
Industrial Revolution, despite the good intentions of advancements in technology. 
These concerns affect the morale and productivity of the workforce and should be 
catered for, along with the rest of the employability skills, when drawing up the list 
of competences that need to be addressed in the education and training of workers in 
response to the impact of the Fourth Industrial Revolution.

2.2 Demographic challenges

Concerns about the possibility of technology having an absolute advantage over 
human beings at workplaces, and the changed nature of competences that workers in 
the Fourth Industrial Revolution must have for them to contribute effectively to pro-
ductivity and to maintain their jobs despite advancements in technological tools, are 
topics worthy of note by workforce development practitioners. To be added to these 
trending topics is the issue of workforce demographic challenges relating to technol-
ogy use, particularly with reference to older workers. Some studies have found that 
older workers generally have difficulties with the use of technology [11, 12], especially 
older workers of color who have little or no access to computers at home.

The challenges of lack of or little use of computers among older workers do not 
apply to all older workers. Some older workers are computer literate [12]. This, 
however, does not belittle the impact of digitalization on older workers. Because of 
workplace digitalization, some older workers have had to make a serious decision 
about whether to retire early or to acquire the digital skills needed for their jobs [13].

The discourse about demography and digital skills is not only about the older 
workers’ digital competences or lack of savviness. Young workers too are impacted 
by the skill demands of the Fourth Industrial Revolution. The myth that all young 
people, as digital natives, are computer literate has been debunked [14]. Studies 
have shown that a significant number of young people, particularly those from 
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underprivileged homes, either lack the needed digital competences or have difficul-
ties with applying their digital knowledge and skills to real-world work situations 
[15, 16]. Furthermore, studies have shown that young people’s use of social media 
can cause harm to them, including cyberbullying, invasion of privacy, identity theft, 
social isolation, and mental health issues [17–20]. These serious side effects can be 
mitigated by providing workforce development that includes not only digital literacy 
skills but also strategies for coping with (or preventing) the risks associated with 
digital tools and social media platforms.

2.3 Unforeseen challenges

The onset of the COVID-19 pandemic recently taught the world of work to be 
aware that no matter how much workforce development programs may prepare 
workers for their tasks and life at work, nature has the final word. Quite unexpect-
edly, the COVID-19 pandemic befell the world and dealt a serious blow not only to the 
workforce but also to the nature of work across the globe [21–24]. The impact on the 
workforce included sickness, death, mental health issues, job insecurity, burnout, and 
stressful exhaustion [22, 25–27].

Thanks to COVID-19, the nature of work has changed, arguably forever. For 
instance, the boundary between work and home has practically disappeared because 
of the shift to remote work [26]. Performance of work is no longer restricted to a 
workstation in a specific locality. Most jobs are now done remotely. Because of this 
work-at-home trend, the pandemic has accelerated the Fourth Industrial Revolution 
by forcing workplaces to adopt virtual platforms and digital tools best suited for 
remote work [28] to avoid total shutdowns. In a sense, the timing of the Fourth 
Industrial Revolution can be seen as a blessing in disguise. One can hardly imagine 
how much greater the impact of COVID-19 would have been without the advance-
ments in digital technologies characterizing the Fourth Industrial Revolution.

3. Pedagogical implications

Just as the First Industrial Revolution had an impact on schooling as we know it 
today [27], the Fourth Industrial Revolution has educational implications. Before the 
Industrial Revolution of the 1800s, schooling was mainly for the privileged few who 
were being prepared for white collar jobs. With the mushrooming of factories result-
ing from the First Industrial Revolution, factory owners needed skilled labor, which 
was in low supply, and this led to the proliferation of vocational education and train-
ing in the school systems [28]. Initially, the vocational schools were private because:

As a logical outgrowth of the Industrial Revolution and the subsequent specialized 
worker, many industries attempted to give their workers training in order to increase 
efficiency and thus increase their productivity. Therefore, many industries set up 
factory schools and one of the first was that of Hue and Company of New York City 
which, in 1872, set up a plant school for the purpose of training apprentices in the 
skilled trades and in particular the machinist trade ([29], p. 10).

The need that was felt in the 1800s to have human capital that would con-
tribute to efficiency and therefore productivity leveraging the advancements in 
technology is again emerging in the wake of the Fourth Industrial Revolution. 
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The pedagogical implications of the Fourth Industrial Revolution evolve around 
two questions: (a) Curriculum content: What knowledge, skills, and dispositions 
should workforce development institutions emphasize to respond to the needs of 
the changing nature of work? (b) Pedagogical approaches: What are the best peda-
gogical approaches for workforce development in the era of the Fourth Industrial 
Revolution?

3.1 Curriculum content

Much has been written about the workforce competences demanded in the world 
of work, given the fast-changing nature of work driven by technological advance-
ments. As far back as 2010, an academician had perceptively foretold the complexity 
and unpredictable nature of work in the future:

The process of managing decisions and solving social scientific problems in contempo-
rary democracies is growing ever more complex. At least 70% of U.S. jobs now require 
specialized knowledge and skills, as compared to only 5% at the dawn of the century… 
Furthermore, the nature of work will continue to change ever more rapidly… Thus the 
new mission of schools is to prepare students to work at jobs that do not exist, creating 
ideas and solutions for products and problems that have not yet been identified, using 
technologies that have not yet been invented ([30], p. 2).

That future which Darling-Hammond [30] foretold has now come and is still 
unfolding. As she predicted, the workforce is faced with the challenge of coping 
with tasks and technologies for which no schooling ever prepared them to handle. 
Little wonder that the general conversation about Fourth Industrial Revolution skills 
[31–38] seems to focus more on portable employability skills such as the following in 
addition to technical digital skills:

• Problem-solving skills

• Creativity and originality

• Stress tolerance and flexibility

• Critical thinking skills

• Emotional intelligence

• Judgment and decision-making

• Cognitive flexibility

• Communication skills

• Cognitive load management

• Computational thinking

• Technology design and programming skills
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• Lifelong learning skills

• Cross-cultural competency

• Virtual collaboration skills

These skills are portable across disciplines because they are generic. Workers who 
have these skills are likely to cope with the ever-changing nature of work and the 
new technologies that drive the work because they will have the right attitude toward 
change, the resilience to withstand confusing and ambiguous work situations, the 
cognitive aptitude to learn new skills, the communication and people skills needed to 
enable them to interact with other people despite the tendency of technology to pro-
mote isolation and individualism, and the preparedness and ability to solve problems 
arising from the nature of machines, tasks, and the social or physical environment at 
the workplace.

3.2 Pedagogical approaches

One educational phrase that came into popular usage during the era of the most 
recent industrial revolutions is STEM, or in full, Science, Technology, Engineering, 
and Mathematics. In searching for the pedagogies best suited for the Fourth Industrial 
Revolution, we should therefore look at STEM pedagogy.

There are several features that define STEM signature pedagogy. Key among 
them are student-centered methodologies, promoting problem-solving, encouraging 
teamwork, fostering critical thinking, and learning by doing. These features are seen 
in the following STEM approaches to teaching and learning:

a. Problem-Based Learning (PBL): Savery [39] described PBL as “an instructional 
(and curricular) learner-centered approach that empowers learners to conduct 
research, integrate theory and practice, and apply knowledge and skills to 
develop a viable solution to a defined problem. Critical to the success of the 
approach is the selection of ill-structured problems (often interdisciplinary) and 
a tutor who guides the learning process and conducts a thorough debriefing at 
the conclusion of the learning experience” (p12). In this approach, students are 
given a real-world problem to solve. Working in pairs or groups, students analyze 
the problem and come up with solutions. This process makes them engage and 
develop higher-order cognitive skills, critical thinking, creativity, and teamwork 
skills. The teacher’s role is not that of a dispenser of knowledge but a provider of 
authentic tasks and scaffolding while observing and monitoring students as they 
work.

b. Inquiry-Based Learning (IBL). According to Pedaste et al. [40], IBL is “an edu-
cational strategy in which students follow methods and practices similar to 
those of professional scientists in order to construct knowledge” (p. 48). In this 
method, learning starts with students raising a question to be investigated. Then 
they conduct an experiment using the right tools and procedures and observe 
the results. This is followed by information synthesis or report writing after 
which students share their findings with the rest of the class. The last stage in this 
process is reflection, which enables students to look back at what they have done 
and learned during the inquiry.
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c. Project-Based Learning (PjBL): PjBL has been described [41] as “an inquiry-based 
instructional method that engages learners in knowledge construction by having 
them accomplish meaningful projects and develop real-world product” (p. 2). In 
PjBL, students may work individually or in groups to create a real-world product. 
They have the autonomy to choose the procedure for developing a solution to an 
authentic problem. The teacher plays the facilitation role that encourages stu-
dents to discover on their own what works and what does not work in coming up 
with a real-world product. This helps students to develop creative skills that are 
needed in the innovative era of the Fourth Industrial Revolution.

d. Challenged-Based Learning (CBL): “Challenge Based Learning is an engaging 
multidisciplinary approach to teaching and learning that encourages students to 
leverage the technology they use in their daily lives to solve real-world problems. 
Challenge Based Learning is collaborative and hands-on, asking students to work 
with peers, teachers, and experts in their communities and around the world 
to ask good questions, develop deeper subject area knowledge, accept and solve 
challenges, take action, and share their experience” ([42], p. 1). In this approach, 
students select a challenge and the method, materials, and tools that they will 
use to overcome the challenge. This approach builds on the other approaches 
mentioned above. Its benefits include development of critical thinking skills, 
problem-solving skills, creativity skills, and collaborative skills. Interdisciplinary 
collaboration mimics the real-world practice in which experts work across 
disciplinary boundaries to complete tasks.

All the approaches discussed above are based on student-centered methodologies 
in which students are in charge of their own learning. This prepares them for future 
workforce situations that require them to be lifelong learners.

3.3 STEM talent pipeline

It is generally agreed that investing in STEM in any country is important because 
STEM is a key element in promoting scientific innovations and carrying out the 
industrial tasks whose processes have been transformed by recent inventions [43, 44]. 
What is not mutually understood is the need to start this investment at primary 
school level instead of later stages of education (secondary school level and higher 
education) where some policymakers tend to focus. Primary school education is 
unarguably a foundational building block upon which the rest of the formal educa-
tion process rests. Investment in STEM should, therefore, begin at the primary school 
level, leveraging the characteristics of early child development that present opportu-
nities for laying a foundation for STEM education. By nature, primary school children 
are curious and want to discover the workings of the natural world. This curiosity and 
motivation to explore the world around them should provide a natural starting point 
for STEM education and awaken a sustained interest in STEM all through secondary 
school and college, leading to an increased supply of STEM talent in the workforce.

There are, however, some factors that work against initiating STEM education at 
primary school level [45]. The key constraint is insufficient funding for retraining 
of teachers in STEM signature pedagogies and for supply of the necessary teaching/
learning materials. The other major constraint is the attitude of teachers who view 
STEM as an unwanted challenge to their comfort zones and old ways of doing things. 
These challenges are surmountable and the reward for overcoming them is the 
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existence of an innovative STEM-educated workforce comprising movers and shakers 
needed for supporting innovations of the Fourth Industrial Revolution.

The diagram given in Figure 1 describes the STEM talent pipeline from primary 
school to the world of work.

3.3.1 Primary school education

The primary school level lays the foundation on which the rest of the levels of 
education are built. It is therefore important that the seeds of STEM be planted at this 
level. Activities for promoting STEM at this level should include:

• Advancing STEM learning in practical opportunities for students to see applica-
tions of science, technology, engineering, and mathematics in everyday life, 
including children’s games.

• Directing children’s innate curiosity toward exploration of STEM concepts using 
games.

• Developing teachers’ capacity for STEM pedagogy through exposure to STEM 
pedagogies during preservice teacher education and in-service programs.

3.3.2 Secondary school education

Promotion of STEM at the secondary school level should build on the foundation 
laid at the primary school level. Activities for encouraging and nurturing motivation 
for STEM at this level should include the following activities:

• Advancing new approaches to the design and development of STEM learning 
opportunities.

• Broadening access to and engagement in STEM learning experiences (e.g., 
holiday camps and boot activities).

• Improving professional development opportunities for secondary teachers to 
enhance their theoretical knowledge of STEM pedagogies and their capacity to 
translate theory into practice in classrooms, laboratories, and experiential learn-
ing sites.

Figure 1. 
Science, technology, engineering, and mathematics (STEM) pipeline flow from primary school to the world of work.
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3.3.3 Higher education level

At higher education level, the following strategies should be applied:

• Developing mentorship and role model programs by inviting subject matter 
experts from industry to give talks to students and to establish mentorships with 
students.

• Improving entrepreneurial and noncognitive skills and business skills through, 
for example, encouraging students to establish student-led businesses under the 
guidance of businesspersons/entrepreneurs.

• Promoting workforce readiness skills through internships and research projects 
that require students to investigate the employability skills (both soft skills and 
hard skills) demanded by industries.

• Supporting professional development for STEM teachers at primary and second-
ary school level.

4. Conclusion

The world of work is constantly changing, making it necessary for workforce 
developers in schools and colleges to review the content and pedagogy of knowledge, 
skill, and attitude development periodically for learning institutions to remain 
relevant to the demand side of education and training. This chapter has explored 
the factors that have in recent years contributed to changes in work processes and 
their matching competencies. These factors include technological advancements, 
demographic changes, and unforeseen factors such as the onset of COVID-19 
which was recently witnessed by the world. Some scholars [1–4] have associated 
the changes in the workplace with the advent of the Fourth Industrial Revolution 
characterized by continuous adaptation and optimization of cyber-physical systems 
and the process required to operate and maintain them. In response to these factors 
of change, this chapter has proposed a pedagogical approach to workforce develop-
ment. The proposal is that suppliers of knowledge, skills, and dispositions should 
adopt student-centered methods that have characterized STEM signature pedagogies, 
such Problem-Based Learning, Project-Based Learning, Inquiry-Based Learning, 
and Challenge-Based Learning. These approaches promote the development of 
employability skills (such as problem-solving, critical thinking, teamwork, and 
creativity) which are in demand in workplaces during the era of the Fourth Industrial 
Revolution. This proposal for changing the traditional teacher-centered pedagogi-
cal approaches to student-centered methodologies entails systemic changes among 
training providers, including periodic professional development, adequate funding 
for equipment and materials, strengthening quality assurance, establishing strategic 
linkages with industries, and rewarding instructional best practices in ways that are 
meaningful to teachers.
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Chapter 5

Personal Leadership and 
Communication Abilities: Impacts 
on Organizational Performance
Manuel Sousa Pereira, Sílvia Faria, António Cardoso  
and Álvaro Cairrão

Abstract

The aim of this study is to understand the importance of communication within 
the management of an organization as a way to promote creativity, innovation, 
employees’ engagement and competitive advantages. Leadership success seems to be 
related to the level and style of communication, the innovation strategy, the level of 
efficiency, the ability to plan and be proactive and, ultimately, the performance of 
the business itself. Thus, the authors propose to carry out an exploratory study with 
six active managers in the Portuguese market. The research aims to understand if it is 
important for managers to be perceived as a mediator. It is also our objective to know 
if the leader needs to be perceived as someone who is capable of inspiring, by betting 
on creativity, a proactive attitude and, above all, a collective vision of the organization 
itself, assertively communicated. Data indicate a consensual opinion on the part of 
the surveyed managers regarding the impact of leaders’ communication skills on the 
company’s performance. They all agree that the success of any organization is directly 
related to the ability of its managers to communicate and manage daily procedures.

Keywords: communication, business efficiency, personal leadership, creativity, 
innovation

1. Introduction

The choice of this theme arose from the need to understand the communication 
management in small, medium-sized and big companies in terms of personal and 
business dynamics, learning process and the motivation to develop employees and 
managers’ leadership competences.

The success of business leadership will be addressed. Creativity, innovation, com-
munication, strategic thinking and business efficiency will also be included. These 
aspects will be studied in order to understand their impact on individual motivation, 
business general performance and continuous improvement.

The authors decided to use a qualitative study, based on a convenience sample 
composed of individuals currently working as managers in companies, seeking to 
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incorporate recent or new ideas and thoughts on business leadership. These individu-
als had specific and relevant responsibilities in communication and brand’s manage-
ment. Bearing this in mind, three small companies, one medium-sized company and 
two large companies were selected, so as to match the Portuguese business reality, 
essentially composed of a reduced group of large companies (with less weight but 
with good practices, nationally and internationally) and a considerable number of 
small and medium-sized enterprises (SMEs) (99.9% in 2021).

The purpose of the interviews carried out is to understand which factors make 
global communication efficient, which are the most relevant aspects that promote this 
efficiency and, consequently, the relationship between managers’ communication 
skills and employee’s engagement and personal satisfaction. We also want to under-
stand how leadership performance can impact on the organization’s performance as a 
whole.

2. Personal leadership and communication

It can be said that good leadership is directly related to the ability to communicate 
values, thoughts and skills to others; this communication must be done in a simple 
and clear way, allowing receivers to perceive senders as visionaries, entrepreneurs and 
builders of their own destiny (e.g., [1]).

Leadership is the art of creating action; it is also the ability to create a common 
vision or the art of developing abilities and skills, leading to an efficient management 
of change trying to do the right things at all times [2].

On the issue of construction of the leadership process, Sprea [3] defines leadership 
as “… the process of conducting the actions or influence the behaviour and mentality 
of other person.” Leadership is therefore a driving process that influences the behav-
ior and ability of people. So, one can say that leadership has to do with motivating, 
managing and bringing all elements of an organization together around common 
goals. The purpose is to achieve specific aims and objectives. In this sense, leadership 
presupposes communicating to all the involved people their full potential, all their 
skills and abilities so that, individually or together, energy and solutions are found to 
achieve predefined goals [2].

Leadership is the art of leading to action, training the employees involved and 
controlling procedures [4, 5], contributing to a positive appreciation of people and 
the organization itself. According to the author, leadership consists of the art of 
highlighting the individuals’ capacity, of valuing them and recognizing their impor-
tance. In this way, capacities are maximized and common action is achieved. Each 
human being has his talent, his experience and his characteristics. This makes him 
unique. As each person is unique, they should be allowed and encouraged to listen to 
their inner voice, make choices and be able to act, influence and inspire others to do 
the same. There are certain moments in life when someone is asked to use his abilities; 
when this happens within the scope of work (organization), the individual may not 
feel prepared or qualified to develop a certain task. The weight of responsibility can 
negatively impact the action. That’s when a leader must act. It requires people to be 
recognized as capable of creating knowledge, holding skills that allow them to focus 
on the collective. For this to happen, communication is a must. It is essential to guide, 
add meaning to the potential of each person and use sensitivity, intelligence and 
flexibility. This is the only way to pass on the needed responsibility and freedom for 
efficient people management (e.g., [6]).
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Delegating authority, passing responsibility and granting the necessary freedom 
for decision-making are crucial aspects for the success of any company. It promotes 
lower absenteeism degree, higher job satisfaction, effective team work, reducing 
turnover and leading to better productivity and profitability (e.g., [7]).

However, this requires the development of individual skills [8]. Developing 
human capital means developing individual skills. But it is not enough to have more 
training; it is essential to change the overall attitude, ask for responsibility, guide and 
encourage people to meet the organization’s objectives. It is also crucial to give more 
autonomy and freedom of action, so that each person develops his own skills and 
competencies. To do all this, leaders need to be able to speak and hear attentively [9].

To be able to be a leader, one needs to clearly understand (1) company’s goals and 
objectives and (2) the organization as a whole. It is also important to be able to com-
municate in an assertive way, be preservative, enthusiastic and proactive. Motivated 
individuals stay optimistic even through difficult times; socially skilled people, 
capable of entering into dialog and interact, develop empathy. These are key issues for 
a good leader and to manage teams (Figure 1) [8, 9].

According to Rego [10], there are specific factors that can help organizations 
achieve success. Shared leadership, well-defined vision and goals, focus on excel-
lence, clear rules, financial incentives, ability to build trust, capacity to overcome 
individual interests and learn from mistakes are essential aspects that a leader must 
be able to deal with. And for successful leadership, Lowney [11] considers important 
to review the ideas about leadership and how to help leaders to shape up themselves. 
The author highlights that any leader must be aware of his strengths and weaknesses 
and adapt his personal characteristics to changes and challenges, both in personal and 
business terms.

Strong leadership depends on determination, initiative, honesty, a positive and 
constructive approach toward market challenges and the ability to communicate. 

Figure 1. 
Personal leadership. Source: Adapted from Santos [8].
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Companies also depend on the same factors to achieve the desired success. Rego [10] 
stated that an organization managed with a feeling of positivity ends up positively 
influencing their workers’ productivity and the overall performance. This, in turn, 
seems to improve interpersonal skills, team spirit and confidence levels. In other 
words, according to the author, proper communication can lead to the projection of 
positivity in organizations. This visibly influences the level of satisfaction, personal 
development, interpersonal relationships and overall performance. On the contrary, 
negative environment and lack of communication lead to apathy, depression, low 
interest in sharing information and experiences and high turnover intention. A 
leader’s ability to communicate may or may not leverage the performance of the com-
pany as a whole. Leaders need to choose the most effective communication practices 
in order to achieve and positively influence organization’s performance (e.g., [12, 13]).

3. Corporate strategic thinking

Strategic planning has become a growing need. It is the only way for a company to 
meet the new requirements of technological innovation, trends, customers’ needs and 
to achieve productivity and sustainability, while meeting other organization’s goals. 
Strategy leads to competitive advantages (e.g.: [14–16]). Corporate strategic thinking 
depends on managers’ communication skills. Managers and entrepreneurs need to 
monitor the market carefully. They need to analyze the new market trends to then 
implement a business plan in line with the users or consumers’ attitudes and needs as 
far as products or services.

Organizations need to define a set of strategic objectives, involving all employees, 
committing them in structural and sustainable change to achieve previously defined 
results. On the dynamics of strategic thinking, Gonzalez and Atencio stated [17] 
that managers need to previously know the different management tools, their basic 
features and interrelations so as to properly use them. They also need to be aware 
of market tendencies to adopt proper strategies. To implement the right strategies, 
leaders must be able to know internal strengths and weaknesses and, then, choose the 
ones who best suit the organization’s vision, mission, values and daily activities [18]. 
So, to these authors, strategic success depends on the right choices, based on three 
dimensions: (1) customer focus, (2) activities undertaken and (3) market tendencies. 
These dimensions need to be analyzed in comparison to competitors’ actions.

To implement strategic planning, companies need to involve all employees. Make 
them speak, trying to get new ideas, new solutions, developing skills and competen-
cies. The business strategy also implies a dynamic transformational leadership [19]. 
This will be the result of the leader’s ability to change the employees’ basic values, 
beliefs and attitudes, stimulating their commitment to the company [20, 21]. Thus, 
the leader must be capable of providing a positive organizational environment, based 
on reciprocal communication. This will lead to a better understanding of desired 
behaviors and attitudes, impacting on the organization as a whole. According to Rego 
and Cunha [10], managing employees’ motivation is a central concept in management 
and organizational behavior. It consists in using proper stimulus that provides action, 
movement and persistence, combined with a reward element.

The role of rewards in workers’ motivation is complex. It involves different 
perspectives and needed actions, because every person is unique. Psychologists were 
the ones who most studied the issue of individual motivation. Dualistic theories 
split motivation into two types: intrinsic and extrinsic [22]. If we focus on managing 
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people and companies, intrinsic motivations are the ones related to promote job satis-
faction, compliance with standards and the achievement of personal goals (e.g., [23]). 
Extrinsic motivations have the purpose to satisfy indirect or instrumental needs. 
That is why money is usually the means to an end. Understanding how to motivate 
the workforce is essential to promote a dynamic and pleasant work environment. 
Leaders need to identify which intrinsic and extrinsic factors play an important role in 
employees’ motivation, use and communicate them assertively (e.g., [23, 24]).

4. Innovation, creativity and business efficiency

Innovation is one of the most important aspects in terms of business manage-
ment, therefore impacting on financial results, human resource management and 
the capacity to think strategically and adapt to market tendencies [25, 26]. However, 
true innovations occur, in general, slowly and over time. It can result in (1) creative 
combination of different forms of production; (2) marketing or communication 
strategies; and (3) new ways of doing things (processes). Ferreira [27] and Neely 
et al. [28] highlighted the need for management practices that encourage and support 
the innovation, through the integration of information, knowledge and expertise and 
the proper understanding of the external and competitive environment, competition, 
technology and consumer behavior.

Nowadays, companies act in mature and complex markets, with very demanding 
consumers [6, 25]. This requires individual and collective capacity to absorb and 
transform knowledge into truly differentiated products and services, good marketing 
practices and human resources management policies [29, 30].

Cota and Mark [31] related creativity to innovation, referring to the fact that 
creativity is a soft skill that must be shared by all managers of a company; more, it 
should be part of the organization’s values.

One of the aspects inherent to creativity is to provide all employees increased 
motivation to make a contribution, with new or reused ideas [32]. To Frade ([33], p. 
5) “… while creativity is the generation of new ideas, innovation is the translation of 
these ideas into new products or processes.” This perspective considers individuals 
and groups’ creativity as a starting point for innovation ([34, 35]; Anderson et al., 
2004).

This creativity will always be objectively oriented in its application or imple-
mentation, because this is the only way to prove the innovative performance and 
their acceptance or relevance [36]. Sousa and Monteiro [37] consider creativity as an 
ongoing process that guides the individual and group initiative, leading to constant 
innovation and building profitable organizations.

In Porter’s perspective [38], innovation is primarily responsible for the creation 
and maintenance of benefits, therefore ensuring organizations’ continuity and sus-
tainability. Kaufmann and Tödtling [39] add that a successful innovation contributes 
to improve the company’s competitive position in the market segment. This is in line 
with Bateman and Snell [40]: innovation is a key source of competitive advantage, 
next to competitiveness in cost, quality and speed. The authors consider innovation as 
a factor that leads to the creation and maintenance of competitive advantage, there-
fore, the guarantee of continuity and profitability of any organization. Thus, innova-
tion serves as the structural lever that ensures the company’s future: (1) achievement 
of initial objectives; (2) stable economic and financial resources; and (3) company 
growth and capacity to reinvest.
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According to Braga [36], the implementation of innovative projects should value 
aspects such as delegation, empowerment, trust and support of thinking and creative 
work. Consequently, innovation goes against routine and improves the perceived 
leadership quality. This happens when the top management values the individual and 
collective work, as well as the ideas presented by employees.

In this context, the more engaged employees are in tasks and activities, constantly 
helping to find solutions to the organization’s problems, the more satisfied and 
motivated they will feel. Creative organizational environments are collective work 
structures, where all employees have access to the same information and share a 
common corporate culture. This leads to individual initiative, promotes innovation 
and adds value to the business dynamics, in a perspective of growth and sustainability 
[10]. It also promotes a favorable environment.

5. Methodology

This study aims to analyze the impact of personal leadership and communication 
abilities on organizational performance. A semi-structured interview was developed as a 
way to understand how does a manager’s personal communication style affect the overall 
company communication. Other questions were included to relate the leader’s quality 
of communication to the employees’ satisfaction, their engagement and willingness to 
actively give ideas, look for alternative solutions and strive to achieve organizational goals.

According to Albarello et al. [41], an interview is the most appropriate instrument 
that allows the researcher to identify different cultural patterns present in the speech. 
More than mere words, gestures, facial expressions and tone of voice everything can 
be analyzed in detail when compared to a written questionnaire. It is, therefore, a 
more complete and detailed method of obtaining information.

Six people with communication and management responsibilities were selected by 
convenience [42] from among the authors’ contacts: (1) Paula Arriscado, the Human 
Resources Director at Salvador Caetano; (2) Paulo Vilhena, CEO & Founder at Paulo 
Vilhena, Lda; (3) Jorge Sequeira, Human Resources and Communication Responsible at 
Team Building; (4) Salvato Trigo, Chairman of the Board of Directors of the Fundação 
Ensino e Cultura Fernando Pessoa (Fernando Pessoa University (UFP)); (5) Adelino 
Cunha, CEO & Founder at I have the Power; and (6) José Albuquerque, Communication 
Responsible at Nors, Auto Swedish. Salvador Caetano is a Portuguese company with 
more than 7000 employees, now present in 41 countries with more than 20 brands, 
car sales and distribution company. Paulo Vilhena Lda is a small company with 15 
employees, providing consulting services. Team Building is a small company in the area 
of training and behavioral management. UFP and/or Fernando Pessoa Teaching and 
Culture Foundation (FFP) is an organization that aims to develop activities to promote 
education: culture, scientific research, professional and corporate training and public 
health. I have the Power is a small company with 18 employees, coaching specialist. Nors 
represents the Volvo brand at the Portuguese market and is also involved in some other 
economic activities, mainly in the industry; it completes 90 years in 2023.

The interviews were carried out in person, around five main topics: (1) Leader’s 
personal communication skills and impact on the overall company communication; (2) 
the need to involve all employees in effective communication, creative thinking, inno-
vation and company’s performance; (3) the importance of having satisfied employees 
and the impact of their satisfaction in terms of communication; (4) managers’ commu-
nication skills as an important soft skill to promote a company’s success; and (5) what 
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characteristics should a leader have so that he can develop fluid and capable commu-
nication. In each of these five topics, the main ideas given by each participant will be 
presented. Subsequently, answers were analyzed using the Content Analysis technique: 
inferences based on the text material obtained and its objective contextualization [43]. 
A phased content analysis was carried out, according to Bardin [44]: organization of 
the responses obtained; exploration of the gathered material (coding and categoriza-
tion) followed by treatment of the results (inference and interpretation).

6. Findings and discussion

Trying to understand what is the impact of communication on the total perfor-
mance of a company and what shapes trust, motivation, satisfaction and positive atti-
tudes and understanding among employees, main trends in existing literature indicate 
that good leadership seems to be directly related to the ability to communicate, there-
fore, impacting on a company’s success (e.g., [12]). This study is based on the approach 
of the communication capacity of a leader and managers in the results of the company 
as a whole. Thus, this relationship was assessed, through the exchange of ideas in the 
form of individual interviews with top managers of some Portuguese companies.

6.1  How do leaders’ personal communication skills influence the overall company 
communication?

Participants revealed consensus views on this topic. Paula Arriscado, from 
Salvador Caetano (large company), stated that the success of a company is related 
to its managers’ ability to communicate and manage the daily routines. This in turn 
requires managers to be aware of the ability of the company, as a whole, to perform 
the necessary functions, with the needed energy and within the stipulated time-
frames to allow it to achieve its objectives as an organization. In this sense and accord-
ing to this manager, the efficiency of personal communication is the ability to lead 
men and women in pursuit of a common goal. This is essential to keep the company’s 
profitability. This is a prerequisite for the company to subsist in the market, therefore, 
a prerequisite to have reasons to communicate to the market. It confirms the impor-
tance that efficient internal communication has for the efficiency and effectiveness of 
the company and for its enlightening communication to the market and stakeholders. 
Paulo Vilhena, from Paulo Vilhena, Lda (small company), believes that companies 
reflect the leaders who run them. He thinks that a leader tends to attract people like 
him. “We tend to attract people similar to ourselves and tend to select people like us.” 
By acting in this way, managers try to surround themselves with people who speak 
“the same language.” That is, who will understand the logic of the speech they will 
have. For this reason, and from the outset, there is a relationship between a manager’s 
communication style and his or her leadership style. This will be reflected in the day-
to-day activities of the company and also in the way employees identify themselves in 
it. An enthusiastic leader exudes enthusiasm. Collaborators who absorb enthusiasm 
become enthusiasts. This ends up being reflected in the performance of the company. 
Also, in line with these two opinions, Jorge Sequeira, from Team Building (small 
company), thinks that leadership happens through example. An example is given by 
the way he works, the way he reacts to everyday situations and the way he deals with 
and informs other employees of what is being done and what needs to be done. This 
component of knowing how to communicate, of setting an example, is essential for 
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employees to replicate. They understand the way forward, imitate good practices 
and end up working as a team in pursuit of a common goal. A manager is practically 
always communicating, whether in what he says, writes or through data analysis and 
decision-making. This has a direct impact on the company’s performance that, in 
turn, also impacts the company’s overall communication (internal and external).

Salvador Trigo, from UFP (Fernando Pessoa University, a medium-sized company), 
said that managers need to always take care to comply in their relationship with others: 
appropriate treatment, appropriate words and appropriate examples. In this perspective, 
respect and consideration are two essential variables to use in any form of communica-
tion, regardless of being internal (to employees) or external (to the market). He also 
believes that a leader has to be extremely inspiring and have to give utmost confidence. 
Like in the army, do the best for his/her team. The way a manager speaks must encourage 
initiative. The speech needs to be adapted to the receptors; however, in order to lead oth-
ers to do what the company needs them to do, the way of speaking must be convincing. 
And one can only convince another person when words are directly related to actions. 
Therefore, a manager who knows how to use the right words and adopt the right actions 
will be contributing to a successful company, since he will have in his workers someone 
who understands him/her and identifies with him/her.

Adelino Cunha, from I Have the Power (a small company), started by saying that 
the relationship between leaders’ capacity to communicate and the company’s overall 
communication and performance is undeniable. To this manager, the internal com-
munication reflects the leadership style. Any manager needs to be aware of how to 
communicate since this will be reflected in the company’s general perception. Leaders 
should be inspiring. They need to reassure employees and make them feel comfort-
able at work. Managers also need to learn from other workers and adapt their speech. 
A company is made by the people who work for it. There is no need for managers or 
leaders if there is not a sufficient number of work teams to carry out all the activities 
required by the Organization. From top managers to employees at the bottom of the 
hierarchy, everyone matters. They are a whole. A company only exists if everyone 
makes an effort. A company only exists when all their elements manage to understand 
each other and it is the managers who must promote this general understanding. Then 
there is what it communicates to the market: a reflection of what happens internally. 
It is essential that a manager knows how to communicate and adapt his speech to the 
internal and external reality for the company to continue to exist. Read “in and out” 
information and prepare an adequate answer.

José Albuquerque, from Auto Swedish (large company), agrees that individuals’ 
communication skills impact on organizations’ communication quality. According 
to this participant, a leader is someone who is empathetic. Individuals tend to follow 
those who tell them what they expect to hear. They follow those who set an example, 
in actions and words. But mostly in actions. Thus, everything a manager does turn out 
to be communication.

The manager identifies situations and informs; he must listen, ask for suggestions. 
He makes decisions and informs. And in this continuous process, he is communicat-
ing. If he communicates assertively, he will have an aligned team. An aligned team 
adequately performs its functions. Faced with this, the company fulfills its promises 
and, therefore, is also automatically communicating. For everything to work and for 
the company to remain competitive and profitable, there is an unequivocal relation-
ship between the leader’s and/or managers’ communication skills, the positive percep-
tion of the company’s communication in general and its success. Table 1 summarizes 
main ideas and compares with already existing literature:
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6.2  The involvement of employees for effective communication and consequent 
creativity thinking, innovation and business performance

All the participants agree that employees’ involvement is essential. And employees 
are only involved if they are well informed. This topic was understood as a reinforce-
ment of the previous one. Comments from all the participants stated that involving 
employees in the decision and communication process can positively increase the 
overall communication and performance strategies. Workers will proactively share 
ideas and concerns, actively listen to their managers and leaders and, therefore, feel 
more connected and engaged with the company’s objectives. By encouraging them to 
listen and to speak, managers will for sure be able to develop effective internal and 
external communication. At the same time, involved employees give ideas, sugges-
tions and this leads to creative approaches to the market (products and services) 
and company needs (procedures). This will have a positive impact on creativity and 
innovation that, in turn, leads to better business performance.

Topic Main parts of the interviewee’s speech Content vs 
literature

Personal Leadership and Communication 
vs. Overall performance:

• “… good leadership is directly related 
to the ability to communicate values, 
thoughts and skills to others”;

• “…Leadership is therefore a driving 
process that influences the behavior 
and ability of people”;

• “…This, visibly influences the level of 
satisfaction, personal development, 
interpersonal relationships and overall 
performance

P. Arriscado: “the success of a company is related 
to its managers’ ability to communicate and manage 
the daily routines”; “This is essential to keep the 
company’s profitability. This is a pre-requisite for 
the company to subsist in the market, therefore, a 
pre-requisite to have reasons to communicate to the 
market.”

Agrees

Paulo Vilhena: “…companies reflect the leaders who 
run them. He thinks that a leader tends to attract 
people like him… By acting in this way, managers try 
to surround themselves with people who speak “the 
same language”; “… This ends up being reflected in 
the performance of the company.”

Jorge Sequeira: “…This component of knowing how 
to communicate, of setting an example is essential 
for employees to replicate”; “…This has a direct 
impact on the company’s performance.”

Agrees

Salvador Trigo: “…a manager who knows how to use 
the right words and adopt the right actions will be 
contributing to a successful company.”

Agrees

Adelino Cunha: “… the relationship between leaders’ 
capacity to communicate and the company’s overall 
communication and performance is undeniable.”

Agrees

José Albuquerque: “…individuals’ communication 
skills impact on organizations’ communication 
quality. According to this participant, a leader is 
someone empathetic. Individuals tend to follow 
those who tell them what they expect to hear”; “…For 
everything to work and for the company to remain 
competitive and profitable, there is an unequivocal 
relationship between the leader’s and/or managers’ 
communication skills, the positive perception of the 
company’s communication in general and its success.”

Agrees

Table 1. 
Topic 1, answers and literature.
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The opinion of two of the participants is highlighted: Paula Arriscado believes that 
only involved employees develop a serious commitment to the company, enjoying 
belonging to the staff and developing their activities with extra energy. They will pro-
actively give suggestions on products’ promotion and even procedures and “this will 
provide important insights to the organization” in the sentence “They will proactively 
give suggestions on products’ promotion and even procedures and this will provide 
important insides to the organization”. In line with this opinion, Jorge Sequeira 
believes that team spirit depends on two-way communication. And only united teams 
identify with the company’s objectives and promote ways to achieve them. Involved 
employees are, usually, satisfied individuals; they will be part of an active communi-
cation, internally and externally. Table 2 summarizes main ideas:

6.3 The influence of employees’ satisfaction on communication

In general, all participants agreed that satisfied employees tend to communicate 
proactively.

Paulo Vilhena highlighted that individual’s happiness also depends on the quality 
of the relationships he/she establishes with other individuals. If someone has a good 
working environment, feels recognized and involved in the decision-making process 
he/she will feel happy, motivated to do the best. For example, when working at a 
commercial department, feeling good and in line with the company’s strategy and 
objectives, one will be capable of selling anything.

Topic Main parts of the interviewee’s speech Content vs 
literature

• Employees’ involvement for 
Effective communication 
and Business performance

P. Arriscado: “… only involved employees develop a serious 
commitment to the company, enjoying belonging to the staff and 
developing their activities with extra energy.”

Agrees

Paulo Vilhena: “…Engaged employees are the first to 
communicate positively. They act proactively and are not afraid 
to give ideas and show their point of view. This promotes dialog 
and raises productivity levels.”

Jorge Sequeira: “… Involved employees are, usually, satisfied 
individuals; they will be part of an active communication, intern 
and externally.”

Agrees

Salvador Trigo: “… involved and encouraged employees tend to 
talk and end up revealing many aspects that need improvement, 
thus impacting the company’s performance.”

Agrees

Adelino Cunha: “…Engaged contributors are individuals who 
identify themselves. They know that they are indispensable to 
the success of the company. Therefore, knowing how to listen, let 
people talk and analyze their suggestions can indicate the path that 
the company needs to follow to remain competitive in the market.”

Agrees

José Albuquerque: “…a successful company needs to control 
turnover. This can only be achieved by involving people. We have 
to let employees trust the company’s management and listen to 
them carefully. Often, they are the ones who contact customers 
and competitors. Their point of view should be the starting point 
for countless daily decisions.”

Agrees

Table 2. 
Topic 2, answers and literature.



77

Personal Leadership and Communication Abilities: Impacts on Organizational Performance
DOI: http://dx.doi.org/10.5772/intechopen.1002647

José Albuquerque believes that employees are very proud to belong to and work in 
Auto Swedish (Volvo). Paula Arriscado said the same about Salvador Caetano’s work-
ers. So, to all the participants, it is essential to promote job satisfaction in order to 
have engaged workers. Engaged workers will be proud to be working in that company 
and, through their initiative, will be drivers of positive internal and external commu-
nication. Table 3 states main contributions:

6.4  How do managers’ personal communication skills influence the overall 
company performance?

To all participants, personal communication skills are directly related to any 
company’s success. Managers who are good at communicating enable good teamwork, 
rapid problem-solving, and the capacity to promptly answer to market demands and 
tendencies. They will also build empathy with the other workers, therefore promot-
ing a positive work environment and culture. Good communicators are also those 
who absorb information from the outside and synthetize it to the other company’s 
workers. Creativity and Innovation are perceived by them as the only way to stay 
competitive in mature markets. So, by investing in communication skills and in a 

Topic Main parts of the interviewee’s speech Content vs 
literature

• Employees’ satis-
faction impact in 
Communication

P. Arriscado: “…The daily concern of a human resources 
manager should be to promote a good working environment 
for its employees, regardless of the sector in which they 
work. Implementing employer branding strategies lead 
the company to be considered the best place to work. If an 
employee develops this perception, he will be an excellent 
asset with regard to communication (internal and external).”

Agrees

Paulo Vilhena: “…Workers who do not feel professionally 
fulfilled develop a negative image of the company; 
and because a negative experience creates more buzz 
than a positive experience, the company risks facing 
negative (spontaneous) communication. So yes, 
employee satisfaction has a direct impact on a company’s 
communication and image.”

Agrees

Jorge Sequeira: “… as I already said, satisfied individuals; 
will be part of an active communication, intern and 
externally.”

Agrees

Salvador Trigo: “…Anyone who feels integrated into a 
company, recognized and involved ends up developing 
satisfaction. Satisfied employees, like satisfied customers, 
are the first to talk about the company, the brand and 
recommend its products or services.”

Agrees

Adelino Cunha: “…Only satisfied employees develop 
positive communication. More: spread by word of mouth.”

Agrees

José Albuquerque: “…From my personal experience, 
satisfied employees speak convict and positively about 
the company: they believe in it and identify with it, 
recommending it to others, either as an employer or as a 
supplier of goods and/or services.”

Agrees

Table 3. 
Topic 3, answers and literature.
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communication-friendly environment, managers will be working to improve the 
overall company performance and long-term success and profitability.

Paula Arriscado said that she started at the Marketing Department, responsible 
essentially for external communication. The company knew that she had a PhD in 
Communication. After some years, she was invited to embrace a new project: human 
resources management. The company bet on using her communication skills to 
develop a more friendly work environment, since they believe that satisfied and moti-
vated workers are individuals with higher productivity and lower turnover intention. 
She is now having a huge challenge: develop proper communication to allow higher 
degrees of motivation and counteract a trend toward job abandonment. So, to her and 
to Salvador Caetano as a whole, personal communication skills do impact the overall 
company’s performance. Table 4 has the key answers:

6.5 Characteristics of a leader for communicating effectively

To reinforce the relationship between a leader’s ability to communicate and a 
company’s performance level, participants were asked which main characteristics a 
leader should have.

Salvador Trigo said that a leader has to have the ability to properly identify his 
target and then communicate in an understandable way. So, any leader needs to be a 
simplifier. By this it is meant that an ideal characteristic for a leader is to be able to not 
complicate things; deal with simplicity and clarity with everyday situations.

Topic Main parts of the interviewee’s speech Content vs 
literature

• Managers’ personal com-
munication skills vs. overall 
company performance

P. Arriscado: “…90% of a manager’s time is spent 
communicating: reading, analyzing data, writing reports and 
talking to different people. It is a soft skill that any manager 
must know how to use and improve.”

Agrees

Paulo Vilhena: “…If a manager is not a good communicator, 
he will not be able to convince others to act in accordance 
with the organizational objectives. It will negatively impact 
the company’s results. The opposite is also true.”

Agrees

Jorge Sequeira: “…Managers, at the top, intermediate level or 
line managers, need to know how to argue, how to listen and 
understand. Only then will they be able to have ideas aligned 
with the internal and external needs of the company.”

Agrees

Salvador Trigo: “…an integral part of a manager’s training 
is the development of communication skills. A manager is 
always communicating. And the success of the organization 
depends on his/her communication competences.”.

Agrees

Adelino Cunha: “…Those who know how to act and 
communicate assertively lead others to believe and 
replicate attitudes. A manager who acts in this way will be 
contributing to the success of the company.”

Agrees

José Albuquerque: “…Observe, listen, speak and listen 
again. It is from this continuous process of communication 
that a manager can assert himself and lead a team to achieve 
general objectives.”

Agrees

Table 4. 
Topic 4, answers and literature.
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Paulo Vilhena combines this ability to simplify with another characteristic: being 
able to listen.

To Jorge Sequeira, empathy is the prerequisite, followed by the capacity to story-
telling: awaken feelings and tell good stories that serve as good examples.

Paula Arriscado said that leaders need to enjoy to share: getting people involved in 
their projects. Not being afraid to share: knowledge, information and ideas. This will 
encourage others to act in the same way.

José Albuquerque added the capacity to stay rational, objective and transparent. Be 
an empathic person, someone that people like to hear but also trust to talk with.

To Adelino Cunha, a leader must be an example, in words and actions. Set a good 
example. Leaders also need to hear and understand others’ point of view. Table 5 
summarizes the main ideas:

Topic Main parts of the interviewee’s speech Content vs literature

• Leader’s character-
istics for Efficient 
communication

P. Arriscado:

• “Enjoy to share; involve workers in daily decisions;

• inform about good and not so good results;

• Involve employees in setting goals;

• Interact, tell stories and give examples.”

Agrees

Paulo Vilhena:

• “Being able to listen;

• Capable to simplify;

• Pragmatic.”

Agrees

Jorge Sequeira:

• “Empathy;

• Storyteller;

• Be exemplary.”

Agrees

Salvador Trigo:

• “Good listener and speaker;

• Knowledge and experience;

• Adapt to change;

• Learn through benchmarking.”

Agrees

Adelino Cunha:

• Self-motivated;

• Experience and strong formation;

• Good speaker and listener;

• Exemplar.

Agrees

José Albuquerque:

• “Empathy”;

• Curiosity;

• Capacity to listen;

• Capacity to adapt speech to different public.

Agrees

Table 5. 
Topic 5, answers and literature.
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In general, the interviewees corroborate the existing literature, by consensually 
agreeing that the communication skills of leaders and managers in general have an 
impact on the performance of companies as a whole. Storytelling, directly or indi-
rectly, was recognized as one of the most efficient ways to allow managers to explain 
ideas, share knowledge and deal with internal conflicts properly. This demands for 
good communication skills. Managers that invest in communication competences, 
being able to speak and listen, will for sure overcome possible barriers that individu-
als may build for their personal protection (e.g., [2]).

7. Conclusion

According to the state of the art, leadership is the capacity to create action, 
build skills and control things (e.g., [3, 4]). Leaders must be able to gather all the 
available information, internal and external, treat it and put it at the disposal 
of their coworkers in an understandable way [1, 9]. By having communication 
skills and leading others by example (actions), they promote job satisfaction 
[10]. Satisfied workers tend to develop positive feelings and, when properly 
motivated with extrinsic and intrinsic stimuli, act proactively [22]. So, proper 
communication can lead to positive organizational environment. In turn, posi-
tivity impacts workers’ satisfaction, promotes personal desire for improvement 
and overall performance. Manager’s communication skills have a huge impact 
on employee engagement, personal satisfaction and organizational success [10]. 
Communication builds trust, empowers employees, promotes responsibility and 
puts everybody performing at their best (e.g., [23, 24]).

Organizations need to implement strategic thinking. For that, all employees must 
be involved and committed. Strategy leads to competitive advantages (e.g.: [14–16]). 
In mature and competitive markets, creativity and innovation are two essential 
aspects to be included in any company strategy [25, 26]. They are key issues to com-
petitive advantage, ensuring any company’s future, profitability, growth and capacity 
to reinvest [25, 36, 40].

After analyzing the interviews carried out and the content of all the responses, 
there seems to be a consensus regarding the impact of leaders’ communication skills 
on the overall performance of companies. In fact, all participants agree that the suc-
cess of a company is related to its managers’ ability to communicate and manage the 
daily routines. It seems that companies reflect the leaders who run them. So, in other 
words and according to data obtained, a global and efficient communication depends 
on the leaders’ communication skills, on one side, and on employees’ involvement on 
the other side. All the participants also agreed that involving employees in the deci-
sion and communication process can positively increase the overall communication 
and performance strategies, leading to creativity, innovation and better business 
performance.

Managers identify situations and inform others about it. They ask for suggestions, 
then make decisions and communicate them. In this continuous process, managers 
are always communicating. If this communication is assertive, an aligned and moti-
vated teamwork is achieved. This, in turn, leads everybody to adequately perform 
their functions. Facing an increase in productivity and quality, companies are able to 
respond in line with market needs, therefore increasing competitiveness. Leaders that 
are good at communicating enable good teamwork, rapid problem-solving and the 
capacity to promptly answer to market demands and tendencies. They will also build 



81

Personal Leadership and Communication Abilities: Impacts on Organizational Performance
DOI: http://dx.doi.org/10.5772/intechopen.1002647

empathy with the other workers, therefore promoting a  positive work environment 
and culture. Employees will feel satisfied and engaged with the organization. The 
respondents’ comments highlight the leaders’ capacity to communicate as a drive for 
quality internal and external communication, capable of highlighting a company’s 
strengths. If the leader communicates effectively, his team and the market are able to 
understand the brand’s positioning and the bases of differentiation. Communicating 
implies strategic thinking. Define answers to  internal and external questions; this 
presupposes a commitment to creativity and innovation. These are two crucial points 
for good internal and external performance.

To summarize, our study seems to prove that leaders with good communication 
skills promote understanding and team spirit. On the other hand, they perceive 
market issues and the need to create and innovate. Strategic thinking becomes part 
of the company’s DNA and that of its employees. Everyone ends up being involved 
in this spirit of curiosity and proactivity. Thus, the good communication skills of a 
leader and his workers, the involvement of the company as a whole, strategic planning 
and commitment to creativity and innovative responses contribute to good levels 
of organizational performance. This is in line with previous literature and allowed 
answering the research questions. However, it presents a certain character of novelty 
by focusing on the Portuguese market, revealing a growing concern on the part of 
entrepreneurs with aspects related to (1) communication; (2) strategic thinking; and 
(3) the implementation of human resources policies aimed at employee satisfaction.

The authors recommend that this study should be replicated to a larger number 
of companies. To analyze, for example, two specific economic sectors—e.g.: textile 
and footwear industry, since they represent a large part of the Portuguese business 
fabric. This would allow, by comparison, a more comprehensive and enlightening 
understanding.
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Chapter 6

Unlocking Growth: Exploring 
Senior Management Programme’s 
Learner Experiences in India’s 
Blended Learning Landscape
Durgesh Tripathi and Surbhi Tandon

Abstract

COVID-19 pandemic has significantly transformed the landscape of education, 
leading to a widespread acceptance of digital education. Senior executives are recogniz-
ing the potential of digital education to improve their skills, networks and leverage the 
brand value of top business schools. This study aims to investigate the perceptions, 
motivations and experiences of senior managers enrolled in a Senior Management 
programme offered by Indian Institute of Management, Calcutta (India), delivered 
in a blended mode. Through interviews of 29 learners, the research tries to investigate 
the perceptions and motivations for joining the course, advantages, and limitations of 
the course and mapping their overall experiences. The key findings of the study reveal 
that most learners joined the programme for the upskilling opportunities along with 
a strong inclination towards gaining the alumni status of the premier institution and 
leveraging the brand value of ‘IIM’ tag. The learners believed that such courses were the 
best option for the working professionals as it provides them with the flexibility and 
opportunity to upgrade their skills. It is essential to map and analyse the experiences 
of the learners for developing more nuanced blended learning courses aligned with the 
needs of twenty-first century and Industrial Revolution 4.0.

Keywords: blended learning, learner experiences, corporate India, lifelong learning, 
business schools, upskilling, Indian workforce

1. Introduction

“The illiterate of the 21st century will not be those who cannot read and write, but 
those who cannot learn, unlearn, and relearn.”—Alvin Toffler

Raghav Gupta, Managing Director of India, and APAC at Coursera, stated in 2021 
during a Times Higher Education Webinar titled ‘Upskilling and reskilling India’s 
present and future workforce with digital education’ [1] that the country has been 
facing ‘double disruption’ due to the ongoing COVID-19 pandemic and the automa-
tion taking place in the industry, both of which have implications for the future of 
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businesses and the workforce. He pointed out the four interconnected phenomena 
that are taking place in the country, which revolved around job losses in the pan-
demic, corporates prioritising the reskilling of their employees as automation and 
digitalization are changing the way businesses are being conducted and transacted, 
remote work, and predictions for the creation of newer jobs in the future that require 
digital and data-oriented skills. All these phenomena are taking place in the country. 
Whilst another panellist on the webinar brought up an important aspect of how 
individuals are taking the responsibility of reskilling and upskilling themselves in an 
ever-changing modern work environment, particularly with the rise of gig and digital 
economies, Dwarika Prasad Uniyal, pro vice chancellor of RV University, said that 
individuals, especially mid-tier management, are feeling that they are ill-equipped 
to deal with the challenges of the modern workplace and keep pace with the changes 
that are taking place in the business world. He is of the opinion that they are utilising 
digital education, particularly in the form of blended courses, as a means of avoiding 
becoming “redundant” in the workforce and enterprises.

1.1 Upskilling trends in India

According to the Upskilling Trends Report, 2023 [2], which was published by the 
edtech platform Great Learning, 83% of Indians aim to take up courses and certifi-
cates that would enable them to upskill themselves. This percentage is significantly 
higher than the global average of 74% for that specific year. On the other hand, the 
survey suggests that over 71% of professionals in India feel positive about maintain-
ing their existing employment and roles. This percentage is significantly higher than 
the average of 59% that is seen across the world. According to the findings of the 
survey, the most in-demand and widely acquired talent in India in 2022 was data 
science. This was followed by software engineering and management. Learners with 
more than 8 years of experience were most interested in artificial intelligence and 
cloud computing (Figure 1).

The city of Bengaluru, also known as the Silicon Valley of India, had the biggest 
demand for professional development courses. This was followed by the cities of 
Chennai, Hyderabad, Mumbai, Pune, and Delhi in that order. According to the report 
[3], some of the most common motivations for enrolling in upskilling courses were the 
desire to advance in one’s career, to receive a higher salary package, to gain new skills 
and expertise, particularly technical skills, and to satisfy the need to remain relevant 
in the face of the challenging macroeconomic conditions that exist in a world that has 
been affected by a pandemic. Among the many probable motivations for obtaining 
new skills and competence, one of the most common is the ability to easily migrate to 
different fields. It was revealed that there were gender differences among those who 
were participating in the upskilling courses; however, the inequalities were found to 
be significantly more pronounced among those who had more than 8 years of experi-
ence. The gender inequalities were seen probably as a result of the time, effort, and 
financial resources required to participate in such courses and certifications, as well as 
the necessity of balancing work duties and the requirements of caregiving (Figure 2).

1.2 Need for twenty-first century skills in India

Both S&P Global and Morgan Stanley [4] believe that India is on track to become 
the third largest economy in the world; however, their estimates for the year differ. 
S&P Global and Morgan Stanley both believe that India will become the third largest 
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economy in the world. According to a prediction by S&P Global, India will pass both 
Japan and Germany by the year 2032; however, Morgan Stanley predicts that this 
milestone would be reached by India by the year 2031. The following are some of 
the factors that have been identified as contributing to such growth in the foresee-
able future: an average nominal growth of gross domestic product of 6.3% in the 
post-pandemic period; the continuation of the financial liberalisation; labour market 
reforms; investments in infrastructure and manufacturing; low-cost labour; energy 
transition; and the availability of digital infrastructure, to name a few. Nevertheless, 
India is confronted with the unusual problem of a shortage of the workforce that will 
support the economy, particularly in terms of twenty-first-century skills in emerging 
industries such as artificial intelligence, 5G equipment manufacturing, semiconduc-
tors, electric vehicle technology, carbon capture, medical equipment manufacturing, 

  Figure 1.
  The image showcases the top skills acquired by learners in India through upskilling courses in 2022 
as per the upskilling trends report released in 2023. Source:  https://www.mygreatlearning.com/blog/
upskilling-trends-in-india/           

  Figure 2.
  The image showcases the vast gender differences in those taking up upskilling courses in the workforce 
as per the upskilling trends report released in 2023. Source:  https://www.mygreatlearning.com/blog/
upskilling-trends-in-india/           
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defence manufacturing, climate technology, and the banking sector, amongst others. 
This presents a challenge that is unique to India. According to an article that was 
published in May 2023 in Fortune India and titled “The New-Age Skill Gap,” [5] it was 
pointed out that Indian corporates are encountering difficulty in acquiring the suit-
able talent with the appropriate abilities that are required in the twenty-first century. 
Businesses in India such as the Tata Group, the Adani Group, Mahindra & Mahindra, 
Reliance Industries, the Vedanta Group, and L&T (Larsen and Tubro) are struggling 
to find qualified workers in the Indian labour force market. Companies such as L&T, 
which already employs a workforce of 200,000 people, needed to hire 1500 additional 
engineers in order to expand their operations into new markets. These new markets 
include hydrocarbons, defence, electric vehicles (EV), heavy engineering projects, 
and green hydrogen, amongst others. Even the freshly hired engineers were obligated 
to participate in a training programme that lasted for a full year before they were 
allowed to start working. The corporation has also made the decision to spend Rs. 100 
crores annually in order to provide the new staff it hires with the necessary abilities 
for the twenty-first century. Tata Consultancy Services (TCS), which also provides 
business consulting services, is having trouble recruiting qualified candidates. Even 
though FMCG businesses like Hindustan Unilever (HUL) have undertaken a “skill 
analysis” of their 3000-strong frontline sales team and feel that many of them may 
have excellent personal selling and influencing skills, they lack the skills necessary to 
work with data. The company has made a commitment to enhancing the capabilities 
of its 21,000 staff members by the year 2025. This will be accomplished through a 
combination of in-class and on-the-job training courses developed in cooperation 
with the edtech platform Khan Academy and ITI (Industrial Training Institutions).

According to Future of Jobs Report (2023) [6], there will be creation of 69 million 
new jobs whereas there will also be a decline in the 83 million job worldwide creat-
ing a deficit of about 14 million jobs i.e., 2% of the total employment. According to 
the report, many clerical and secretarial jobs would be eliminated in future due to 
Artificial Intelligence. The report also states that there would be increased demand 
for specialists in fields like artificial intelligence, machine learning, data specialists 
and scientists as they are the most prominent emerging sectors of the economy. The 
Future of Jobs Report, 2023 also points out that there is a talent deficit as the 60% of 
the companies surveyed for the report are facing challenges in bridging the skills gaps 
whereas 53% of the companies are unable to find employees and attract talent with 
the adequate skills to transform their businesses and prepare it for the future. Thus, 
there seems to be need to invest in the existing workforce and employees and reskill 
or upskill them to make them relevant for the changing times and business situations. 
Organisations are fast realising that there is an urgent need to invest in their employ-
ees and provide them with the opportunities as well as the financial resources so that 
they can adapt to the changing workplace and its norms (Figure 3).

1.3 Government initiatives for upskilling and digital education

With multiple entry and exit points, a focus on digital education, the establish-
ment of an academic bank of credit, and the ability to pursue multiple degrees con-
currently, India’s new National Education Policy (2020) [7] has provisions to make it 
easier to develop skills for the twenty-first century and pursue lifelong opportunities. 
It aligns with Sustainable Development Goal 4, which promotes high-quality educa-
tion for all, by emphasizing a multidisciplinary approach with a learner-centric focus 
[8]. The establishment of the National Educational Technology Forum, the creation of 
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MOOCs (Massive Online Open Courses) to be specifically created in regional lan-
guages, the training of faculty members in the planning, carrying out, and assessment 
in digital learning environments, and investments in digital infrastructure can all be 
used to analyse the policy’s greater emphasis on digital education [ 9 ]. The National 
Education Policy, which was created in 1986 and attempts to address the needs of 
the next generation, is replaced by the new policy. In the budget for 2023, the Union 
Finance Minister announced the creation of 30 International Skill India Centres [ 10 ] 
as part of the Pradhan Mantri   Kaushal Vikas Yojana 4.0, recognising the need for 
upskilling, particularly in 21st-generation skills. The curriculum plans to teach the 
latest technologies like coding, artificial intelligence, robotics, mechatronics, IOT, 3D 
printing, drones, and soft skills. To  maintain India’s reputation as the “pharmacy of 
the world,” the budget also promised the creation of multidisciplinary courses to teach 
skills linked to producing cutting-edge medical equipment (  Figure 4  ) [ 11 ].  

 Employees who use advanced digital skills, such as cloud architecture and software 
development, report higher job satisfaction and contribute $507.9 billion to India’s 
annual gross domestic product (GDP), according to a study titled “Asia Pacific Digital 
Skills Study: The Economic Benefits of a Tech-Savvy Workforce” [ 12 ] that was commis-
sioned by Amazon Web Services. Since 2017, Amazon Web Services has taught approxi-
mately 4 million people in advanced digital skills, particularly those linked to cloud 
computing, for the Indian workforce. According to the survey, at least 21% of firms 
that run most of their business on the cloud have quadrupled their annual revenues, 
compared to 9% that rely on it either partially or not at all. According to the survey, 92% 
of employers anticipate incorporating expertise in blockchain, AI, cryptocurrency, and 
quantum computing into their standard operating procedures and business practises.  

  1.4  Blended learning and leveraging its potential for the upskilling and reskilling 

 Blended learning is an educational approach which is a combination of the online 
and offline learning experiences. It is also often called as the hybrid mode or mixed 

  Figure 3.
  The image showcases the top 10 fastest growing sectors and top 10 fastest declining jobs in the job markets across the 
globe as per the World Economic Forum’s Future of Jobs Report, 2023. Source:  https://www3.weforum.org/docs/
WEF_Future_of_Jobs_2023.pdf           
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mode of learning. It combines the features of the traditional face-to-face classroom 
experiences as well as digital education. Some of the important features of blended 
learning are mix of delivery methods, flexibility in time schedules and learning styles, 
integration of technology in the pedagogy through different aids such as learning 
management systems, multimedia content, discussion forums, digital tools, availabil-
ity of personalised learning along with group activities assignments, peer learning, 
online quizzes, collaborative learning opportunities, availability of learning analytics 
to track learner’s progress and development to name a few.

According to the Guide to Blended Learning by Commonwealth of Learning 
released in 2018 [13], multiple studies have showcased that blended learning gives 
the opportunity to the learn collaboratively, develop creative thinking and tailor their 
experiences to serve their individual needs and personal goals. The book also offers 
insights into three basic models of the blended learning which may be tweaked and 
differentiated to varying degrees to design, develop and deliver multiple courses and 
programmes catering to the needs of the learners, curriculum framework and institu-
tional factors. The three models of blended learning are:

a. Flipped classroom or flipped curriculum: In this model, the classroom teaching or 
face-to-face teaching is the primary mode of instruction however, the students also 
have access to online resources to support their learning experiences. The students 
may be provided with open educational resources (OERs), podcasts, online exercises 
related to the topic/subject to be discussed in the classroom. The students have access 
to the online resources independently. It may include group learning through online 
medium such as webinars or seminars.

b. Blended block model: This model incorporates both online sessions and face-to-
face learning with carefully planned sequence of activities to facilitate the process of 
learning. Such a model considers the pedagogical goals and pragmatic considerations 

Figure 4. 
The infographic is released by press information bureau with the highlights of the union budget, 2023 showcasing 
the present government’s commitment toward youth for the upskilling courses and preparing them for the twenty-
first century skills. Source: pib.gov.in/PressReleaseIframePage.aspx?PRID=1895304
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whilst designing the courses and is a useful model for designing and implementing 
courses for the working professionals and geographically distributed learners. It is 
usually designed in a manner where the online sessions are followed by a block of 
face-to-face learning such as group presentations, case studies.

c. Fully online model: As the model’s name suggests, it has provisions for digital or 
online sessions and opportunities for learning, however, it is also a blend of online 
synchronous learning such as online classes, webinars, tutorials and asynchronous 
activities like discussion forums, pre-recorded videos, individual assignments, quiz-
zes integrated through learning management systems (LMS) or otherwise.

According to Online Education in India: 2021 report by KPMG [14], India’s online 
reskilling and online certification market is mature with the growth rates of about 38% 
(Compound Annual Growth Rate-CAGR) and the factors attributed for the high growth 
are high adoption rate amongst the target audience, convenience factor and the need to 
continuously evolve oneself with the changing technology and the needs of the con-
temporary times. The report estimated that India’s market size for reskilling and online 
certification is about 463 million USD in 2021 which has risen from the 93 million USD 
in 2016. The report states that India’s market is oligopolistic in nature with subscription 
model being the most preferred model adopted by the users. The average course duration 
for reskilling programme ranger between three to 6 months with a cost of around Rs. 
8000 (INR) to Rs. 16,000 per course. The courses provide access live classes, instructor 
led projects and case studies, however, some courses also offer value added services such 
as recruitment assistance and paid freelance projects undertaken during the courses. The 
report states that an average user enrols themselves in two courses in a year for reskilling 
themselves in the evolving contemporary times whereas they may enrol in such courses 
five times in their entire lifetime. Working Professionals are generally looking for courses 
that immediately adds value to their profiles after the completion of the course especially 
in Tier 1 cities in India whereas Tier 2 users are looking for niche courses. However, the 
courses may have a low shelf life as the course content easily becomes obsolete due to the 
fast-paced changes in technology and their usage in various industries but the course 
updation on a regular basis remain a challenge as it is an expensive and time-consuming 
process. The report also points out that technology related courses are evenly distributed 
amongst various across different regions and tiers whereas business management courses 
are highly demanded in Tier 1 and Metro cities. The report also states that high demand 
for certification courses is due to the rise in disposable incomes of the employees and 
an aspiration to distinguish themselves or their curriculum vitae from their peers in 
the work environment. However, some of the key challenges faced by the learners are 
connectivity issues, pricing of the course and the choice of brand for the course selec-
tion. Some of the key motivational factors pointed out by the report for adopting online 
certification and reskilling programmes are convenience, no requirement of travelling 
to a physical classroom and self-paced learning especially in the urban centres. Reduced 
travel time and flexibility offered is a key factor for adoption of the courses.

Thus, upgrading the skills of the Indian workforce and preparing them for upcom-
ing opportunities and challenges appear to be achievable through digital education 
especially blended learning programmes considering that working professionals have 
work as well as familial responsibilities. India has a thriving digital education sector for 
a variety of uses, such as competitive examination preparation, skill development, and 
upskilling initiatives. As they can include both online learning and practical experiences 
like apprenticeships, campus visits, immersive activities, group projects, live classes, 
and offline meetups, among other pedagogical aspects, blended learning programmes 
are thought to be the most suitable mode of learning for upskilling programmes.
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2. Review of literature

Hrastinski [15] refers to blended learning as an umbrella phrase. He asserts that 
blended learning is more than just integrating online and offline instruction; it also 
includes a variety of methodologies and elements. According to him, blended learn-
ing encompasses a range of pedagogical strategies, information technology tools, and 
instructional methods. Although there is no universally accepted definition of blended 
learning or what it entails, the phrase was first used in the 1990s. Graham (2006) [16] 
feels that the online teaching and learning process is an amalgamation of the conven-
tional offline teaching and learning processes in a computer-mediated environment, in 
contrast to [17] who view the integration of the online teaching and learning process 
in the curriculum framework to be “thoughtful.” On two features of blended learning, 
which is a thoughtful combination of in-person instruction and learning and online 
interactions, there does appear to be agreement: it should be “planned” and “pedagogi-
cally valuable.” However, there seems to be a consensus on two aspects of blended 
learning, which is a judicious mix of face-to-face teaching and learning along with 
online interactions: that it should be ‘planned’ and ‘pedagogically valuable.’

Bordoloi et al. [18] contend that education in the twenty-first century should be a 
combination of customized, “productive,” and “collaborative” in character, with a focus 
on holistically developing the potential and creativity of the students. They suggest 
that blended learning—a combination of face-to-face (F2F) and technology-enhanced 
instruction—could be the most effective model for the holistic development of stu-
dents, who would then be both critical and creative thinkers and problem solvers. They 
also think that blended learning technology, together with carefully thought-out meth-
odology, content, and course materials that are in line with modern needs, can act as 
catalysts to assist the nation advance faster than other nations. Their study, “Perception 
towards online/blended learning at the time of the COVID-19 pandemic: an academic 
analysis in the Indian context,” demonstrates that blended learning is viable in the 
Indian context for the twenty-first century, particularly in emergency or extraordinary 
circumstances like war or pandemic. They demonstrated a favourable perspective and 
connection between online learning and the delivery of instruction, training, and skills 
through mediated environments. They believe that soon, new instructional technolo-
gies will become crucial. Whilst Hass and Joseph [19] investigated how business school 
students at a liberal arts university in the Southwest of the United States felt about 
online versus traditional face-to-face courses. The study found that students in both 
groups—those exposed to online learning and those taking traditional courses—dem-
onstrated a willingness to participate in online programmes. However, the researchers 
recommended a blended or hybrid form of instruction for these kinds of programmes.

Another study, “Can MOOCs Reskill and Upskill the Indian Workforce for the 
Industrial Revolution 4.0?” which is a thorough literature review highlights the inher-
ent weaknesses of MOOC courses in skill upgradation due to the high attrition rate 
offered through government-sponsored MOOC platforms like SWAYAM (Study Webs 
of Active-Learning for Young Aspiring Minds). Many students in the Indian context 
do not complete their courses. The fact that the course materials were unable to meet 
the needs of the variety of learners—some of whom would have prior knowledge 
or even experience, whilst others would be beginners—is a significant factor in the 
high attrition rates. Other frequent causes for course abandonment include the digital 
divide, lack of national framework for the MOOC ecosystem, and issues with credit 
transfer. The findings also showed that the Canadian government understands the 
critical necessity for workforce upskilling and reskilling every few years due to the 
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changing nature of the world and the introduction of newer technology that affect 
how we behave. The government has acknowledged the necessity for boot camps and 
the creation of MOOC courses to provide its workers with twenty-first century skills.

Kumar and Pande [20] in their research paper titled “Technology-mediated learn-
ing paradigm and the blended learning ecosystem: what works for working profession-
als?” assert that blended learning courses offer ease of access, interactive pedagogy 
and have a high contextual significance. They proposed a learning paradigm for the 
working professionals especially related to blended learning programmes which is 
based on the earlier formulated learning paradigm of ‘learning as participation’. The 
researchers believe that such blended learning programmes are context-centric, 
focussed on acquisition of specific skills and enables collaborative and peer learning. 
They also identify the key success factors for the blended learning ecosystem for the 
working professionals. User-centricity is identified amongst the key factor. They have 
recognised varied factors which play a key role in the satisfaction of the learners and 
effective learning in the blended learning courses which are—Institutional factors, 
Faculty-related factors, Student-related and Pedagogy related factors.

3. Research objectives

The paper attempts to understand the perceptions and motivations of a blended 
learning programme through investigating the learner experiences. Following are the 
research objectives of the research article:

1. To understand the perceptions and motivations of the learners to join a blended 
learning programme especially for those in senior or middle management levels.

2. To assess the advantages and limitations of blended learning programmes run by 
business schools

3. To analyse the overall experience of the learners enrolled in a blended learning 
programme.

4. Research methodology

It is a qualitative research study that employed a descriptive methodology with an 
emphasis on conducting structured interviews with students enrolled in the Indian 
Institute of Management Calcutta’s (IIM Calcutta) Senior Management Programme 
(SMP). We intend to explore the learner’s experiences, viewpoints, and insights 
surrounding their enrolment in the SMP. The primary purpose of this study is to 
determine how learners perceive and benefit from the SMP at IIM Calcutta, which is 
delivered in a blended mode. The Alfred P. Sloan School of Management (MIT), the 
Government of West Bengal, the Ford Foundation, and Indian business collaborated 
to create the Indian Institute of Management, Calcutta, as the country’s first national 
institution for post-graduate courses and management research, in 1961. It is regarded 
as one of Asia’s finest business schools. The course began in June 2023 and was still 
in progress at the time of the study. It is a 12-month programme designed to teach 
strategic leadership abilities and ease the transition into senior management roles, 
particularly in an evolving business environment. According to the website (https://
www.iimcal.ac.in/ldp/SMP), the programme’s stated objectives [21] are:
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a. equip them with analytical skills,

b. enhance their existing functional competencies,

c. transform them into strategic leaders.

The course is delivered in a blended format, with online instruction on weekends, 
particularly Sunday, to accommodate the demands of working professionals, and 
two campus visits (5 days) at the programme’s midpoint and finish. The students 
had already been on one of the programme’s planned campus visits when the study 
was done. A total of 150 students were enrolled in the programme, and 29 SMP 
students—21 men and 8 women—were interviewed for this study. The participants 
ranged in age from 34 to 50 and held senior management positions such as project 
managers, directors, associate directors, vice presidents, and chief financial officers 
(CFOs), among others. The course includes both on-campus and online instruc-
tion, as well as pedagogical tools and exercises like case studies, role-plays, games, 
quizzes, and simulations. Except for one person who just left their position, these 
participants all hold middle- to senior-level management positions in global firms 
and government agencies. We have mostly depended on conducting in-depth struc-
tured interviews with an approach that permits open ended questions and in-depth 
investigation of each participant’s experience with the SMP in order to gather data. 
The questions revolved around the themes of the perceptions and motivation for 
joining the course considering their well-established position and job profiles in the 
industry/domains, advantages and limitations of the blended learning programme, 
strategies, and challenges to align their work, family responsibility and learning 
goals, organisational support for the senior management programme and their 
overall experience. The interviews were transcribed and then the recurrent patterns, 
themes and insights were identified from them to gain valuable insights into the 
learner’s experiences.

5. Findings and results

5.1  Perceptions and motivations of the learners to join a blended learning 
programme especially for those in senior or middle management levels

Some of the main reasons for joining the Senior Management Programme are: 
leveraging the brand value of the Indian Institute of Management, which is a pre-
mier management institution in India with a strong reputation in Asia; a medium 
for networking opportunities with industry professionals, particularly those in key 
decision-making positions; opportunities for skill enhancement and upskilling; and 
preparation for important leadership positions that may become apparent. As a result, 
several of the unique responses were (Figure 5).

“To equip myself with skill sets that would help me transition from being a functional 
manager to a suitable role in general management.”

“Discovering what is beyond present leadership role and understanding present 
industry standards, that can help build better workplace and sustain growth with 
meeting future needs.”
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5.1.1 Long-term and short benefits of the senior management programme

Some of the short-term benefits of participating in the course included: transition-
ing from the government to the corporate sector; promotion purposes, including 
elevation to the post of COO/CEO level job; upskilling; adding value to the current 
role and organization in the corporate sector; technical learning; learning new 
management trends and patterns; and gaining an edge on the resume due to the host 
institution’s high reputation and leveraging the brand value. Long-term benefits of 
taking the course include developing strategic decision-making skills, improving 
decision-making abilities, understanding the challenges and opportunities in various 
leadership roles, alumni networking, accelerated advancement from current roles, 
and attracting recruiters. Some of the learners’ distinctive responses were as follows:

“It would help upskill and expand my knowledge base further; and also my apprecia-
tion & understanding of how various functions operate in leadership roles. It would 
definitely equip me with skill sets to becoming a better leader with a more wholesome, 
enriching experience & outlook.”

“It gives good insights into Strategic Decision Making by exposing participants to all 
important Corporate Functions”.

“It will help me understand the dynamics of business apart from technology roles and 
help me to grow in management role.”

“It will help to get a holistic view of all functions of the business and might be useful 
if am trying for more senior management roles”.

5.1.2  Advantages and limitations of blended learning programmes run by business 
schools

According to the learners, the benefits of the senior management programme 
included the opportunity to grow and acquire new skills, networking opportunities, 
updated course content, sharing knowledge and discussions with peers, particularly 
on critical issues of the day, and alumni status. The remote learning opportunity and 
the flexibility that comes with it to balance work, family responsibilities, and learning 

Figure 5. 
The image showcases the main motivations for joining the senior management programme at IIM, Calcutta. 
Source: Formulated by the researchers.
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needs; accessibility to course materials, including text materials and videos, at all 
times through the learning management system; time management; and the ability to 
learn from home represent a few of the standard benefits indicated by respondents. 
Many respondents stated that blended learning programmes are the only way for 
working professionals to improve their knowledge and abilities (Figure 6).

Some of the common challenges and concerns raised by the learners enrolled in 
Senior Management Programme are large batches in an online set-up, rushing of 
the syllabus in the classes, prolonged and unnecessary time spent on Questions and 
Answers Sessions or Discussions leading to time constraints to comprehensively cover 
the syllabus, lack of access to course instructors except for the Sunday and offline 
campus visits, technical glitches including access to learning modules and videos, 
lack of individual attention, less opportunities for networking in online interac-
tions, personal interactions and touch with the educators, problems with Learning 
Management Systems, balancing work, family responsibility and learning goals, 
instructional designs as some crucial topics could be taken up during the offline 
classes in campus visits, depth missing in some subjects, coping with the speed of the 
course or consideration of the needs of the diverse learners, examinations during the 
travel time among others (Figure 7).

5.1.3 Organisational support for the upskilling course

As the majority of course participants are working professionals with high-profile 
professions in senior and middle management, organisational support is essential for 
participation in and effective completion of a blended learning programme. As a result, 
it is important to have organisational support in order to speed up learning and develop 
the necessary abilities. Out of 29 students, two had their courses paid for by their organ-
isations; however, six students received no funding from the latter. Whilst two students 
received some support from the organisation for the course. Others have received 
varying degrees of assistance from their company, ranging from leaving work during 
institution visits to helpful managers who helped them manage their time and work-
load. Since it is a weekend course, many respondents chose not to ask the organisation 
for assistance and instead paid the tuition with their own funds or resources. Following 
are a few of the learners’ novel answers to organisational help from the organisation:

Figure 6. 
The infographic showcases the advantages of the blended learning programmes as experienced by the learners. 
Source: Formulated by the researchers.
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“Only support that I asked was to allow attending lectures in office as we have office 
on Sunday as well”.

“My organization has been very supportive in providing necessary leaves and time offs for 
campus visits. Rest my work is not hampered due to this so company has no problem”.

“They have supported and encouraged me a lot for this course. They have partially 
paid fees for this course.”

5.2 Overall experience of the learners enrolled in a blended learning programme

The overall experience of the senior management programme received a range 
of views, but the majority of respondents evaluated it as “good” to “excellent,” with 
only two respondents out of the 29 giving the programme a “average” rating. Many 
respondents agree that it is a useful alternative for working professionals who may 
have few other opportunities to improve abilities and acquire new management topics. 
The course ended up being the best choice available because one of them said that the 
employer would not permit sabbaticals for learning opportunities. However, another 
responder thought they should have chosen an offline or live course that would have 
lasted for three or 6 months and had more focused modules. Most responders think 
it’s a fantastic chance to network with people from all backgrounds and occupations. 
Some respondents brought up the restriction that they could not participate in online 
role-playing games or presentations. The vast size of the batch, which included 150 
students, upset many of those who responded. Some people valued the peer learning 
chances, whilst others think the college ought to host gatherings and networking events 
for students who reside in nearby cities. Some respondents praised the programme’s 
high standards of instruction and faculty members, whilst others noted that the 
programme’s case studies were outdated and not appropriate for India’s conditions. Still 
other respondents wished for fewer areas to be covered in greater depth. According to 
one of the responses, the training has inspired him to embark on new endeavors and 
search for startup possibilities. Important comments on the overall experience include:

Figure 7. 
The infographic shows the common concerns and challenges faced by the learners in the Senior Management 
Blended Learning programme. Source: Formulated by the researchers.
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“It has been a good experience. Senior or middle-aged professionals get an opportu-
nity to remotely acquire management degree or certification, which otherwise would 
have meant taking a sabbatical etc. Not all companies support break for education.”

“Overall experience has been good in terms of learning through case studies and peer 
learning. Networking has been an important facet of this program which I liked. Only 
thing I disliked is the batch size of 150 people which is too big to interact with and 
sometimes makes online classes difficult to moderate.”

“Ok experience. Difficult to focus in offline model, but since it is was working individu-
als do not have much of a choice. Also, in online we cannot do role plays, presentations 
etc. Syllabus needs to be improved and case studies need to be more relevant to Indian 
ecosystem and current scenarios (most of the case studies are 20–30-year-old). However, 
we are trying to make the best of it by learning from fellow mates and the books given.”

6. Conclusion

India boasts a substantial workforce poised for potential reskilling and upskilling 
soon. Blended learning programmes emerge as a compelling medium to cater to the 
diverse needs of working professionals across various industries and domains. This 
approach offers inherent advantages owing to its adaptability and flexibility in the 
context of remote learning. Some of the important findings of the study reflect that 
the blended learning programmes especially for the management fields should moni-
tor and calibrate the size of the batch, faster response, and redressal of the complaints 
regarding the learning management systems and other technical glitches, updated 
course content which is relevant to the Indian business environment and transform-
ing business needs. The course should include case studies and relevant examples 
catering the needs of the modern workplace where automation, data analytics, 
artificial intelligence, generative language models, internet of things are already mak-
ing inroads in the organisations. Overall, the courses and programmes for the working 
professionals should be meticulously designed and strategically planned, considering 
the demands of future job markets and the cultivation of leadership skills to confront 
contemporary challenges. Embracing blended learning programmes should become 
increasingly prevalent to address the evolving learning requirements and opportuni-
ties for knowledge sharing, thereby equipping individuals with the essential skills 
demanded by the twenty-first century. Future research is recommended for designing 
more effective blended learning programmes that caters to the needs of the learners as 
well as fulfils the intended learning outcomes of the such programmes.

7. Limitations of the study

Extensive literature regarding the effectiveness of the blended learning pro-
grammes particularly for the management programmes and overall, for the generalised 
learnings and understanding was not available. The study was conducted whilst the 
course was still underway and the overall experience, satisfaction level and percep-
tions regarding the course and blended mode of learning may differ at the end of 
the course. Since, the study considers the experiences and the insights of the limited 
number of learners, future studies may be required for more nuanced understanding 
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for designing more user-centric and effective blended learning programmes especially 
for the management studies. Also, the study could be replicated with different age-
cohorts may yield different results especially Millennials and Gen -Z.
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Chapter 7

Does Working from Home Work?
Jacques Bughin and Michele Cincera

Abstract

Remote work (“WFH”) was often the default mode of working during the recent
pandemic, because of lockdown. But beyond this one-off effect, the question remains
whether remote working will endure and become part of the “new normal”. We
formalize a simple company-employee work-at-home decision model, which takes
into account both worker preferences and the company’s strategic incentive to invest
in supporting work-at-home practices. The model predictions are then tested on a
large sample of global firms across the world, regarding their evolution in WFH
intensity and how WFH changes correlate with labor productivity changes. We find
that technologies facilitating WFH, and to a lesser extent, active human resources, are
needed to make work from home more productive. Said otherwise, the future of WFH
depends on how technology will be able to “augment” labor effectiveness.

Keywords: work from home (WFH), labor productivity, technology augmentation,
human resources, work automation

1. Introduction

By 2022, Shopify, a well-known global next-generation e-commerce platform had
secured a perennial flexible work arrangement scheme across its entire workforce,
centered around the possibility of working from home (WFH). By that time,
Accenture has already implemented an effective flexible work policy, with nearly
100% of employees working remotely. The significance of WFH was also clearly
demonstrated during the peak of the COVID-19 pandemic, as social lockdowns
pushed many firms and workers to resort to it. Looking at the period pre-COVID,
WFH was limited, used by barely 15% of the European population [1].1 In less than
6 months, during the lockdown of the pandemic, WFH quickly doubled to reach 40%
of workers in both the United States and Western Europe [2].

But despite all claims, WFH is failing to automatically scale as a “new normal”. Not
everyone is a Shopify’s, and even companies championing WFH are backtracking,
such as Disney or Starbucks. Scholars themselves disagree, from the optimistic view of
Barrero et al. [3] to the cautious views recently expressed by Harvard Professors
Edward Glaeser and David Cluter on the need to go back to the office (2021).2

One reason for some limited WFH effects is simply that not all jobs are suited for
WFH [4]. Another reason is that remote work practices have an ambiguous impact on

1 jrc120945_policy_brief_-_covid_and_telework_final.pdf (europa.eu)
2 Remote work is bad for productivity—and for your career—The Washington Post.
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labor productivity, as flexibility benefits are quickly bypassed by the sense of exclu-
sion and by a lack of team performance spillovers [5, 6]. A final issue is organizational,
whereby remote workers may hinder the performance of their team colleagues, given
a lack of coordination [7]; especially a too high-level of WFH [8].

This research analyzes the trajectories made by large (mostly multinational) firms
regarding WFH, pre- and post-COVID, with a goal to better understand the corporate
drivers, especially productivity gains-linked to the adoption and expansion of WFH.
The originality of the research is threefold. First, most recent studies on WFH pro-
ductivity resort to workers’ surveys (e.g., [9, 10]). When studies take the pulse from
the employer side, they have mostly relied on self-assessed productivity gains, e.g.,
Erdiesk [11], or have concentrated on very specific firm case studies [12, 13]. Here, we
perform a statistical analysis of corporate revenue productivity changes and WFH
density changes at the firm-level to derive estimates of the productivity benefit of
WFH. Second, we lay out an analytic model of remote work as background to our
empirical specifications—many studies rely on conceptual, rather than analytical
models to define their empirical strategy, but they lack the insight that, for instance,
complementary resources to remote work are critical to boost competitive advantage
and boost WFH diffusion. Finally, our study covers a relatively large survey of 4000
firms, in ten countries—this is to be compared to the average sample of about 400
datapoints in the analysis of the 26 studies on productivity impact of remote work by
Anapko et al. [14].

We confirm that WFH trajectories are different among firms, with the pandemic
playing a catch-up, and most heavy WFH-centric firms exhibiting better revenue
growth, but mostly to the extent that they have invested in complementary human
resources and technology capabilities. Thus, WFH is not automatically part of “new
normal”, but will clearly depend on the firm complementary capabilities in both HR
and work technologies.

2. Remote work: evidence to date

WFH dates a long way back and was pushed by workers to limit time loss in
commuting, and work–family conflict [15, 16]. Studies also highlight that WFH is an
effective way to boost workers’ happiness, and their engagement [17]. According to
Anapko et al. [14], the US Congress and the European Union had long approved
legislation supporting remote work, but WFH remains rampant as technically challeng-
ing for years. For instance, large US firms resorted to remote work as a way to limit
commuting during the two main oil energy crises in the 1970s.

The rise of connectivity and new digital technologies, including the internet,
mobile, and the first applications of videoconferencing since this new century, have
solved most of technical problems linked to WFH and boosted the rollout of more
remote work practices. In this context, seminal studies such as Bloom et al. [12] or
Anderson and al. [17] had confirmed that WFH could be a powerful tactic for firms, as
it reconciles workers’ delight with productivity uplift.

More recently, the COVID-19 pandemic has become a major catalyst to resort to
remote work as a main work practices. Results of new studies on the productivity of
remote work, however, still raised skepticism as to whether WFH could generate labor
productivity gains. For example, a study on UK workers by Mandall et al. [18] con-
cluded that only a minority of UK workers could complete as much work during the
first wave of the pandemic as during pre-COVID. In Japan, Morikawa [19] suggested
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that WFH productivity was only 2/3 of the level achieved at the workplace. Using a
sample of 10,000 skilled professionals at a large Asian IT services company, which all
shifted to WFH during the pandemic, Gibbs et al. [20] found that total hours worked
increased by roughly 30%, but the average output did not significantly change, lead-
ing to a productivity drop in total of about 20%. Ipsen et al. [21] have concluded that a
majority of Danish WFH workers could complete the same amount of work or more
than when working at a workplace, but still 40–45% of them were less productive.
Equivalently indecisive results were found for advancing countries such as Indonesia
and the Philippines [22, 23].

The merits of those COVID-19 studies have been to highlight that productivity
gains are not warranted but depend on a possible few key mediating factors. The first
factor is organizational agility: in fact, most firms were possibly ill-prepared to deploy
WFH as an urgent action out of lockdown. The second factor is that WFH productiv-
ity depends critically on the ability of workers to leverage technologies for effective
WFH. In particular, a recent research by Bai et al. [24] demonstrates that digital
technologies could boost WFH as well as enhance corporate performance. Tønnessen
et al. [25] note that digital ability is not enough—rather digital knowledge sharing is
the key driver of remote work on productivity.

Our research contributes to the debate by assessing the WFH trajectories of large
firms across a worldwide survey performed by late 2021, at the time of COVID-19
pandemic got controlled by the rollout of effective RNA-based vaccines. The advan-
tage of the study is that it measures WFH intensity at the level of the firm before and
after the pandemic. This gives us insights into the dynamic pattern of WFH, which is
largely missing in the literature. Second, we capture parallel data on both human
resource practices and work technology investment spent that may act as clear
mediators on how WFH deployment ultimately correlates with firm performance. In
the next section, we lay out a simple analytic model of WFH intensity, that highlights
the channels by which firm performance can be affected by remote work. We then
continue with the empirical analysis.

3. A simple model of WFH optimal decision

3.1 Framework

We consider a representative worker working only for the focal firm, who values
work and leisure equally. The worker receives a salary, w per unit of time worked, L,
but her utility out of work is also shaped by the fact that she works remotely, or not.
We note L i = LPi + LH i, where.

LH i (LP i) is remote (on premises) labor. The worker utility is given by:

Ui ¼ 1� Lið Þ þ 1þ γð Þ:wi Li (1)

Where 0 ≤ LH/LP ≤ 1 is the share of work under remote, 0 < γ < 1 is the
preference toward remote work. Regarding the firm, the firm sells a product, Y, with a
product demand:

Pκ ¼ Yi (2)

Where 1/κ is the absolute price elasticity.
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As in task based models [26, 27], the product, Y, is made of the aggregation of m
tasks in the range (0, 1) that could be done either by on premises or remote labor.
Suppose further that tasks are ranked such that remote labor increase its competitive
advantage for the high-end of tasks. Firm optimization implies that aggregating over
all tasks, there is a portion, 0 ≤ 1/τ ≤ 1, where w.LHi/Yi = w.LPi/Yi, above which all
tasks are done remotely.

As tasks are fully substitutive between remote and on premises, then the
aggregation of tasks production function is equivalent to a Cobb-Douglas of the form:

Y ¼ 1þ tð Þ: τ:LPð Þ1=τ: τ=τ�1 LHð Þ1–1=τ (3)

And (1 + t) (τ�1)/τ = (Y/LH) as we normalize Yi/LP i = 1 [27].
The firm maximizes its profit, but strategically, has been investing complementary

assets, I, upfront, before production with a rental cost, r, to secure the best benefit of
remote work. Among others, I includes the collaboration software tools and video
conferencing hardware to support connectivity and r is the rental price of I. We note:

Y=LH ¼ 1þ 1=λ:Iλ (4)

and 0 ≤ λ ≤ 1, so that the lower λ, the higher the effectiveness of I to boost WFH
productivity

Firm thus decides on I, then selects labor mix based on equilibrium with workers
labor supply.

3.2 Equilibrium

As a subgame perfect equilibrium, the solution is found backward.

3.2.1 Final stage: labor demand stage

Thus, using (2) and (3) in the latest stage, the profit maximizing firm choses Y,
such that:

Y ¼ 1þ κð Þ:wð Þ1=κ (5)

Further, following the production side, and the Cobb-Douglas, the labor demand is
implictly given by

w ¼ 1=τ:Y=LP¼ 1=τ (6)

w ¼ τ� 1=τð Þ Y=LH (7)

or

LP=LH ¼ 1=τ�1 (8)

The optimal labor supply implies:

w ¼ 1=1þγ (9)

which means that at labor market equilibrium:
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τ ¼ 1þ γ (10)

L ¼ γ2 þ 1
� �

=γ 1þγð Þ: LH (11)

And thus, the optimal split of labor is given by:

LP=L ¼ 1� γð Þ= γ2þ 1ð Þ; LH=L ¼ γ γþ 1ð Þ= γ2 þ 1
� �

(12)

3.2.2 WFH investment stage

In the first stage, the profit including investment, I, in remote labor
is given by

Π ¼ κ: 1þ κð Þ= 1þ γð Þð Þ1=κ � rΙ (13)

As firm wants to maximize profit, first-order condition set to zero thus implies
that:

δΠ=δ Y=LHð Þ:δ Y=LHð Þ=δI ¼ r (14)

And from (4) and (14), one can compute that :.

δ Y=LHð Þ=δI ¼ λ: Y=LH � 1ð Þ=Ι (15)

δΠ=δ Y=LHÞ¼ κ: 1þ tð Þ�
(16)

Inserting (15)–(16) into (14), one finds:

rΙ ¼ λ:t: 1þ tð Þ:κ (17)

where from (3) and definition of t, we also have:

1þ tð Þ ¼ 1� κð Þ: 1þ γð Þ=γ (18)

Integrating (18) into (13), final equilibrium profit is

Π ¼ κ: tþ κð Þ 1þ κð Þ= tþ 1ð Þð Þ1=κ � λ:t: 1þ tð Þ (19)

Using Eq. (18), we have thus demonstrated that:
Proposition 1: Firms have an interest to invest in complements to the extent that

are able to boost remote above on premise remote work productivity.
Proposition 2: The incentive grows with product market power and workers appetite

for WFH.
The proof of the above is done by assessing marginal profit and investment

increase in function of the market attractiveness, κ, average productivity of (and
preference toward) WFH, t (γ), as well as the degree of effectiveness of investment
spent, 1/λ. Also, final profit reduces to κ. (1+ κ) 1/κ if no gain prevails in selectingWFH
over on-premises productivity, as in this case, the firm does not waste resources to
invest in no WFH uplift.
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4. Empirical research design

4.1 Empirical model

The previous section implies that firm revenue productivity, P.Y/L should be tied
to the remote work intensity, especially in the function of remote work complements
investments that signal that firms anticipate productivity uplift by shifting toward
WFH. We can test this prediction with the following generic empirical equation, at
the ith firm level:

Δ PY=Lð Þi ¼ b0 þ b1:Δ LH=Lð Þi þ b2:TECHi
∗Δ LH=Lð Þi þ ui (20)

Where u is an error term, Δx/x is the difference in x measured before and post-
COVID; the dependent variable is revenue per employee (PY/L), LH/L is share of
remote labor., and TECHi *Δ(LH/L)i measures the technology complement to WFH,
while the core hypothesis we want to test is that the coefficients: b1,b2 > 0.

The equation above is rather generic and is amended the following way. First, we
adjust the equation to account for adjustment costs. The first is that productivity path
out of investing inWFH has been recently shaped by the pandemic. The pandemic has
indeed led to a urgent shift to WFH due to lockdown, which is not correlated to
productivity, but rather to the simple ability to function [18, 19, 21]. If this over-
shooting takes time to absorb, it may weight on the positive dynamics of productivity
gain post-COVID. We thus would include a variable, ADJUST, measuring how well
the workforce has adjusted to the new digitally remote work induced by the pan-
demic.

Second, our model is especially concentrated on technology complements, but other
elements may support new flexible works, e.g., such as much more inclusive human
resources. As our survey discussion will allude to hereafter, we have measured the
degree of HR involvement of firms around three key dimensions beyond purely finan-
cial, that is emotional balance, employability, purpose and relationship management.
Those three dimensions are important as new working arrangements such as remote
work require tools training (“employability”, [28]), induce new forms of interactions
and bonding (“relationship management”, [7]), and move the emotional state like fear
of exclusion (“emotional balance”, [17]). Following the literature for construct validity
[29], we have built an index on those three dimensions based on a ranking from how
firms made themselves accountable for those dimensions, on a Likert scale 1–7 (1 not at
all, 4 neutral, 7 definite). Recentering on 4 = zero and scaled down by 9, we have built a
variable, HR varying between (�1, 1), with �1 (1) meaning that the firm has been not
at all (fully) accountable for those practices. Third, regarding technology investment,
we separate between degree of deployment (TECHD = 0, no deployment, 1, pilot,
2 = scaling, 3 fully scaled) of remote collaborative technologies to support WFH and
degree of investment on those tools (TECHI =0, no investment, 1 = Moderate, 2,
Average, 3 = significant). This separation allows to separate input (investment) from
output (deployment) as indicator of technology support to remote work.

Based on the above, the amended equation becomes:

Δ PY=Lð Þi ¼ a0 þ b1:Δ LH=Lð Þi þ b2:TECHDi
∗Δ LH=Lð Þi

þb3:TECHIi ∗Δ LH=Lð ÞI þ b4:HRi
∗Δ LH=Lð Þi þ b5:ðADJUSTÞi

þb6:Zi þ ui

(21)
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We also add a large set of control (vector Z) that are typically known to affect labor
productivity outside WFH. We include both a measure of digital technology maturity
(DK), and R&D intensity (RD), as both types of capital is also associated with higher
labor productivity [30–34]. The information collected concerns the use of 10 digital
technologies: cloud, mobile, broadband access, edge computing, IoT, robotics, machine
learning, computer vision, advanced RPA, NLP/NLG. The last four are AI-related. Our
measure of maturity is the index from 0 to 10, where each technology used for com-
mercial use is coded 1, 0, 5 if adopted but only used at stage of experimentation, and 0
otherwise. This kind of construct has been used and validated e.g. by Lee et al. [32].

We also include company size, scope (B2C versus B2B versus B2B2C), as well as
the fact that companies are, or not, global multinationals. Industry and geographies
fixed effects are included, capturing elements like product market features affecting
revenue potential, workers skills, and occupation types that affect the technical feasi-
bility of WFH [4].

Our main hypothesis extends to b1, b2, b3, b4 > 0, and Eq. (21) is estimated both by
OLS and mostly by Instrumental variables, given the endogeneity of LH/L, and the
WFH cross-effects. We use the pre-COVID WFH intensity variable as first instru-
ment. The second instrument is the industry weight at the leave-one-out mean. The
method works similarly as a generalized moments method [35].

4.2 Sample

Eq. (24) relies on a top executives’ survey designed by a major global consultancy,
and administered online by an independent agency, by the fall of 2021. The survey
covers a large set of firm practices during three periods (pre-, during-, and post)
COVID-19 lockdown pandemic. The survey focuses on large firms, across 10 key
countries (Europe: France, Germany, UK, Italy, and Spain); North America (US and
Canada) as well as in APAC, China, or Japan. It also covers 17 NACE-2 aggregate
sectors. Appendix provides more background on the sample, as well as its representa-
tiveness. The full sample comprises 4015 firms, with 2/3 of firms generating 1–10 US
billion by end of 2020. Large firms have the advantage to diffuse new practices faster
than others [3, 36]. The average company grew revenue by 9% cumulative over 2018
to 2021, thus including the acute phase of the covid-19 pandemic, and 3 years change
in labor productivity has been 4.7%, for companies generating EBITDA margin in the
range of 15% and return on capital employed of 6% during the 3 years.

WFH intensity in the sample is reported to have been 16.5% by 2018, growing to
24.6% post-COVID. Table 1 provides the distribution of the dynamics of WFH

WFH intensity Before COVID After COVID

Less than 10% 34.8 13.2

Between 11 and 25% 43.4 44.2

Between 26 and 40% 15.3 29.5

Between 41 and 75% 5.1 10.3

Over 75% 0.6 2.0

Source: survey, authors computation, based on total sample, N = 4015 firms

Table 1.
WFH density (%) distribution in sample, pre- and post-COVID.
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densification among the sampled companies. If there has been a net increase in the
portion of WFH practices, the most visible shift has happened at the bottom of the
distribution, with low WFH intensive firms catching up, possibly, as per the necessity
out of the lockdown during the COVID pandemic. More importantly, we notice that
about one-third of companies have also reduced their WFH intensity post-COVID to a
level (lower than) before pre-COVID.

Regarding remote work technologies, Table 2 shows that about 70% of large
companies in the sample had rolled out digital collaborative tools for enterprise use,
but only 30% of firms were exploiting those technologies at scale across the whole
enterprise. This state of use is in line with other surveys (e.g., [3]). We observe quite
some variance by sectors, with sectors such as retail and healthcare being more limited
in the rollout at scale, as lots of activities still are made in face-to-face in those sectors.

As already mentioned, the absorption by employees of those new technologies may
take time. Table 3 reports how employees have been able to settle, even enjoy, the
new digital environment (variable, “ADJUST”). Half of the respondents claim that the
digital remote shift has been fully absorbed, for about 15% of companies that are still
struggling with remote tech absorption.

Finally, Table 4 provides a view of HR practices beyond administrative pay, and
linked to employability, emotional balance, and relationship/team management.
On average, firms are starting to deploy those HR practices, but it remains largely
unsettled.

Regarding control variables, the survey does not have quantitative measures of
investment in digital technologies but provides a split between stage of use, between
experimentation and the level of commercial exploitation. The ratio of exploration to

Stage Automation (%) WFH tools (%)

Not started 9 6

Pilot 42 22

Scaling in the organization 32 42

Scaled up in whole enterprise 17 30

Source: survey, authors’ computation, based on total sample, N = 3930 firms (balance stands for firms for which the
technology has no application for their business.

Table 2.
State of work technology diffusion large global firms, pre-COVID.

Employees feeling about digital remote routine:

Settled (%) Enthusiastic (%)

Strongly disagree 0.40 0.70

Disagree 1.20 2.00

Neither 13.20 10.40

Agree 35.50 40.80

Fully agree 49.80 46.20

Table 3.
Workflow integration of WFH technologies, 2020, large global companies.
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exploitation of AI technologies is roughly 65/35 (see also Zolas et al. [36]). Concerning
R&D, the average firm spends close to 4.5% of revenue on R&D, or above the typical
range of firm [37].

4.3 Results

Table 5 reports the results with fixed country and industry effects included (but not
reproduced for clarity). The first two columns report the OLS, and then the last two
concern IV estimations. For each type of estimation, we present first the simplest
equation without the cross-effects, then including the cross-effects. Regarding the IV,
we have performed the first stage regression linked change in WFH with WFH pre-
COVID, and “leave the focal firm out”means WFH change at the dyad industry/
geography level. We have confirmed the IV relevance for the WFH variable, either
through the Hansen J test (P = 0.02), or Stock and Yogo’s F-test (F > 18.2). We then

Not at all
(%)

Not really
(%)

A bit
(%)

Partially
(%)

Growing
(%)

Almost
(%)

Completely
(%)

Index
(%)

Emotional 0.8 1.4 11.6 26.7 28.8 21.7 9.0 9.0

Relational 0.4 0.8 9.3 25.0 32.3 23.5 8.8 10.0

Employable 0.2 0.8 5.8 18.9 29.5 31.9 12.9 14.0

Index computed with data presented on partially (4), completely = 1; not at all = �1.

Table 4.
HR practices, 2020, large global companies.

Variables .(1) OLS .(2) OLS

Coefficient in % Stdev Coefficient in % Stdev

Constant 3.01*** 1.22 3.55* 1.87

WFH (points %) 0.21 0.14 0.19* 0.09

ADJUST (in %) n.a. na 2.92*** 0.43

TECHD*WFH (points %) n.a. n.a. 0.71 0.39

TECHI*WFH (points %) n.a. n.a. 0.79* 0.41

HR*WFH (points %) n.a. n.a. 1.09** 0.41

RD (points %) 0.42* 0.18 0.37* 0.16

DK (percentage points) 1.02 0.86 1.22* 0.66

SIZE (in billions) �0.4 0.78 . �0.39*** 0.11

B2C+ .�3.12* 1.66 .�3.02* 1.63

B2B2C+ -0.35 0.67 .�0.69** 0.34

Firm is global+ 2.54** 1.22 2.21*** 0.67

industry dummy Y Y

country dummy Y Y
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used the fitted value from this first stage to build the new variables WFH and cross-
effects as second stage regression shown in Table 5.

Regarding controls, a F-test on the joint significance of industry effects, as well as
country effects, show that both effects are relevant at 1%. Regarding other firm
control productivity variables, global firms exhibit better labor productivity growth
than other firms (about 2 point of nominal labor productivity for 3 years), but this
effect cancels out when accounting for firm size, as global firms exhibit larger revenue
than average, and higher revenue firms tend to have lower labor productivity growth
(minus 5 points over 3 years) in this sample. We find that digital technology penetra-
tion as well as R&D are associated with higher labor productivity growth (for a joint
marginal effect of about 1 to 1.5 points over 3 years). Those effects tend to be lower
than the early literature on the effects of digital technology on labor productivity
growth, e.g., [30].

Those effects tend to be lower than the early literature on the effects of digital
technology on labor productivity growth, e.g., [30].

Coming to our various hypotheses, on the effect of WFH, a right tail F-test, is
strongly significant at 1%, confirming that labor productivity change is positively
linked to the rollout of WFH practices, as well as technologies/human resources
complements supporting those practices, in line with our model predictions. Looking
variable by variable, we, however, find that the effect of WFH intensity on labor
productivity growth is not significant per se; what matters are really the cross-effects,
as well as the ability of employees to absorb those digital technologies for remote
working practices.

Variables .(3) IV .(4) IV

Coefficient in % Stdev Coefficient in % Stdev

Constant 3.09** 1.56 3.28*** 1.08

WFH (points %) 0.25 0.16 0.18 0.11

ADJUST (in %) na na 3.51*** 0.78

TECHD*WFH (points %) n.a. n.a. 0.99*** 0.28

TECHI*WFH (points %) na na 0.83** 0.32

HR*WFH (points %) n.a. n.a. 0.74* 0.41

RD (points %) 0.21* 0.12 0.24** 0.1

DK (percentage points) 0.98* 0.46 1.08** 0.49

SIZE (in billions) . �0.49*** 0.15 . �0.52 0.37

B2C+ .�3.02* 1.63 .�2.01* 1.08

B2B2C+ .�0.69 0.45 .�0.32* 0.18

Firm is global+ 1.03*** 0.37 1.33*** 0.68

industry dummy Y Y

country dummy Y Y

Note: Adjusted R-square are respectively 0.225; 0.412; 0.264; 0.452; variables are measured as difference post- and
pre-COVID, or a window of 3 years; ***p < 0.01, ** p < 0.05, *;. +: default is B2B; country: US and industry: hightech.

Table 5.
Productivity and work from home change, global firms.
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The above clearly settles the case that WFH is a relevant positive trend as claimed
by Barrero et al. [3], but this is a profitable trend for corporations to the extent that
employees can get used to this new type of environment, and that firms invest in
enough technology and human practice complements to support the shift, to get
returns in the form of higher labor productivity.

From the sample, we do not have access to level of the investment made to
technology that favors remote work, but the fact is that technology spent and absorp-
tion to support effective WFH are a large contributor, at the sample mean, bringing
from 6 to 7 points in labor productivity growth over 3 years. This uplift is relatively
large to secure a strong return to technology investment made. Finally, besides tech-
nology, organization matters. Workers must adapt to those new digital remote tech-
nologies to deliver performance. The fact they do not fully adjust to those new digital
remote work practices costs about 1 points of productivity growth. Likewise, firms
that have a strong proactive human resource approach that alleviates the transition
costs to remote work will support a better productivity gain said otherwise, technol-
ogy augments labor effectiveness.

Regarding the estimates, a firm that manages HR to account for all positive ele-
ments of emotional balance and employability, and invests at scale in remote collabo-
rative tools to support the best context for remote work, might generate 3 points of
extra labor productivity, versus a firm not willing to invest and support WFH, after
controlling for company size, profitability and industry/location. This type of estimate
is relatively in line with some of the most favorable remote work case studies reported
in the literature such as Bloom et al. [12] for an online Chinese travel portal, or
Choudhury et al. [13] during their investigation of a shift from work from home to
work from anywhere at the US patent office. Finally, in our sample, about 2/3 of
companies has boosted WFH practices since pre-COVID, thus, the net effect should
be clearly positive on the economy [38].

5. Conclusion

Working from home is part of the known trend toward more flexible
work arrangements. While the pandemic has accelerated the shift out of
premises work, the fact is that the trend is not necessarily natural, and will
only materialize if there is common incentives by employers and workers to
commit to WFH. Despite some high profiles of companies pushing for full flexibility,
there are as many brand names reverting back from extensive work-from-home,
questioning who will actually buck the trend. The originality of this research is to
consider the firm’s viewpoint, as being the ultimate investment maker regarding
the adoption and rollout of those technologies. We also test the impact of
technology adoption among a large sample of more than 4000 global firms and across
15 countries.

We formalize a task-based model of the firm that only invests in technology and
human resources to the extent they can complement WFH productivity uplift. The
prediction tested on the full sample, suggests that WFH must interwork with tech-
nology and HR support to augment labor productivity gains. We find that the effect of
WFH boosts labor productivity on average for our sample of large global firms. The
effect is positively linked to the rollout of technology tools, suggesting that the ques-
tion of the future of WFH is closely linked to the future of technology deployment to
complement work tasks [3, 39].
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The above study has some notable restrictions. First, regarding sample, the data
are survey-based and variables such as WFH are reported as range. Second, company
respondents are not fully identified and thus we cannot match the survey with other
external sources. Third, data does not give any insights of workers skills and capabil-
ities. This is a critical missing piece of information as the skill distribution will shift
both the potential for the technical opportunity of WFH and the ability of workers to
quickly absorb and master new technologies. The way we control for skill distribution
is through industry control, but this may not be enough, and significant difference
may exist at firm-level. Fourth, the sample concerns large global companies, and
results may not necessarily be generalizable to smaller firms. Finally, productivity
performance is measured by the end of 2021, or post-pandemic lockdown. As shown
by the significance of the ADJUST variable, companies may still be partly influenced
by the effect of the pandemic, and productivity effect may only arise longer-term.
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Appendix

See Tables A1 and A2.

Revenues change 2 years before COVID-19
(%)

6 months COVID-19
(%)

End of 2021
(%)

More than 10% decline 0 2 1

Between 5% and 10%
decline

1 10 4

Between 0% and 5% decline 4 20 27

No change 5 21 13

Between 0% and 5% growth 46 25 24

Between 5% and 10%
growth

37 19 22

More than 10% growth 6 3 9

Table A1.
Evolution revenue (pre-COVID = 2018, post-COVID, end of 2021).

Measures Metrics Sample Benchmarks

Financials: Profit change Q3-Q1,2020 Minus 28% worldwide Minus 35% for the
S&P 500

Profit growth precovid,
2019/18

7.1% worldwide 7.3% worldwide
publicly quoted
companies
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Measures Metrics Sample Benchmarks

profit growth post covid,
2022/21

6.1% worldwide 6.4% worldwide
publicly quoted
companies

Capabilities

Innovation innovation spent decline
2020

Minus 8% Minus 5–10% [5]

companies versed in agile
method

65% 70%, KPMG, 2019
Agility

Digitization Share of tech used 55% for European sample
companies

> 50%, EIB, 2020

Sustainability % ESG engagement US 83% for US sampled companies 70%, Harvard Law
School

Work from
home

% employees working from
home

17% in top 5 European
countries,2018

13% same scope,
WEF, 2017

27% in top 5 European
countries, 2022

25% same scope,
Eurostat, 2022

19% in US, 2018 14%, firms more than
1000 people; PEW,
2017

Sources: Author based on KMPG, World Economic Forum, Damodoran web site; EIB, McKinsey, Eurostat, Harvard,
Pew project.

Table A2.
Sample representativeness.
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Chapter 8

Flexible Work Options in the 
COVID-19 Period
Jacob Ongaki

Abstract

The use of flexible work options, including telecommuting, was key to business 
success during COVID-19. Whether employees working remotely from their home 
setting or employer-provided location provided both the business and employees to 
perform their work roles and attend to personal scheduling challenges. This chapter 
will examine the success and setbacks of using flexible work arrangements during 
the COVID-19 pandemic. However, it is important to point out that technology plays 
a big role in business success because it provides tools for workers to fulfill their roles 
and earn a living. We would wrap up the chapter by providing mechanisms on how 
employees can learn from COVID-19 to be more prepared to mitigate business risks 
and how businesses can embrace flexible work arrangements to incentivize employees 
to be more productive, whether working from home or at the office.

Keywords: flexible work schedule, COVID-19, technology, work schedule conflict, 
remote

1. Introduction

The worldwide COVID-19 pandemic caught organizations, governments, and 
individuals by surprise. Businesses and governments reacted quickly to limit social 
interaction to prevent the spread of Coronavirus, famously known as COVID-19. It 
was evident that the government lockdown prevented the widespread use of COVID-
19. Businesses moved swiftly and transitioned from traditional corporate structures 
to remote workforce arrangements or working from home. Working remotely entails 
employees working outside their regular office locations, including distant corporate 
sites, hotels, or at-home offices. The state of uncertainty of the COVID-19 pandemic 
exerted pressure on the organizational system of people management and ways 
to ensure supply and distribution centers satisfy and meet customers’ needs. This 
ensures a mode of longevity and business survival [1]. The COVID-19 pandemic 
disrupted manufacturing and affected global economies, resulting in a global reces-
sion. The recession wiped out most of the capital market value including the 401K 
retirement assets. This was a far-reaching consequence compared to the previous 
recessionary period including the global financial crisis of 2008.

The change in technological advancement [2] has enabled multitasking roles in 
many workplaces and employees working from home. The improvement in tech-
nology has also contributed to an increased need for flexible work arrangement 
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programs, especially virtual work or telecommuting. These practices provided 
employees with options on when, where, and how to fulfill their work roles. Work 
and family are two competing spheres for similar resources. These competing roles 
(work and home) are often problematic and challenging for employees to balance 
work and family responsibilities. Conversely, leaders have to confront and address 
it. Work and personal life are the most important domains in a worker’s life. Because 
people are involved in multiple roles (employee, spouse, parent, child, and elderly 
caregiver) in their lives, this variety of roles has contributed to increased work–fam-
ily conflicts. The role pressure of participation in one domain (such as the family 
role) makes it difficult to participate in another domain (such as the work role) and 
vice versa. However, the advancement in information technology and the ability for 
employees to work remotely has changed the way the workplace operates. It is no 
longer an incentive for employees to work from home but a natural fit-in during the 
COVID-19 lockdown.

Working from home was perceived negatively until the pandemic outbreak in 
early 2020. The COVID-19 pandemic opened doors for many employees to utilize 
flexible work options and work remotely. It was documented that the use of flexible 
work options was not standardized across all employees and deemed a privilege even 
when in the company’s policy [3]. Businesses warmed to embrace the use of flexible 
work arrangements as an alternative for employees’ productivity regardless of where 
they worked, whether working from home or at the office. The COVID-19 pandemic 
necessitated remote work. It became a reality for many employers, providing employ-
ees with work flexibility, autonomy, and choices on how they accomplish their work. 
In health emergencies, many kinds of flexible work have been implemented without 
regulation and adopted as substitute working modes [4]. Remote working is not 
new; however, it has become prevalent over the last few years to avoid the spread of 
COVID-19 in workplaces and public gatherings.

Modern technology enabled smart working and resolved work issues that never 
received attention until the pandemic outbreak [4]. For example, in Italy, remote 
work or employees working from home saw a jump from 28% to 82% during the pan-
demic [5]. In 2020 the United States, 96% of colleges and universities provided their 
education services online; however, the number of online educations decreased by the 
year’s end [6]. Despite the working-from-home stereotype and stigma, many benefits 
have surfaced (work efficiency at work, concentration on tasks, and a less stress-
ful environment) to enrich work-life balance [7]. Many employers have embraced 
working from home because of the cost and healthcare benefits and the availability 
of workers around the world [8]. It is worth pointing out that social isolation due to a 
lack of employee interaction, skill sharing, and a 24-hour reduction of personal time 
may contribute to negative effects and affect employee performance and health [9]. 
The younger generation of workers, the older generation, is more likely to work from 
home, be adaptable to technology, have an advanced education level, are single and 
without children, or even live far away from home [2].

Many have suggested that working from home has failed employees to differenti-
ate work-life balance. Modern workers will be faced with the challenges of managing 
multiple responsibilities including work and personal roles. This was true during 
COVID-19, when parents struggled to balance work roles and their kid’s schooling 
online because of the lockdown. Changes to family structures and demographics 
since the mid-1980s have increased employees’ responsibilities toward work and 
family in many industries in the United States and worldwide. This is a concern to 
work interference with personal life, hence impacting employees’ work performance 
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(lack of work ethic and structure) due to work-life imbalance that may lead to an 
overwhelmed employee’s role and deterioration of one’s welfare [2]. Conversely, role 
theory assumes that participation in one role makes engaging and fulfilling other roles 
difficult because of fixed resources such as time and energy. Excessive role interfer-
ence could lead to psychological and physical exhaustion and result in negative 
outcomes such as burnout, reduced job satisfaction and performance, or increased 
employee turnover.

In higher education, the negative effect was real during the COVID-19 pandemic. 
A study that surveyed teachers expressed high-stress levels, burnout, poor office 
ergonomics, and an unpleasant workplace [10]. The increased workload, lack of peer 
interaction, organization climate, and role ambiguity were factors to blame for the 
poor quality of education. It is clear that technology will continue to advance and 
transform the workplace. Many public and private workplaces use computer systems 
to store and retrieve information on time easily. COVID-19 may have been seen as an 
introduction to a remote working environment; however, the workplace transforma-
tion is well documented in history. COVID-19 brought the issue to the forefront 
and further discussion. This could involve the merits and demerits of remote work 
(including in higher education), mainly working from home. Organizations need to 
draft and implement policies that enable workers to be well-positioned and deliver 
products and services should similar crises of COVID-19 strike [11]. The unprec-
edented times and diverse outcomes have led researchers and practitioners to grow 
interest in flexible working arrangements designed to optimize when, how, and where 
work can be accomplished. Widespread advances in information technology and the 
Internet have enabled many workers to fulfill and manage multiple roles from any 
location.

2. Employers and employees’ challenges

Remote work or working-from-home arrangements emanated in the 1980s, but 
emphasis and research picked up in the 2000s, and employers began to consider 
flexible work policies to attract and retain talents [12]. Studies produced mixed results 
on the purpose and benefits of this program [2]. An employer would like increased 
productivity as an incentive for an employee to have a work-life balance that allows 
multitasking, a quieter environment, a flexible schedule (start and end workday), 
fewer hours of commute, reducing sick days, and taking care of family members [13]. 
The lack of limited working from home for better communication, collaboration, 
and idea generation in the workplace which could have otherwise been limited when 
working from home. Leaders such as Marissa Mayer limited remote working at Yahoo 
for the same reasons.

The COVID-19 pandemic outbreak may have changed business preparedness 
during a crisis or unplanned business disruptions and continuity. Technology and 
flexible work schedules were vital to business success during the pandemic. Remote 
work and flexible work arrangements altered the norms of the workplace. However, 
the COVID-19 pandemic and government actions balanced the equation and made it 
easier for employers and employees to use flexible work options [12]. COVID-19 has 
shifted the traditional working to another of working of a modern worker. Flexible 
work arrangements were largely argued in the context of helping employees bal-
ance work demands and that of a family. However, the COVID-19 pandemic added 
another layer to the use of flexible work as a necessity for organizations to operate 
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and employees to fulfill their roles and responsibilities. Hall [14] argued that “Stay-at-
home orders, day-care closures, distance learning, and bandwidth requirements were 
just some of the things that may not have been fully considered before COVID-19.” 
This could be true in support of traditional work in which employers leveraged work-
ing from home as a benefit to employees. This is no longer the case because employers 
need to operate and achieve shareholders’ goals. This could not have been the case 
without employees’ willingness to work during the pandemic. Many workplaces were 
never prepared for this type of outbreak and lockdown mandated by governments. 
This is normally thought of by first responders and medical professionals or essential 
workers reporting to work. The pandemic brought the world to a standstill, allowing 
opportunities for remote access requirements and affected businesses including the 
healthcare industry, education systems (teachers and students), and retail (affected 
customers).

The organizational challenges were associated with employees failing to fit in and 
adapt, leading to increased boredom, anxiety, anger, frustration, isolation, feelings 
of unworthiness, and lack of support [15]. It has been documented that employees’ 
stressors and social impact during the COVID-19 pandemic [1].

• Duration of quarantine—the longer the isolation, the worse the psychological 
stress.

• Fear from infection of self or family members.

• Frustration and boredom are linked to a change in routine, reduced contact, lack 
of work if unable to work virtually, and reduced ability to do daily activities.

• Inadequate supplies of food, water, and health supplies.

• Inadequate information because of either poor government communication, 
institutional communication, or workplace communication.

After isolation, the following stressors were reported:

• Financial loss because of changes in work circumstances, potential change in 
working hours and wages.

• Stigma, especially, if one was exposed to a virus.

Employers reacted to quickly determine better ways to provide resources securely 
(Zoom and Teams) in the COVID-19 environment. Also, the pandemic period 
brought about many challenges to employees required to work from employer-
provided working locations. The daycare or Zoom learning for young kids, the 
elderly, and sick family members taxed employees. However, those working remotely 
from home found it manageable despite the multitasking of the family and attend-
ing to work requirements. Organizations have tasted the benefit of thinking outside 
the box about working in a better environment. This is a discussion that employers 
must confront to be prepared to turn challenges into opportunities leveraging the 
advancement in technology and information communication. Although the pandemic 
surfaced the issue of work–family conflict and vice versa, the benefits outweigh the 
cost of working from home or remotely. Research supports remote work that shows 
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remote working has a positive effect on work–family conflict but decreases workplace 
well-being. Also, family interference with work has a nonsignificant negative effect 
on employee well-being largely because of self-efficacy and job autonomy [16].

Research findings suggest the importance of managerial support and organiza-
tional commitment for the success of flexible work arrangements, job satisfaction, 
and the use of technology [17]. Employers were not willing to offer and implement 
remote work until the pandemic struck. If any, the benefits were given to a few 
including the higher up. The COVID-19 pandemic was the last straw that broke the 
camel’s back. After the mandated business lockdown, there was a drastic shift from 
working in an office environment to working from home. Held [18] stated that 13% of 
their workforce worked remotely before the pandemic compared with 50% after the 
pandemic. Also, the flexible work option was primarily used to alleviate work–family 
conflict and vice versa, and the program used sparing. It turned out that family con-
figurations and care obligations were not factored in situations of school and daycare 
closures that increased parental role conflict [19].

The lack of IT infrastructure and the availability of the Internet complicated the 
work-from-home program. Also, the availability of working tools such as approved 
laptops or communication devices to connect to the company’s virtual working space 
network systems (company folders, emails, working data, or shared drives). The lack 
of resources and support affected employees’ effective transition to working from 
home, which affected employees’ attitudes [12]. Therefore, technological setbacks 
and the lack of proper communication hindered employees from expanding their 
expertise during the uncertain COVID-19 period.

3. Employers preparedness

The use of technology can enhance the challenges during workplace crises. 
Working from home could mean access to a large pool of talent worldwide. The open-
ness for employers to create workplace-friendly policies would mitigate a crisis. With 
the implementation of virtual meeting tools, organizations are no longer confined 
to a particular geography when defining business goals and strategic initiatives. This 
inherently enhances business continuity strategies as flexible hours and geographical 
diversity increase the ability to continue operations during an event that significantly 
impacts a particular region. Technology has its challenges as cyber-attacks continue 
to increase. This is an area in which companies must invest resources in their network 
and best security practices to safeguard business assets and customer information. 
For example, security with backup systems and data recovery practices protocols. 
This would translate into growth opportunities for internal and external stakehold-
ers to feel safe online. The best practices must be enhanced to vendors and suppliers 
for a better workplace. The company goals must be communicated downstream and 
invested in employees’ training of purpose. Accurate and timely messages could 
mitigate rumors on the Internet, safeguarding the company’s image to the public. 
Technology will continue to dictate the success of businesses in the future. This means 
employees use technologically advanced working tools provided with adequate train-
ing to succeed at their work. Job security is a major concern among employees because 
of outsourcing of tasks. Job security is also a factor in lower productivity among many 
employees. Employees working from home or remote locations should be supported 
with adequate benefits and continued performance evaluation. Supported employees 
often always suggest possible solutions to many workplace problems and challenges. 
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Employees generally tend to cope and adapt well under stressful situations and rise 
to the task. Like 9/11, COVID-19 unified the international community, and this is 
true for employees. Even with resilient employees, employers must develop programs 
available to safeguard one’s well-being including psychological or developing mental 
illness from a difficult work environment, either from home or an employer-provided 
workstation. The COVID-19 pandemic warned businesses to enhance and prepare 
for severe unanticipated threats, testing organizational preparedness in a modern 
era. Performing risk assessments even though COVID-19 may be termed as an outlier 
in historical context, and it is more likely an infectious disease outbreak will occur. 
Businesses will not be immune from it. Companies must be ready to activate measures 
(remote working) to ensure fewer business interruptions.

4. Leaning forward

The loss of some traditional workers because of the pandemic may have changed 
the workforce operations. Technology will accelerate into the future, and so will 
cyber security challenges. Businesses including governments ought to have learned 
from peers and COVID-19 lessons. Less employee and customer interruptions could 
mean a well-prepared business environment. But we live in a world where we are 
interdependent in the supply chain and distribution. Leave alone global connections. 
There were supply delays and shortages during the pandemic, which resulted in 
business closures. What if technology fails or a cyber-attack puts business operations 
on hold [14]? Even with traditional work, technology is utilized. This seems scary, but 
it could happen, and businesses and the government should invest in R&D to avoid 
it happening soon. Working remotely will only be possible with the availability of 
the Internet connected to devices or central business stations. The connections and 
virtual collaboration and webinars, social media blogs, and email will be derailed to 
share and communicate information for businesses to operate. Do not wait for the 
crisis to happen; be proactive and anticipate challenges and how to overcome them. 
Technology, preparedness employees, and working remotely should be part of the 
business model. The pandemic may have paved the way for the remote work model; 
however, recovery plans must be initiated and implemented considering unforeseen 
events that can halt business operations. It is necessary to assess the type of business 
and industry to incorporate potential risks that could include financial, operational, 
legal, regulatory, reputational, and others to be better prepared and how businesses 
can recover quickly with less impact [14]. Preparedness includes assessment of 
resource dependencies, employee deployment, hardware infrastructure, applications, 
equipment, and supplies. Employees make a company thrive and achieve its goals. 
Despite the emphasis on remote work, it is important to maintain certain aspects of 
employee presence to boost morale by sharing professional and personal experiences. 
Cultural interaction can occur even when working remotely. The leadership must cre-
ate ways to ensure that human interaction is not lost. This could mean virtual check-
ins, recreational events, happy hours, workouts, team-building exercises, awards, and 
employee recognition to feel part and parcel of an organization. Social interactions 
boost morale and creativity free of business obligations. The COVID-19 period chal-
lenges workplaces and opens opportunities for how employees work. Working from 
home has become the norm, and some organizations have yet to return employees to 
their traditional workplaces. Employees often turn challenges into opportunities and 
contribute to the growth of an organization. However, there are still many gaps to fill. 
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The use of flexible work schedules and remote work must be incorporated as part 
of the strategy. A greater focus should be on anticipation of similar challenges beyond 
the COVID-19 pandemic, such as when the possibility of working from home will not 
be possible. This will not only enhance organizational readiness but also operational 
capabilities [14].

Organizational leaders could leverage resources and empower employees, provide 
leadership support, gather feedback, and communicate employee growth opportuni-
ties that reinforce their work engagement in uncertain and challenging times [20]. 
This means that employees must learn to adapt through employer-offered training 
and mentorship to perform to their potential of self-efficacy, self-awareness, and 
self-accountability [21]. Regardless of how we move forward as businesses and 
workers, remote work and employees working from home should be part of the 
company’s strategic positioning in a global economy. Organizations use COVID-19 as 
a case study to innovate and enhance the way employees work, adapt, and respond 
to the impact of macro events and pandemics to create sustainable business growth 
and longevity that values important assets, workers. The strategies could not work 
in isolation without incorporating technology and safeguarding information from 
increased cyber-attacks that could halt business operations.

Lastly, organizational preparedness and leaning forward means a smart work-
place like a smart classroom in higher education. Global smart workplace companies 
are on the rise, exceeding USD 47 billion in 2023. The ever-increasing demand for 
smart offices provides solutions for companies to combat working from home or 
remote access and, most importantly, prevent cyber-attacks [22]. The focus shifts 
from organizational survival during COVID-19 to long-term strategies that center 
on implementing measures to transform businesses and adapt to modern ways of 
a smart and sustainable working environment, assuring revenue and productivity 
in uncertain times or preparedness for unforeseen macro events [23]. Successful 
businesses should have strong technological infrastructures to support work system 
interfaces and connections. Studies have found that technology moderates the work 
implications, particularly the COVID-19 outbreak, and affects employees’ perfor-
mance [24]. Organizations are not fully developed technologically to support many 
working avenues including working from home or remotely; thus, a greater emphasis 
is required to support a smooth, smart place working environment or a new normal 
post-COVID-19 period. The reinforcement of home office and adapting and investing 
in technology to limit loss in the event of occurrences of COVID-19. This infrastruc-
ture will improve employees’ performance and the quality of work. Opportunity to 
enhance work platforms and digitalization efforts to cope with and benefit employees 
and organizational outcomes in the event of the inevitable or severe disruptive events 
of the COVID-19 pandemic. Others have argued that technology is not a problem for 
employees’ work, but the physical isolation among workers contributes to the deterio-
ration of group relations in a business during periods of lockdown situation [25].

5. Conclusions

The use of flexible work options, popular during the COVID-19 pandemic, has 
decreased, and employers require workers to return to office space. A recent telework 
survey in the South Bay region of Los Angeles shows a substantial increase in usage 
during the pandemic. The post-pandemic or after the government relaxed social gath-
ering restrictions, telework, and flexible scheduling have seen some organizations 
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return workers to the physical workplaces. The study suggests that it is unlikely that 
flexible work practices will return to the COVID-19 levels [26]. It might as well be a 
good case for workers returning to their workplaces, but it pegs the lesson learned. 
Studies have recommended that businesses modify policies and practices to motivate 
and maintain the level of their workforce for a healthier work environment, better 
work-life interface, and job security to increase productivity during the COVID-19 
pandemic [27]. Companies that react quickly to macro crises increase employees’ 
productivity, and job satisfaction, and reduce turnover rates. Organizational leader-
ship and management must be sensitive to employee job security, health, work-life 
balance, pay, and favorable work practices responses [27]. As discussed earlier, the 
macro COVID-19 pandemic focused on work-from-home programs and changed the 
discussion on how employers’ employees adapt and learn. Research has shown that 
the COVID-19 challenges and working from home created an avenue for employers 
to develop a program policy on managing the duality of work-life balance, under-
standing that it is a win-win situation [28]. The work-life policies must enhance the 
company goals and vision that work collaboratively and provide employees with tools 
to minimize work-life conflict [12, 28]. Capitalizing on digital platforms and advanc-
ing information communication can enhance work engagement during uncertain 
times such as COVID-19, and work-from-home programs could play a pivotal 
role. Employees learn to adapt to existing technological protocols and develop new 
 techniques to coordinate work more efficiently [29].
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Chapter 9

Transforming the Skies: 
Managing Remote Workforce at a 
Maintenance, Repair, and Overhaul 
(MRO) Aviation Company
Benito Gonzalez Jr. and Sohel M. Imroz

Abstract

Remote work, also known as telecommuting, is a flexible working arrangement 
that allows employees to work from remote locations outside of corporate offices. 
Remote workforce management is the practice of effectively leading and managing 
remote employees and teams. While remote work has been steadily increasing, its 
demand, popularity, and usefulness have skyrocketed since the COVID-19 pandemic. 
To be successful or even survive in this post-pandemic era, organizations cannot over-
emphasize the importance of effectively managing remote workforce. This chapter 
presents a case study explaining various issues of managing remote workforce based 
on a Maintenance, Repair, and Overhaul (MRO) company (Company A, pseudonym) 
in the aviation industry. The purpose of this chapter is twofold. First, it presents the 
challenges experienced by Company A when managing remote workforce and how 
the company supports its remote workers. Second, it explains how Company A is 
adjusting to this new mode of employment, which impacts fully remote, fully onsite, 
and hybrid employees. The chapter concludes by recommending companies manag-
ing remote workforce to adopt HR Hybrid Guidelines tailored to their needs. The 
chapter should be beneficial for readers interested in understanding the impact of 
remote employment and managing remote workforce in MRO aviation companies.

Keywords: remote work, telecommuting, maintenance, repair, and overhaul (MRO), 
aviation industry, hybrid guidelines

1. Introduction

As we are all aware, the COVID-19 pandemic has prompted numerous companies 
to roll out remote work policies. Nevertheless, the notion of remote work is not novel; 
it has gained increased traction in recent years. This chapter presents a case study 
explaining the advantages and disadvantages of a remote workforce and how it affects 
operational efficiency, workforce management, and collaboration in a Maintenance, 
Repair, and Overhaul (MRO) aviation company. The chapter also shares effective 
approaches to overseeing remote employees by describing various forms of remote 
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work setups, including fully remote, entirely onsite, and hybrid personnel, while 
offering a hybrid on-call model as a recommendation. Lessons from this case study 
suggest that a remote workforce can have an influence on an organization’s produc-
tivity and on the employees’ collaborative efforts. In addition, the impact on the 
organization may happen in several ways depending on how the workforce chooses to 
accept remote work authorizations. By the conclusion of this chapter, readers should 
gain insightful perspectives on how remote work, if used correctly, could potentially 
enhance business results in the aviation sector.

According to Devara [1], “Maintenance, Repair, and Overhaul (MRO) services 
are essential for any industry that uses machinery to run operations. In the aviation 
sector, the term MRO aviation refers to all the activities that are aimed at ensuring 
that the aircrafts remain ready to fly at all times” (para. 1). The subject of this case 
study is an MRO facility in Texas, USA that has about 3,000 employees. To maintain 
anonymity, this company will be referred to as “Company A” in this chapter. It oper-
ates in the aviation industry and consists of departments with classes of employees 
such as aircraft technicians, mechanics, sheet metal technicians, electricians, and 
non-destructive inspectors (NDI) technicians [2, 3]. Each department of Company 
A has about 500–700 employees, with the manufacturing department having the 
most employees onsite (around 1,300). These departments are known as Hands-On-
Labor (HOL) because their workers physically work on the products and parts that 
Company A produces or manufactures.

According to the Department of Labor (DOL) [4, 5], the number of jobs for 
aircraft technicians is around 151,400, with a potential to increase by 6% over the 
next 10 years. The typical work Company A employees do depends on the type and 
model of the aircraft they are working on, and they may also be manufacturing parts 
for these aircraft. Sometimes Company A performs Programmed Depot Maintenance 
(PDM) in which an aircraft goes through several phases of induction, inspections, 
repair, reassembly, testing, painting, and delivery back to the customers [6]. These 
customers may be the United States government or its foreign allies, although there 
are a few commercial private-sector aircraft programs as well.

The Federal Aviation Administration (FAA) dictates the maintenance schedule 
for different operations of MRO aviation companies like Company A per Section 14 
CFR Part 43: Maintenance, Preventive Maintenance, Rebuilding, and Alteration, 
and Part 145: Repair Stations. In the legal framework established by the FAA through 
the Code of Federal Regulations (CFR), the guidelines that relate to the domain of 
Company A predominantly reside within Title 14 CFR, specifically in Part 43 and 
Part 145. These segments lay out the criteria and benchmarks governing aircraft 
maintenance and repair, along with the accreditation process for repair facilities 
engaged in MRO operations. Smaller repair stations may work on aircraft assemblies 
such as landing gear, flight control overhauls, or interior upholstery refurbishment 
per FAA Section Part 145 [7, 8].

Title 14 of CFR Part 43 commonly oversees the spectrum of aircraft mainte-
nance, repairs, and overhauls. This section of the CFR lays out the parameters 
and standards governing the maintenance, repair, and overhaul procedures for 
aircraft. It encompasses a wide range of topics related to aircraft maintenance, such 
as inspections, repairs, modifications, and comprehensive overhauls, all designed 
to uphold the aircraft’s safety and airworthiness. Part 43 precisely delineates the 
necessary qualifications of individuals performing these functions and sets out 
the protocols for executing maintenance tasks while documenting procedures and 
their results [7]. Part 145 of the CFR focuses on the certification and supervision of 
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aircraft repair stations. This rule outlines the conditions and yardsticks that repair 
facilities need to follow to gain certification from the FAA for conducting aircraft 
maintenance, repairs, and modifications. This section encompasses various aspects 
of repair station operations, encompassing staff qualifications, facility prereq-
uisites, equipment, protocols, documentation, and quality assurance protocols. 
Adhering to the directives laid out in Part 145 guarantees that repair stations sus-
tain the required norms to safeguard the security and flightworthiness of aircraft 
undergoing maintenance and repairs [8]. The following section presents the most 
critical challenges experienced by Company A when managing remote workers and 
how to best support them.

2. Research, method and analysis

The study used qualitative research method approach employing phenomenologi-
cal research design and incorporated heuristic inquiry with a purposeful sampling 
technique. Using the qualitative research method and phenomenological research 
design was appropriate in this study due to its objective of exploring an understudied 
central phenomenon, namely the experience of the MRO aircraft technician workers. 
The utilization of a heuristic inquiry strategy was necessary because it emphasizes 
the significance of a researcher’s intimate first-hand experience, insight, and under-
standing of the phenomenon being studied [9]. A total of 50 employees participated 
in this study, and only seven of them were female. There were 15 participants with 
less than 5 years of experience, eight with 6–10 years, five with 11–15 years, 11 with 
16–20 years, six with 21–25 years, and five with 26–40 years of experience. Table 1 
summarizes the number of participants in this study and their work experience. Data 
were also gathered from physical artifacts such as employees’ weekly work schedules, 
FAA policy guidelines, and Office of Personnel Management (OPM) requirements 

Type of employees Years of experience Number of employees

Male technicians 0–5 12

6–10 4

11–15 5

16–20 11

21–25 6

26–40 5

Female technicians 0–5 3

6–10 4

11–15 0

16–20 0

21–25 0

26–40 0

Total 50

Table 1. 
Summary of participants and work experience.
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documents. Data analysis was carried out using thematic analysis and by identifying 
themes and patterns in the collected data. Data analysis in this study involved break-
ing down the data into its component parts and then looking for patterns and themes 
that emerged from the data.

3.  Challenges of managing a remote workforce and how to support  
remote workers

Managing a remote workforce within MRO aviation companies can pose certain 
challenges. With employees dispersed across various locations, ensuring everyone 
aligns and works toward shared goals can be quite demanding. However, with effec-
tive strategies in place, managing a remote workforce can be as, if not more, effective 
than managing an onsite one [10].

3.1 Lack of communication and collaboration

When most of the employees in Company A started working remotely, the PM 
noticed some frustration from the older team members who did not understand 
the new technologies imposed upon them for remote work and needed some 
training. This was something new to them since the older employees were used 
to using emails and desk phones to communicate and were communicating face-
to-face with other team members by going to each other’s cubicles or offices. The 
older Program Management Office (PMO) workers adjusted quickly to using cell 
phones to make phone calls, instant messages (IMs), and text messages since they 
have been using smartphones for a while now. The younger PMO workers, who 
were already used to doing everything from their smartphones or tablets, quickly 
adjusted to the new remote work technology. A program manager from Company 
A decided to have the older and younger employees work as a unit because of the 
technological understanding gap and suggested pairing an older employee with a 
younger one so they could learn from each other. Creating a remote worker buddy 
system paired one team member who is tech-savvy to help another team member 
who is less experienced using technologies. Those employees were learning the 
ropes of being remote employees and needed guidance on how to correctly use 
the new technologies that they were not familiar with. This buddy system helped 
strengthen the camaraderie between the PMO remote workers at Company A 
because they worked together as a team and helped each other to overcome these 
technological obstacles [11].

While collaboration may present challenges within a remote workforce, it also 
offers distinctive opportunities. With suitable tools and communication strate-
gies, remote teams can effectively collaborate to achieve their objectives [10, 12]. 
For instance, at Company A, the Program Manager (PM) made sure that the PMO 
maintained effective communication with each of its team members and custom-
ers using technology while making sure that each member of the team was able 
to use the technology easily by adjusting to IMs on cell phones, using video calls, 
using chat instead of emails while using the computer, and using video conference 
software such as Microsoft Teams, Zoom, and or WebEx. It did cause some frustra-
tion within the group when someone did not know how to connect to a meeting 
or how to use virtual conference etiquette because they were not used to working 
remotely [13, 14].
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3.2 Lack of timely access to information

When remote work was authorized by the executive leaders of Company A for 
the PMO team members, there were some challenges at the beginning. One of the 
major challenges was receiving the information on time to meet several deadlines, 
which caused minor delays when the PMO team members were adjusting to their 
newly founded remote work status. The onsite workers have now started to rely on 
sending the information by email, uploading it to a secure server, using screen share, 
and/or video conference meetings to pass along the information [15–17]. They had to 
quickly adjust on how and where to send the information because, in comparison to 
the pre-COVID-19 era, the PMO support workers would usually go to the operational 
site, manufacturing, or production floor to retrieve the information by a handoff 
paper copy from the MRO worker. If a signature was required on a document, then 
now the MRO worker would have to sign and scan it to send it to the PMO worker. 
This involved extra steps that the MRO onsite worker had to complete. The DocuSign 
software was implemented later to speed up the process of signing documents [16, 17].

Another example of software that was implemented involved the utilization of 
project management software such as Microsoft Project, Jira, Power BI, Tableau, and 
Minitab, which allows team members to track progress and communicate updates 
in real-time. This not only fosters better teamwork but also guarantees alignment 
and a unified focus on common objectives. However, it is crucial to emphasize that 
successful collaboration within a remote workforce hinges on well-defined anticipa-
tions, a program manager that adapts to the remote work environment, transparent 
communication, and a robust foundation of trust among the team members. The 
PM at Company A incorporated a trust-based management style in which PMO team 
members were able to manage their time and tasks effectively while still meeting all 
their goals, which helped keep their productivity at a high level because they were not 
being micromanaged [14, 16, 17].

3.3 Lack of face-to-face supervision

One of the fundamental practices for handling a remote workforce involves 
establishing transparent communication channels since face-to-face interaction is 
limited to video conferences and not in-person. In this effort, the program manager 
needed to set forth a communication management plan for the remote workers. 
According to this plan, the PM needed to do regular check-ins with remote employees 
utilizing collaboration tools like video conferencing and instant messaging and set 
explicit expectations for deadlines and deliverables. Moreover, it is crucial to trust the 
employees and empower them to independently manage their workloads. By fostering 
a culture of trust and communication, a robust and productive remote workforce can 
be nurtured [18].

The PM at Company A encouraged every PMO remote team member to maintain 
a detailed record of their work through proper documentation using memos, record 
their video conferences, enable read receipts option on their emails, and properly 
archive documents. This is valuable information during any lessons learned phase of 
the program. The PM conveyed to the PMO support remote workforce the importance 
of security and data privacy. A lot of information is going to be transmitted electroni-
cally since face-to-face interaction is very limited, and some of the information may 
be company-sensitive information. The Information Technology (IT) department 
established the use of email and document tags that can be assigned to sensitive 
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information before the COVID-19 era, and the PM made the PMO remote workforce 
aware of this function and to use it. These email and document tags had a banner that 
stated: Sensitive, Internal Use Only, and/or Proprietary Information [14, 17].

3.4 Employee expectation of work productivity

While the operational, production, and manufacturing workforce took care of 
the HOL at Company A, they were supported by the Program Management Office 
(PMO), which usually consists of a program manager, contract manager, scheduler, 
planner, finance manager, and procurement specialist. The engineering workforce 
was also involved as a mix of HOL and PMO support depending on what needed to 
be done on the aircraft or on one of its components. The PMO efforts do not require 
the personnel to be near an aircraft, equipment, products, or parts. It is an advanced 
administrative duty that requires input from software, flow charts, process monitor-
ing, and schedules. They establish timelines, assign resources to the schedule, set up 
Zoom call meetings with the HOL sector or customers, and procure and order parts 
just like they would do if they were at the organization sitting in a cubicle [19].

The Program Manager (PM) at Company A set forth certain requirements for each 
of the PMO team members if they decided to work remotely because the managing 
dynamic changed from an onsite workforce to a remote workforce. In this instance, 
everyone in the PMO department decided to work remotely, which helped the pro-
gram manager easily adjust the management style. The PM needed to make sure that 
everyone on the team understood that they were going to be evaluated on the quality 
of their work, the timeliness of their deliverables, and their availability to other team 
members. Key Performance Indicators (KPI) were enhanced so the PM could success-
fully monitor the team’s progress and provide up-to-date feedback to keep the PMO 
aligned with their set goals [20].

3.5 Technological issues

There are certain MRO workers at Company A who could work remotely because 
they did not need to be at the facility or near the aircraft. These types of workers 
were branded as non-essential during the COVID-19 era and could work out of the 
Program Management Office (PMO). Though very important to the organization, 
they can perform their work at any location if they have a work-issued cell phone 
and a work-issued laptop. Technology and the ability to connect to the worksite or 
its onsite servers or cloud servers is a very important aspect of working remotely 
[21]. Let us take, for example, those employees from Company A who must travel to 
work at different work sites but still need access to Company A’s servers. None of this 
is new to Company A because the business development department has personnel 
who travel and connect remotely from any part of the country. Company A’s technol-
ogy during the pre-COVID-19 era was prepared to handle only around 30 personnel 
who may be on travel at the same time. The issue is that after the pandemic, a larger 
majority of the workforce is connecting remotely, and the organization’s Information 
Technology (IT) department had to upgrade its servers and technology to be capable 
of handling all these remote workers’ requests for connection to the servers [22].

Company A also had to issue everyone in the PMO department a company cell 
phone and laptop for remote work. In some cases, several PMO employees requested 
monitors and docking stations to take to their homes. However, the IT department 
had to acquire these monitors, cell phone plans, and laptops, which was an expense 
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to Company A. This extra cost was provided by their budgeted capital funds for that 
financial quarter. A SharePoint site was also incorporated into the program so file 
transfers can happen easily among PMO support team members. The SharePoint site 
was used as a secure In/Out drop box in which files or documents were uploaded to 
respective folders and downloaded by team members who needed that information. 
The PMO team members communicated with each other by a quick IM or text mes-
sage that the documents were uploaded so the other team members could download 
them. The SharePoint site was very useful because documents that could not be 
uploaded to emails due to their file size were easily uploaded and downloaded at the 
SharePoint site securely [23]. It is important to understand that the pandemic affected 
not only those employees who became fully remote but also those who had no choice 
but to remain fully onsite and who opted to be hybrid—two or three days working 
onsite and the rest of the week working from home. The following section elaborates 
on the impact of remote work on different types of employees at Company A—a fully 
remote, fully onsite, hybrid, and our proposed hybrid on-call schedule.

4.  Impact of remote work on fully remote, fully onsite, and hybrid 
employees

4.1 Fully remote employees

Upon careful examination of various divisions within Company A, a noticeable 
trend emerges regarding the suitability of remote work arrangements. Specifically, 
the Information Technology (IT) department emerges as a prime candidate for a fully 
remote workforce structure. This conclusion is grounded in IT tasks, such as software 
development and troubleshooting, which are inherently conducive to remote execu-
tion. Moreover, remote IT personnel enjoy equitable access to tools and resources, 
fostering seamless collaboration [14, 17]. Conversely, a different perspective emerges 
for the maintenance department, indicating a more favorable alignment with an onsite 
workforce model. This determination is underpinned by the inherent physical nature of 
maintenance responsibilities, which encompass activities like aircraft inspections and 
repairs. This type of work cannot be done remotely because it requires HOL tasks to be 
performed. The localized presence of maintenance employees also facilitates effective 
coordination with other vital departments, including logistics and engineering [24].

Individuals working at Company A and enjoying the privilege of full-time 
remote work often shared their experiences of enhanced autonomy and flex-
ibility. They expressed contentment in tailoring their work schedules according to 
their personal preferences, a practice that fosters a more harmonious equilibrium 
between their professional and personal spheres. This adaptability is of particular 
significance to those employees juggling personal commitments or those who thrive 
during unconventional working hours [25]. Remote employees of Company A also 
articulated the benefits of eliminating commuting stress and its financial implica-
tions. According to a group of remote workers, the absence of their daily commutes 
translated into more time available for work tasks or personal pursuits, contributing 
to their overall well-being.

The absence of interruptions and distractions that come with working in an office 
environment was mentioned by a few other employees. Working remotely makes 
them feel more focused and productive. They added, however, that working from 
home can make it challenging to keep business and personal lives distinct [20, 22]. 
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These workers typically exhibit a high degree of focus and diligence in their work. 
As they have ready access to one another and can fix problems as they emerge, they 
frequently work efficiently with their coworkers and pass along on-the-spot experi-
ences to one another. This is the same type of work environment that is happening 
within remote workers. Many of them are more readily available when called upon, 
even though they are working remotely. With the use of video conference calls and 
screen sharing, they can also pass along the experience from one employee to another 
with the use of technology [26].

Some managers at Company A, in the past, expressed confusion when they could 
not find a worker who was at the worksite but away from the cubicle or office because 
they were in another section of the building or in a meeting. The same goes for the 
onsite workers trying to find a manager or a director who is always busy in a meet-
ing or with the door closed. Company A remote workers overcame such confusion 
because they can send a quick IM chat or look to see their online status if it is in the 
Available (Green), Busy (Red), or Away (Yellow) status. This is one of the adjust-
ments that Company A had to make while working remotely. The issue may be the 
availability of the worker or manager, no matter if they are working remotely or 
onsite, which seems to be frustrating to the workforce [20].

4.2 Fully onsite employees

The case study revealed that the maintenance, repair, and overhaul departments 
of Company A achieve optimal performance with a fully onsite workforce. The 
rationale behind this lies in the intricate technical skills and hands-on responsibilities 
intrinsic to these departments, which are not amenable to effective remote execution. 
Conversely, departments such as human resources and marketing of Company A 
reaped benefits from a remote workforce, capitalizing on diminished requirements 
for physical presence and the potential of virtual communication tools to enhance 
management efficiency [23].

Several employees working onsite at Company A expressed a deep connection to 
their workplace, highlighting that the physical environment significantly contributes 
to their sense of belonging and self-identity. For these individuals, the workplace 
holds a central role in fostering social interactions and acting as a wellspring of moti-
vation. Direct interactions with coworkers and managers enable instant communica-
tion, aiding in swift issue resolution and teamwork. The advantage of being physically 
present lies in the ability to engage in spontaneous conversations, exchange expertise, 
and receive guidance—factors particularly vital in the intricate field of aviation 
[21, 23]. It is worth considering that viewpoints can differ, and the appropriateness 
of exclusively onsite work hinges on variables like job responsibilities, individual 
situations, and inclinations. These observations underscore the intricate connection 
between being physically present, collaborative efforts, and the individual welfare of 
Company A employees.

The majority of Company A onsite employees found comfort in the regularity 
of commuting to a physical office, as it aided in setting clear distinctions between 
their professional and personal lives. A particularly notable challenge raised by those 
employees was the potential strain caused by lengthy commutes, both physically and 
mentally. Additionally, the fixed nature of the workplace restricts the flexibility to 
work from different locations, which can be a matter of concern for those who value 
varied environments to enhance their creativity and concentration [1, 2, 21]. The 
dedicated, fully onsite individuals of Company A exhibited a remarkable degree of 
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concentration and conscientiousness in their tasks. Their adeptness at collaborating 
seamlessly within the team is facilitated by their ready proximity, enabling swift 
resolution of any challenges that may arise. However, fully onsite employees of 
Company A sometimes found it difficult to maintain a healthy work-life balance. 
Being physically close to their place of employment made it challenging for them to 
entirely disengage from work. Over time, this could result in burnout and decreased 
productivity [21].

Company A employees’ perspective illuminated the merits of a fully onsite work 
environment in the MRO aviation domain, emphasizing the cultivation of camarade-
rie and collaborative dynamics since a lot of the employees are military veterans. They 
continue to hold certain core values from their military days, which they integrate 
into their work when they are onsite. Company A military veteran employees hold 
in high regard face-to-face interactions with peers and the sense of belonging to a 
closely-knit community. Nevertheless, certain employees voiced concerns regarding 
work-life equilibrium within the fully onsite paradigm. One individual brought atten-
tion to the challenge of mentally disconnecting from work due to its omnipresence, 
while another flagged the toll of extended commutes on personal time [3, 5, 27].

4.3 Hybrid employees

Hybrid workers at Company A facilities often expressed enthusiasm for the flex-
ibility this setup offers. They emphasized the equilibrium between onsite and remote 
work as a notable advantage, affording them improved control over the interplay 
of their professional and personal lives. This adaptability also empowered them to 
navigate fluctuating project requirements while preserving a degree of independence 
over their schedules. These employees held in high regard the chance to harness the 
advantages from both realms. They found value in the face-to-face interactions and 
collaborative dynamics inherent to onsite presence, as well as the conducive environ-
ment remote work creates for tasks demanding deep focus. This fusion enabled them 
to effectively leverage their skill sets, fostering heightened job contentment and a 
genuine sense of accomplishment [26].

After examining several departments at Company A, the case study suggested 
that the hybrid workforce model functions best in departments that need a high 
level of collaboration and communication. This includes the engineering, mainte-
nance, and quality control divisions. The idea of hybrid personnel has drawn a lot of 
interest and attention in today’s dynamic workforce. Companies A has embraced the 
hybrid workforce model because of the rise of remote work requests and the demand 
for flexibility.

It is clear from past research that departments that largely rely on collaboration 
and communication are the ones where the hybrid workforce model works best. One 
staff member shared her appreciation for the flexibility afforded by the hybrid work 
arrangement, underscoring the improved work-life balance it creates. Company A 
hybrid employees also highlighted the economic savings from reduced transportation 
costs and a rejuvenating absence of commutes. Furthermore, the hybrid model contrib-
uted to a reduced carbon footprint, avoiding coworkers who go to the workplace while 
having the seasonal cold or flu and mitigating disruptions from impromptu cubicle or 
office interactions that could otherwise hinder or slow down productivity [26].

Yet other hybrid employees in Company A acknowledged the advantages of 
remote work but voiced a sense of disconnection from their team due to the absence 
of in-person interactions. Hybrid is a mix of both and may help those employees who 
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need to be around people and then need to retreat for work-life balance. Personality 
may also play a role if someone is an extrovert. Extroverts would usually lean toward 
going to work and being among coworkers, while introverts would rather work from 
home [28]. Few Company A program managers and hybrid employees did note, 
however, that virtual meetings and team-building activities have effectively bridged 
this gap, facilitated by robust communication tools and technology literacy. Notably, 
those encountering difficulties with remote work were predominantly individuals 
less familiar with current technology that would help them stay connected no matter 
where they work [14, 17, 18].

The case study suggested that hybrid employees in Company A manifested 
remarkable adaptability and versatility compared to their counterparts who are 
exclusively onsite or exclusively remote. These individuals seamlessly oscillate 
between onsite and remote work modes seamlessly accommodating the organization’s 
requisites and their individual preferences. As such, hybrid employees often attained 
a more gratifying equilibrium between work and personal life than those solely onsite 
or remote. This stems from their ability to embrace remote work when suitable. To 
optimize their efficacy and contributions toward the team’s objectives, it is imperative 
for organizations to establish well-defined expectations and guidelines for hybrid 
work arrangements. According to [27], hybrid workers claim to be more productive 
when working hybrid than when working fully onsite or fully remote. Moreover, 
hybrid workers are even willing to take a small amount of a pay cut since they are not 
commuting to and from the office.

5.  Lessons learned: adopting HR hybrid guidelines tailored to company 
needs

A key lesson from this case study suggests that within these departments, a blend 
of onsite and remote team members ushers in enhanced flexibility and quicker 
decision-making. Consider, for instance, an engineer working remotely collaborating 
seamlessly with an onsite technician, enabling real-time troubleshooting and expedi-
tious issue resolution, thereby minimizing downtime. Moreover, adopting a hybrid 
workforce model in these domains can yield cost efficiencies by diminishing the 
demand for physical office space, curtailing operational expenditures, and optimiz-
ing equipment utilization. By adopting a hybrid schedule, Company A can benefit 
by having PMO remote employees in the workplace for several days during the week. 
According to the Office of Personnel Management (OPM) [29], hybrid schedules 
vary between organizations and are typically 2 days of remote work and 3 days at the 
workplace. By following the OPM guidelines, Company A must be aware that creat-
ing a hybrid work schedule program that combines the flexible work schedule and 
compressed work schedule establishments with the intention of providing unauthor-
ized advantages to employees or agencies is not allowed [5, 12, 30].

This chapter recommends that Company A adopt a hybrid workforce on-call 
schedule, which can be beneficial to the company. This model proposes that the HOL 
workforce of Company A will have to be present at the MRO facility. The support 
team, which Company A has already deemed a non-essential workforce during the 
COVID-19 era, can take care of the administrative duties from home and come to the 
facility as needed. While a regular hybrid schedule consists of having to be at the facil-
ity at least 3 days a week, the hybrid on-call schedule would consist of going to the 
facility when necessary. The PMO support employee can be at the facility one day a 
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week when there is not too much to do or up to four days a week if there is an uptick in 
work to be performed onsite. The increase in workload may be due to in-person meet-
ings with a customer or end-user, Program Management Reviews (PMR), and Gemba 
walks—“a workplace walkthrough which aims to observe employees, ask about their 
tasks, and identify productivity gains” [31 para what is Gemba walk, 32]. Even Gemba 
walks are now transitioning to virtual observation using technology [32].

When Company A gives the option to PMO support workforce who can work at a 
facility, on the road while traveling, or at home, those PMO support employees may 
be more satisfied working for that organization. They would feel a sense that they are 
not obligated to come back to the facility forcefully just because a director or manager 
wants to “keep eyes on them.” They understand that their productivity is being moni-
tored and tracked but not micromanaged or accusatory. A trust compromise must 
be in effect between the Company A program manager and the Company A PMO 
support employees in which the program manager trusts them to do the work and 
that the PMO support employees trust that their work productivity will be monitored 
accordingly [33, 34].

Additionally, Company A PMO support workers fully understand that their type 
of work can be done remotely without the need to be tethered to a desk. Questioning 
the motive of why the organization wants them back onsite when they are just as 
productive working remotely. Company A is faced with having an empty infra-
structure and having to pay minor costs to keep it as opposed to having it filled with 
workers and paying for the operational costs for electricity, air conditioners, or heat 
flow. Some of those costs are passed to the PMO remote and hybrid workers who 
had to upgrade their internet connection to comply with the Virtual Private Network 
(VPN) of the organization and pay more for electricity since they are working from 
home with more electronics such as laptop and monitors consuming more energy 
[12, 30]. Company A PMO support hybrid workers will have a mix of the decreased 
energy consumption benefits when they are onsite working and an increase of energy 
consumption when they are at home working. When considering the prospect of 
initiating trials with hybrid employees, it becomes crucial to factor in the potential 
cybersecurity vulnerabilities [14, 17]. The majority of risks mirror those impacting 
typical software or client-server architectures, encompassing concerns like buffer 
overflow, denial of service, spoofing, and similar issues. Protective measures entail 
the use of current operating systems, contemporary cryptographic solutions, permis-
sion frameworks, and cutting-edge authentication technologies [14, 16–18].

6. Conclusion

With the tug-of-war play that an organization is doing to bring back all the remote 
workers and the remote workers calling for working from home, the hybrid schedule 
seems to be a compromise between the two. A hybrid on-call schedule will better fit 
the needs of those employees who can go into the workplace because they are needed 
and not because they are forced to by the organization. Organizations will need to 
adjust to the hybrid workforce because it may start increasing job postings because it 
is what the employee is looking for. Hybrid on-call provides the proper work-life bal-
ance that the workforce has been looking for, and because of COVID-19, the organiza-
tions were forced to use it or would lose profit/revenue in their line of business. The 
MRO organization has already divided and selected who should be onsite employees 
and who should be remote/hybrid employees by classifying them as essential and 
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non-essential. Essential personnel are basically their HOL workers who were required 
to be onsite employees during the COVID-19 era. The non-essential would be the 
remote/hybrid workers who had to stay and work from home. Hybrid On-Call is the 
best choice, which gives the freedom of selection to the employee to be onsite unless it 
is necessary.
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Chapter 10

Mental Workload for Bank 
Advisers Due to the Use of Digital 
Technologies
Edith Galy and Klara Nano Hormez

Abstract

For several years now, an increasing proportion of bank advisers’ work has been 
carried out using digital technologies. The COVID health crisis led to the development 
of videoconferencing meetings, and despite the end of the crisis, many appointments 
with customers are still offered by videoconferencing. A study of 349 bank advisers 
was carried out to examine the effect of the use of digital technologies on perceived 
mental workload as a function of some contextual and individual factors. Results 
show a change in the temporal and organizational workload and in the implementa-
tion of activity regulation strategies due to the use of digital technologies.

Keywords: mental workload, bank advisers, digital technologies, digital fluency,  
IWA model

1. Introduction

With the integration of digital tools in the workplace, the work activity has 
changed. Saadi Lahlou describes this change as a kind of complete reengineering of 
the service sector, with far-reaching and serious changes [1]. The digitization of com-
panies was accelerated by the arrival of the COVID-19 health crisis. This acceleration 
in digitalization has affected all sectors, but the banking sector has undergone real 
upheaval more than any other has. During the March 2020 lockdown, almost 90% of 
employees in the banking sector were placed in teleworking, greatly altering not only 
the way banks operate but also customer relations. In this context, the interaction 
between advisers and their customers has been mediated by digital tools more largely 
than before. In fact, during the period of lockdown, all banking appointments were 
made remotely, online, using videoconferencing, email, the messaging application, 
and so on. This digital transformation has continued despite the end of lockdown. It is 
now increasingly common for customers to demand online appointments, whether by 
telephone call or videoconference. This creates more work for bank advisers, receiv-
ing emails all the time, expecting an immediate or very rapid response. This digitali-
zation therefore tends to expose employees to psychosocial risks, with a higher mental 
workload, compared to less digitalized sectors [2].

The aim of the study presented is to understand the relationship between the 
use of digital tools and mental workload and how the use of digital tools affects the 
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mental workload of a bank adviser. The literature review is composed of a first part 
on mental workload and a second part on digitalizing of the customer relation. Data 
issued of this review will allow elaborating a hypothetical model tested by a survey. 
Results will be treated by generalized linear models and are discussed. Finally, we will 
conclude and propose some recommendations in the light of results.

2. Theoretical background

2.1 Mental workload

According to [3], mental workload can be defined as cognitive demand of a task 
and be estimated by psychophysiological records, performance to the task, and 
self-reports. Leplat [4] added that this cognitive demand varied as a function of 
individual resources and context of task execution. Mental workload will be thus the 
perception of effort necessary to perform a task. Galy [5] proposes the Individual—
mental Workload—Activity Model (IWA) to describe mental workload perceived 
by operator. This model is centered on identification of factors responsible of the 
mental workload allowing to categorize it. It considers three components: individual, 
activity, and mental workload. Individual characteristics can be affective, cognitive, 
social, and physiological. Thus, as a function of affective or emotional state, available 
resources of individual will be too more or less high to perform a task. Work activity is 
defined by specific characteristics that determine a first category of mental workload 
and intrinsic mental load, as well as by execution context. This context integrates 
organizational factors (work schedules, time to shift, equip composition, etc.) that 
influence functional state of individuals and work conditions (work rhythm, time 
pressure, work-family conflict, etc.) determining extraneous mental workload. 
Previous studies showed that two subcategories of extraneous mental workload can 
be distinguished: temporal mental workload and organizational mental workload [6]. 
Temporal workload concerns temporal aspects of work in terms of work rhythms, 
cadences, task interferences, or temporal constraints. Organizational load corre-
sponds to work organization (planning, clarity of instructions, autonomy in work, 
etc.) and social ambience (relation with hierarchy and colleagues, job recognition, 
etc.). A last category of mental workload is characterized, which is the germane load. 
It corresponds to mental cost of adaptation strategies. Implementation of these strate-
gies of work activity regulation allows individuals to adapt to the constraints imposed 
by task or context and maintain performance. Germane load depends thus on task 
characteristics (an easy task will mobilize little germane load because meta-cognitive 
processes or particular strategies will not be necessary) and individuals’ character-
istics (expertise to task will permit to implement easier adapted strategies; on the 
contrary, stereotype threat, for example, will prevent implementation of adapted 
strategies). Relationships between these categories of mental workload and factors of 
load are represented in Figure 1.

As a function of task characteristics and work context, intrinsic and extraneous 
loads will be more or less high and draw on the available resources of individuals. 
Remaining resources can be allocated to germane load. Temporal workload and 
organizational workload have opposite effects on germane load. A study conducted by 
Galy [6] on 616 participants showed that germane load is high when temporal aspects 
of external load are high and when external load due to organization and social 
ambiance in work is low (Figure 2). Organizational workload creates constraints that 
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do not allow individuals to regulate their activity, while regulatory strategies can be 
implemented to compensate for time constraints.

The IWA Model of mental workload has given rise to a rating scale of mental 
workload used in the present study [6].

2.2 Digitalizing the customer relation

Digitizing the customer relationship seems to be a matter of strategic prior-
ity because creating a lasting customer relationship is at the heart of the strategy 
[7]. Customers are connected to all types of digital media, computers, tablets, 

Figure 1. 
Representation of IWA model.
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smartphones, and so forth, and can interact 24/7. The customer therefore requires an 
instantaneous customer relationship. The health crisis has played a role in accelerat-
ing the digitalization of the banking sector by promoting digital contacts, whether 
by telephone, videoconference, or via their applications, to communicate with their 
customers. The aim is to consider customers in their own environment, that is, from 
their smartphone, computer, and so on. To achieve this, companies are making new 
resources available to customers to maintain and develop their customer relationships.

In the case of banks, we can talk about “multi-channeling,” which is the integra-
tion of all communication channels in order to offer customers a harmonious experi-
ence [8]. Multi-channeling suggests the possibility for customers to contact their 
adviser by different channels: telephone calls, messages, emails, video-conferencing, 
and so forth. Multi-channeling creates a fusion of channels and therefore meets the 
customer’s need for fluidity [9], giving them the feeling of being present in all places 
simultaneously [10].

The concept of meta-work is increasingly present because of digital tools. Meta-
work is defined as “any work that makes work possible” [11]. It represents work added 
on top of the main work. This leads to an increase in activities such as organizing tasks 
and coordinating activities. Meta-work therefore corresponds to factors of extraneous 
workload and particularly organizational workload. New activities are also emerging, 
such as immediate exchanges and the management of permanent information flows, 
and employees can easily find themselves with an information overload to be pro-
cessed very quickly, increasing work cadences. They have several digital tools at their 
disposal (computers, tablets, and mobile phones) that enable them to carry out many 
tasks simultaneously, but their activity is fragmented by the constant influx of new 
information. These elements participate in an increase of temporal mental workload.

A previous study conducted on teleconsultants highlighted the constraints, as 
well as the advantages, associated with the use of digital tools [12]. These tools made 
employees more efficient but required a learning and adaptation phase, which can be 
likened to an additional task. This new task consumes resources and requires voluntary 

Figure 2. 
Schematic representation of relationships between mental workload categories revealed by generalized additive 
models analyses. Full lines represent positive relationships. Dotted lines represent negative relationships.
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effort, which can contribute to exhaustion and lead to poor working conditions [13]. 
Employees need to be supported and given time to assimilate [14]. Thus, in the present 
study, we consider digital fluency like a factor of mental workload.

These effects of digitalization are likely to be more pronounced in women than in 
men. Because even today, in the context of long-term planning and decision-making, 
women devote more mental energy to anticipating the demands of parenthood and 
reconciling partners’ competing career needs [15, 16].

3. Hypotheses

The hypothetical model tested the interaction between individual characteristics 
and task characteristics to explain perceived mental workload. The details of this 
model are shown in Figure 3.

Individual characteristics were gender, digital fluency, age, and length of service. 
Task characteristics were task difficulty, number of videoconference appointments, 
and number of face-to-face appointments.

Considering the presented background, we assume that gender will determine 
available resources with lower resources for women than for men. Task difficulty 
will determine intrinsic mental workload. Intrinsic load will be higher when task 
difficulty will be perceived high. Number of videoconference and face-to-face 
appointments will determine the organizational and temporal mental workloads. 
Particularly, we assume that temporal workload increases with an increase of number 
of videoconference and face-to-face appointments and that a high number of video-
conference appointments will be related to a high organizational workload. Finally, 
available resources, digital fluency, age, length service, and other categories of mental 
workload will determine germane mental workload. Thus, according to IWA model, 
germane load will be high when intrinsic and temporal loads will also be high and 
when available resources and organization load will be low. Digital fluency, age, 
and length of service will have a positive effect on germane workload because these 
factors are the reflection of an expertise that favors the implementation of regulatory 
strategies responsible for a high germane load.

Figure 3. 
Hypothetical model.
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4. Methods

4.1 Participants

About 349 participants composed the final sample, all bank advisers aged between 
21 and 56, with an average age of 33.7 and a median of 33. Of these, 276 were women 
and 73 were men. They had 10.2 years (±7.09) of length of service.

4.2 Materiel

A questionnaire was elaborated. The first part was the consent to participate in the 
study. The second part interrogated on the use of digital tools. It comprised questions 
on the frequency of face-to-face and videoconference appointments expressed as 
a number of appointments by day and on digital fluency (How comfortable do you 
think you are with the digital tools you use in your day-to-day work? By asking on an 
eight-degree scale from not very comfortable to very comfortable). A third part was 
the IWA questionnaire [5] composed of five dimensions: available resources (9 items), 
intrinsic mental workload (4 items), organizational mental workload (10 items), 
temporal mental workload (7 items), and germane mental workload (10 items). For 
each item, participants answered on a scale of eight degrees from strongly disagree 
to strongly agree. Finally, participants were asked some sociodemographic questions 
(gender, age, and length of service).

4.3 Procedure

The questionnaire was distributed mainly on a group dedicated to bank advis-
ers on Facebook and was also sent to bank advisers via LinkedIn. The questionnaire 
remained available for 1 week. Participants were informed of their right to data 
processing anonymity and their right of withdrawal at the start of the survey. All 
questions were required, and participants could not move on to the next questions 
if they had forgotten to answer a question. Once they had answered the questions, 
participants could not go back. At the end, a thank-you message appeared, indicating 
that the participant’s answers had been recorded.

5. Results

Recollected data have been treated by generalized linear models with the software 
Jamovi.

5.1 Descriptive analyses of mental workload dimensions

Table 1 presents mean and standard error for available resources, intrinsic load, 
organization load, temporal load, and germane load. With single-sample T-test, we 
compare the obtained means and reference values described by Galy [6] in order 
to determine the criticality of work situation. The reference value is 4 for available 
resources, organization load, and temporal load and 6 for germane load. No reference 
value is reported for intrinsic load.
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For each dimension, minimal score was 1 and maximal score was 8. Results 
show that available resources are low and significantly lower than reference value. 
Organizational and temporal loads are high and significantly higher than reference 
value. Finally, germane load seems near to reference value (6), but it exists a sig-
nificant difference between mean of germane load and reference value indicating a 
germane load higher than this one.

5.2 Determinants of available resources

The model explicating the most part of variance and with the best statistical 
powerful was composed of digital fluency, gender, and task difficulty perception 
(r2 = .318; AIC = 997.772). Available resources were higher when participants were 
more comfortable with the use of digital tools (β = .144; p < .01), for men than 
for women (β = −.791; p < .001), and when task was perceived easier (β = −.328; 
p < .001).

5.3 Determinants of intrinsic mental workload

Concerning the factors explaining intrinsic workload variation, only task diffi-
culty perception is significant (r2 = .0627; AIC = 923.9360). Intrinsic mental workload 
increased when the task difficulty was perceived higher (β = .131; p < .001).

5.4 Determinants of organizational mental workload

The better model indicates two factors determining the organizational mental 
workload, digital fluency, and task difficulty perception (r2 = .0985; AIC = 994.9030). 
These factors were acting in opposite directions with an increase of organizational 
workload when the digital fluency was low (β = −.178; p < .001) or when task was 
perceived difficult (β = .158; p < .001).

5.5 Determinants of temporal mental workload

Generalized linear model shows a significant effect of age, gender, task difficulty 
perception, and number of videoconference appointments on temporal workload 
(r2 = .197; AIC = 832.123). Temporal workload is estimated higher by women than by 

Dimensions Mean Standard Error T-test

Available resources 3.38 1.40 −8.18**

Intrinsic load 5.66 1.10

Organization load 4.25 1.25 3.78**

Temporal load 6.88 .988 54.54**

Germane load 6.37 .873 7.85*

*indicates p<.01; ** indicates p < .001.

Table 1. 
Descriptive analyses.
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men (β = .278; p < .05), when participants are older (β = .029; p < .05), when tasks are 
perceived difficult (β = .165; p < .001), and when the videoconference appointment 
number is low (β = −.049; p < .001).

5.6 Determinants of germane mental workload

Finally, the last analysis reveals that gender, length of service, digital fluency, task 
difficulty perception, available resources, and organizational workload are a signifi-
cant effect of germane mental workload (r2 = .161; AIC = 849.128). Results show that 
germane load is higher in women than in men (β = .249; p < .05), when participants 
are more comfortable with digital tools (β = .194; p < .001), when the task is perceived 
difficult (β = .055; p < .05), when available resources are high (β = .107; p < .01), and 
when organizational load is low (β = −.116; p < .01).

5.7 Mediation analyses

Previous generalized linear models highlight the probable mediation of available 
resources of the effect of task difficulty on germane load, mediation of organizational 
load of this same effect, and mediation of organizational load of effect of digital flu-
ency on germane load. Analyses of mediation reveal a partial mediation of available 
resources on the effect of task difficulty on germane mental workload (indirect effect: 
z = −4.078, p < .001, % mediation = 46.7) and a partial mediation of organizational 
load on effect of task difficulty on germane load (indirect effect: z = −3.514, p < .001, 
% mediation = 44.1). Thus, the effect of task difficulty on germane load is mediated 
by available resources and organizational load. When the task difficulty is high, 
available resources are low and organizational load is high, resulting in a decrease of 
germane load.

5.8 Observed model

With all the obtained results, we can represent the model presented in Figure 4.
Globally, our results reveal direct effects of individual characteristics on ger-

mane mental workload and indirect effects of task characteristics. Three individual 

Figure 4. 
Observed model. Full lines represent positive relationship and dotted lines represent negative relationship.
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characteristics (gender, digital fluency, and length of service) determine germane 
load. Participants are able to regulate activity when they are males, comfortable with 
technology, and long-standing. The phenomenon is reinforced by the presence of 
high resources, themselves determined by gender, digital fluency, and task difficulty. 
Resources decrease when task difficulty increases. Task difficulty determines intrinsic 
mental workload as well as organizational and temporal loads. When task difficulty 
increases, these three categories of mental workload increase too. Concerning the 
appointments, only the number of videoconference appointments seems to play a part 
in the model with a negative relationship with temporal load indicating that a high 
number of videoconference appointments decreases the temporal load.

6. Discussion

The obtained model, while different from the hypothetical model, is quite close to 
it. It confirms that mental workload can be categorized in several dimensions because 
these dimensions are determined by different factors and that different categories of 
mental workload have asymmetric relationships. Indeed, germane load is determined 
by others categories of mental load (organizational and temporal loads) and available 
resources. These results are in agreement with previous studies [5, 6].

Data show that surveyed bank advisers experience problematic work situations 
in term of mental workload. Indeed, they express high organizational and temporal 
mental loads associated with low resources. However, this seems to be compensated 
by activity regulation, since the germane load is higher than the threshold value of 6. 
This ability to regulate activity varies according to the resources available to individu-
als and the organizational and temporal constraints they face. When constraints are 
severe, the individuals with the most difficulty are those with the fewest resources.

Two factors related to technology use seem to reduce constraints. Contrary to our 
expectations, the deployment of videoconferencing leads to a reduction in temporal 
workload, while the face-to-face appointment number has no effect on mental 
workload. Thus, videoconferencing appointments would reduce the need to imple-
ment regulation strategies by decreasing temporal mental load. Consequently, for our 
population, contrary to what Bonneau and Enel [11] report, the use of these digital 
tools does not appear to be at the origin of additional meta-work tasks. There are, 
however, inter-individual differences.

Digital fluency has a negative relationship with organizational load and a posi-
tive relationship with germane load. This result is in line with those obtained by Le 
Gonidec and collaborators [12], which show that when tools are mastered, they help 
maintain work performance. Indeed, different levels of digital fluency can be consid-
ered like different levels of expertise in technology use. Experts are able to have high 
efficiency in some tasks because they develop specific strategies to the task, allowing 
to decrease the cognitive cost of information processing. Thus, the experts are able 
to establish an efficacy planning and to adopt behaviors making them efficient in the 
task execution [17]. They elaborate schemes allowing to categorize and to aggregate 
elements. The more an individual is expert in a field, the more he has schemes in 
memory and the less the task will be cost cognitively. The experience permits experts 
to elaborate new schemes more quickly, and the knowledge permits them to apply 
the best strategies as a function of the task [18]. Thus, the implementation of strate-
gies by experts favoring performance to the task would correspond effectively to the 
solicitation of germane load of IWA model. This result highlights the importance of 
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formation to reduce mental workload of workers. In our case, the mastery of digital 
tools is at the root of a reduction in organizational workload and favors the implemen-
tation of more efficient regulation strategies. This interpretation is reinforced by the 
effect of length of service on temporal and germane loads too. High length of service 
is associated to a more important expertise, and the longest-serving bank advisers 
have the lowest temporal mental workload and the highest germane mental workload.

According to our hypotheses, gender determines available resources, as well as 
temporal load and germane load. They report higher temporal and germane loads 
despite lower resources. Work situation seems be more critical for women than for 
men. These differences can be explained by the fact that mental workload is added 
to that generated by family activities [15, 16].

7. Conclusion

Our study highlights that the use of new technologies actually represents a cogni-
tive cost for bank advisers since poor skills in the use of new technologies increase the 
organizational workload and reduce available resources. However, when the tools are 
mastered, they can reduce the external mental load and promote the implementation 
of regulation strategies improving professional satisfaction and subjective perfor-
mance at work [6]. Thus, these results show that the introduction of digital technolo-
gies needs to be considered in the context of overall work organization. Bank advisers’ 
training prior to deployment seems to be essential to ensure that a work situation is 
not created that generates a deleterious workload with repercussions on individual 
work performance.

© 2024 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
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Chapter 11

Supporting Non-Clinical Staff 
through the Use of Clinical 
Supervision
Nadjete Natchaba

Abstract

Clinical supervision is a commitment from supervisors to ensure the provision 
of quality services and nurture the professional growth of supervisees. Clinical 
supervision is made up of formative, normative, and restorative domains. While 
supervisors naturally focus on administrative and formative domains of clinical 
supervision, there needs to be a shift to focus more on clinical supervision’s restorative 
(self-related/self-care) domain. Given the workforce crisis, the unrest in the U.S., 
and post-pandemic residues, organizations must formalize clinical supervision to 
attend to their workforce. The study to assess the effectiveness of clinical supervision 
among non-licensed care coordinator, findings affirmed best clinical practices in 
the administrative and formative domains, while clinical supervision covering the 
restorative domain pointed to practices that were not deemed effective. Both care 
coordinators’ and supervisors’ views aligned on experiencing clinical supervision that 
did not prioritized discussions of “self” in supervision. Effective clinical supervision 
must equally focus on discussion in the three domains of clinical supervision, and 
supervisors must be equipped with the right tools to adopt the best clinical supervi-
sion practices. Crisis-based clinical supervision is one of the models supervisors can 
apply through the Just Practice framework to lean in more on the restorative domain 
of clinical supervision for non-licensed staff.

Keywords: clinical supervision, workforce, restorative, crisis-based, just practice

1. Introduction

Before the COVID-19 pandemic, the United States struggled with the discord 
between high healthcare costs and poor health outcomes for people with behavioral 
needs. Social and economic conditions, workforce shortages, physical environment 
challenges, and healthcare system barriers are the main culprits of poor health 
outcomes in the United States [1]. The shortage of behavioral staff, burnout, and 
compassion fatigue are some of the residues of the pandemic and present a threat to 
achieving the triple aim, which goal is to offer better healthcare experience and health 
outcomes and decrease the per capita cost of Care for people with chronic behavioral 
health needs [2]. Data reported in June 2020 showed that over half of the adults in 
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America reported having unhealthy sleep hygiene, experiencing deteriorating chronic 
conditions, increased substance misuse, and suicide risks because of the COVID-19 
pandemic [3]. Consequently, we face the reality of managing an increased and acute 
behavioral population mental health with a scarce and fatigued workforce. Continued 
attention to workforce development and readiness is critical for stabilizing the behav-
ioral health subset of the U.S. adult population. The acknowledgment of the crucial 
role of the workforce in achieving the triple aim bore the fourth aim, which concen-
trates on improving the work-life of physicians, clinicians, and staff [4]. Clinical 
supervision has often been advanced as an effective intervention to support clinical 
staff in their role. What happens to non-licensed behavioral health staff who are not 
considered clinicians but work in the behavioral setting? This subset of the workforce 
is the front line and the largest group of behavioral health professionals, and they 
should be offered clinical supervision to better equip and support them in their role.

The following pages will explore delivering clinical supervision to non-licensed 
staff. The sections will describe the role and professional needs of the non-licensed 
workforce, define and discuss the three domains of clinical supervision, summarize 
the methodology and findings of the study, and provide recommendations for a clini-
cal supervision model to support non-licensed staff in the behavioral health arena 
effectively. Specifically, we will explore the crisis-based clinical supervision model 
and the just practice framework to illustrate supporting non-licensed staff.

2. Clinical supervision for non-licensed workforce

2.1 Non-licensed workforce in behavioral healthcare

In behavioral healthcare, licensed staff operate as clinicians, and non-licensed 
staff work as care coordinators, case managers, patient navigators, etc. Their scope 
of work includes identifying treatment providers in the community, establishing 
connections to care, outreaching, arranging/brokering transportation to and from 
appointments, assisting with social service needs (benefits, housing, etc.), participat-
ing in hospitalization discharge planning, as well as keeping accurate documentation 
in the electronic health record. Non-licensed staff are essential in getting service 
users to clinicians to receive the necessary treatment. Non-licensed staff often engage 
service users who are not in the best mental health state and/or are disconnected from 
Care. The role requires a high level of engagement with the patient, an understand-
ing of mental health needs, and an awareness of the staff ’s needs. It is necessary to 
broaden the definition of clinical work and not limit it to only diagnosing, assessing, 
and treating. We should consider including the engagement work as preliminary 
clinical work preparing service recipients to enter Care. Staff needs to be knowledge-
able about primary mental health signs, determine the best way to build trust and 
rapport, decide when to discuss treatment options, make a referral, be a listening 
ear, or escalate to 911. Non-clinical staff are not only ill-prepared for their task, but 
they also do not receive clinical supervision despite experiencing some of the same 
stressors clinicians experience when dealing with service users. Case managers have 
admitted their lack of skills [5] in managing the job responsibilities. Ironically, clini-
cians equipped for their role receive continued support via clinical supervision, while 
the ill-equipped workforce receives the least structured support. It is time to shift our 
views of the work of non-clinical staff in behavioral health and commit to providing 
them with the clinical supervision licensed clinicians receive.
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2.2 What is clinical supervision?

Clinical supervision (C.S.) is a continuous supportive learning process for clini-
cians at different career stages to help them function optimally in their duties [6]. 
The National Association of Social Workers also defines clinical supervision as 
establishing a co-learning alliance between a supervisor and a supervisee to promote 
the development of skills, knowledge, attitudes, and ethical standards in clinical 
practices [7]. Falender et al. [8] emphasized that “the effectiveness of supervision 
encompasses not only changes in the client outcomes but also changes in therapist’s 
competencies (e.g., in session skills and professionalism” (p.14). Further, there is an 
apparent advantage to using clinical supervision to ease supervision for supervisees 
through experiential learning and promote evidence-based positive clinical outcomes 
[9]. Regardless of the clinical supervision model supervisors use, all three domains 
recommended in Proctor’s model of clinical supervision and discussed by Kadushin 
and Harkness [10] should be discussed. Those domains are normative/administrative, 
formative/educational), and restorative/supportive.

Normative/administrative supervision involves bringing staff on board, determin-
ing their workload, evaluating performance, etc. In this role, the supervisor operates 
in the capacity of a manager. This domain emphasizes understanding clients’ rights, 
standards, professional ethics, and casework management [11]. The subdomains 
under the normative domain are “Importance/Value of Clinical Supervision (IMV)” 
and “Finding time (F.T.)” [12].

Formative/educational supervision entails educating, training, sharing experiences, 
promoting professional growth, and helping subordinates solve problems related to 
their cases. The supervisor’s role is equivalent to that of the teacher. Similarly, Proctor 
[11] and Kadushin and Harkness [9] advanced skills such as teaching, facilitating, 
training, sharing experiences, and personal integration as formative or educational 
tasks. The subdomains under the formative domain are “Improve Care/skill (IMP)” 
and “Reflection (REF)” [12].

Restorative/supportive supervision encompasses the supervisor playing a role similar 
to that of a counselor. The supervisor must help the supervisee manage job-related 
stress, which directly influences people’s decision to leave the workplace [11]. 
Haarman [13] noted that adequate supervision should not be limited to reviewing 
notes and approving forms and reports; it should aim to foster mutuality, workers’ 
rights, appraising, and self-monitoring [10, 11]. The subdomains under the restorative 
domains are “Trust/Support (T.S.)” and “Support advice/Support (SAS)” [12].

Studies have affirmed that the few advantageous aspects of supervision can be seen 
in the supervisory relationship, and those tend to yield the most beneficial outcomes for 
supervisees and clients [14, 15]. Yet, supervision literature still highlights the scarcity 
of training, lack of mentors, and inadequate organizational structure as roadblocks to 
implementing clinical supervision in social service organizations [16–18].

2.3 Methodology

This research study inspected the perceptions of care coordinators and care 
coordinators’ supervisors of the effectiveness of clinical supervision in care coordina-
tion within the Heath Homes context in New York State. It examined the alignment 
of the perceptions of care coordinators and care coordinators’ supervisors within 
each domain of clinical supervision. The study also evaluated if current clinical 
supervision practices mirror best practices of effective clinical supervision. A Care 
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Coordinator, as defined by The New York State Department of Health, is a staff 
member with a bachelor’s degree and two years of experience supporting people with 
behavioral health needs. On the other hand, a supervisor is defined as a master’s level 
clinician with experience supervising staff working directly with people with behav-
ioral health needs. Participants in this study did not have any clinical licenses like the 
norm group used by Winstanley and White to set the standard scores for Allied health 
staff.

Participants responded to a two-part survey using an anonymous survey-based 
approach. The first part of the survey consisted of Manchester Clinical Supervisor 
Scale-26 questions using a Likert-like scale to describe respondents’ experiences of 
clinical supervision within the three domains of clinical supervision. The MCSS-26 
solely captures a supervisee’s perception, in this case, the care coordinator’s. However, 
in this study, care coordinators’ supervisors answered the MCSS-26 questions as 
supervisors by referring to themselves as the supervision providers. It needs to be 
noted since the study occurred during the COVID-19 pandemic, a second part of the 
survey was added to include questions about clinical supervision sessions before and 
during the COVID-19 pandemic. The following were the research questions:

RQ1: Is the clinical supervision provided to care coordinators perceived as effective 
by care coordinators?

RQ2: Is the clinical supervision provided to care coordinators perceived as effective 
by care coordinators’ supervisors?

RQ3: Is there alignment between perceptions of a care coordinator and a care 
coordinator supervisor of the effectiveness of clinical supervision as measured by 
the six subscales (value of C.S., finding time for C.S., trust, and support of C.S., 
support and advice of C.S., improve skills/care of C.S. and reflective of C.S.)?

RQ4: To what extent has COVID-19 impacted the clinical supervision received by 
care coordinators?

RQ5: To what extent has COVID-19 impacted the clinical supervision provided by 
care coordinators’ supervisors?

RQ6: What are the perceptions of care coordinators and care coordinators super-
visors on the effectiveness of providing care coordination remotely during this 
COVID-19 pandemic?

RQ7: Do current practices of clinician supervision in the health home mirror best 
practices of clinical supervision?

The study’s participant target population was a range of 100–300 care coordina-
tors and a range of 30–75 care coordinators’ supervisors. This researcher elected to use 
a purposive sample and projected that a sample of 30 participants in each category 
would permit preliminary exploration of the clinical supervision phenomenon in 
human services. Care coordinators and care coordinators’ supervisors self-selected to 
participate in the study. The study secured a license to gather up to 100 surveys and 
got 68 responses without missing information. Care coordinators completed 35 sur-
veys, and Care coordinators’ supervisors completed 33 surveys. The researcher used 
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Qualtrics to collect the data and preserved the anonymity of all study participants by 
preventing the sharing of information such as I.P. or e-mail address. IBM’s Statistical 
Package for Social Sciences tool (SPSS) for analysis was used to input the survey data. 
Upon completing the survey, the researcher used descriptive statistics, the chi-square 
test of independence, and a series of t-tests to analyze the data and answer all identi-
fied research questions.

As required by the MCSS-26, the researcher gathered the following: gender, 
frequency of clinical supervision sessions (every week, every two weeks, monthly, 
2–3 months, over three months apart), place of clinical supervision (within the work-
place, away for the workplace, both), type of clinical supervision sessions (one-to-one 
basis, group sessions, 1:1, group, triad) and length of clinical supervision sessions (< 
15 mins; 15–30 mins; 31–45 mins; 46–60 mins, >60 mins).

2.4 Findings

The findings indicated that Care coordinators and Supervisors perceived the 
clinical supervision received as effective based on the overall respective mean scores 
(M = 84.6; M 93.4). With the MCSS-26, the effectiveness of clinical supervision is 
represented by an overall mean score between 74 and 102.

Results of the study indicated that the mean scores of both Care Coordinators 
and Supervisors were higher than the norm group of allied health professionals 
(M = 74.7). The study’s result revealed that Care coordinators’ supervisors’ mean 
scores (M = 93.4) are higher than care coordinators’ (M = 74.7). A statistical differ-
ence of (p < 0.006) was noted in the overall mean scores of care coordinators and care 
coordinators’ supervisors. Therefore, the null hypothesis of alignment of the percep-
tions of care coordinators and care coordinators’ supervisors of the effectiveness of 
clinical supervision was not accepted. The survey also examined alignments between 
the Care coordinators and supervisors within the six sub-domains (Importance/
Value of clinical supervision [IMV], Finding time [F.T.], Improve Care/skill [IMP], 
Reflection [REF], Trust/Support [T.S.]and Support advice/Support [SAS]). A statisti-
cal difference (p < 0.03) was noted in the supervisor advice/support subscale, hence 
rejecting the null hypothesis that there was an alignment of perceptions of the care 
coordinators and care coordinators’ supervisors in the SAS subscale. The data also 
revealed a statistical significance (p < 0.01) in the formative domain, therefore reject-
ing the null hypothesis of alignment of perceptions of care coordinators and care 
coordinators’ supervisors of clinical supervision in the formative domain. However, 
due to the lack of statistical significance in the normative domain and the trust/rap-
port subscale, the hypothesis of alignment in the perceptions of care coordinators 
and care coordinators’ supervisors in the normative domain and T.R. subscale was 
accepted.

The analysis for RQ4 consisted of two paired t-tests to compare care coordinators’ 
responses before and during COVID-19 on the frequency and duration of clinical 
supervision. Of the two paired-sample t-tests, the statistical significance (p > 0.019) 
was observed in the duration of clinical supervision; the data pointed to a decrease 
in the duration of clinical supervision during COVID-19. However, no statistical 
significance was noted in the frequency of clinical supervision (p < 0.726). The null 
hypothesis that COVID-19 did not impact the frequency and quality of clinical super-
vision was accepted due to the lack of statistical significance (p > .726, p > 0.290). 
Similarly, for RQ5, two paired t-tests were used to compare care coordinators’ 
supervisors’ responses before and during COVID-19 on the frequency, duration, and 
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satisfaction with clinical supervision sessions. The two paired sample t-tests yielded a 
statistical significance (p < 0.022) in the duration of clinical supervision sessions. In 
contrast, no statistical significance was revealed in the frequency of clinical supervi-
sion (p > 0.666) and the satisfaction with clinical supervision provided (p > 0.148). 
The paired sample t-test with statistical significance (p < 0.022) permitted the null 
hypothesis that COVID-19 impacted the duration of clinical supervision sessions not 
to be accepted. Clinical supervision sessions duration decreased during COVID-19. 
The null hypothesis that COVID-19 did not impact the frequency of clinical supervi-
sion and satisfaction with clinical supervision was accepted due to the lack of statisti-
cal significance (p > .666; p > 0.148).

Although the study did not seek an alignment of the perceptions of care coordinators 
and care coordinators’ supervisors on the effectiveness of the provision of remote care 
coordination during COVID-19, it was interesting to look at the comparative responses. 
Overall, there was a lower percentage of care coordinators (37%) and Care coordinators’ 
supervisors (45%) who perceived the provision of remote care coordination as effective. 
Further findings revealed that 9% of care coordinators, compared to 6% of care coordi-
nators’ supervisors, perceived remote care coordination as not effective.

Finally, the researcher used mean scores to determine if current practices of 
clinician supervision in the health home reflect best practices of clinical supervision. 
The mean scores in the restorative (36.1) and formative domains (25.0), trust rapport, 
supervisor advice/support (17.8), improved skills/care (14.2), and reflection (10.7) 
subscales pointed to the prevalence of best clinical supervision practices. However, 
the mean score of care coordinators in the normative domain (23.5) was lower than 
the norm group (24.1), which warrants further analysis. Care coordinators scored 
lower (13.1) than the norm group (15.1)in the importance/value (IMV) of clinical 
supervision but scored higher (10.4) on the finding time (FT) subscales compared to 
the norm group (8.4). The score on IVM attested that care coordinators did not see 
much value in clinical supervision sessions. The score on the FT subscale signals that 
care coordinators struggle to find time to engage in clinical supervision sessions.

Additional results showed that while clinical supervision practices in care coor-
dination mirror best practices in the formative and restorative domains, only 22% of 
care coordinators reported receiving weekly supervision compared to 54% of the care 
coordinators who admitted to receiving monthly clinical supervision; 82% of care 
coordinators noted that clinical supervision sessions were between 30 to 60 minutes 
in length. The data indicated that clinical supervision was provided consistently and 
for the recommended duration. Related to the topic discussed in clinical supervision, 
care coordinators ranked patient care and documentation as 1st the 2nd most fre-
quently covered topics in supervision. The primary goal of supervision is to prepare 
supervisees to offer Care to impact client outcomes effectively [8], and the study’s 
findings affirmed that client care remains the focus of clinical supervision sessions. 
On the contrary, current practices in clinical supervision in the restorative domain did 
not reflect the best practices of clinical supervision. Findings revealed that the topic 
of self-related was classified as the third or fourth topic discussed in supervision. 
Clinical supervision endorses that much more attention be given to the supervisee 
than to documentation.

Supportive/restorative supervision is vital in helping staff handle job-related 
stress and trauma in managing clients’ crises [10, 11]. Skills development is another 
discussion topic that fits under the category of self-related in the formative domain; 
clinical supervision sessions are intended to teach supervisees skills to improve client 
care. When topics around self-related are seldomly discussed, it may highlight that 
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clinical supervision sessions are not focused enough on addressing staff competency 
and skills development. Findings indicated that discussion on the topic of self-related 
was rated as 3rd most frequently discussed topic in supervision by both care coordina-
tors and care coordinators’ supervisors. This finding does not mirror best practices 
of clinical supervision, as existing literature notes that proper supervision does not 
only involve reviewing notes and approving forms and reports [13]. Supervisees view 
supervisors who show empathy, understand the importance of an honest relationship 
with the supervisee, and demonstrate a commitment to the supervision process as 
“best” supervisors [13]. Further, it is known that the degree to which the supervisee 
feels supported by the supervisor impacts the supervisee’s perceptions of effective 
supervision [12]. Discussions related to self should adequately help address supervis-
ees’ needs and make them feel supported.

It is alarming to see that discussions around documentation were more frequent 
than discussions of self-related/self-care, such as managing job-related stress before 
the COVID-19 pandemic, and this pattern did not change during this COVID-19 
pandemic. It behooves the community to propose a supervision model that provides a 
simplistic framework to help supervisors offer clinical supervision using a more bal-
anced approach. The model discussed below was deduced from the study’s findings, 
which mirror a few current workforce challenges.

2.5 Worker-centered clinical supervision

Post the COVID-19 pandemic, the behavioral health workforce shortage is a crisis 
that organizations, government, academia, etc., are committed to solving. Staff 
recruitment and retention are among the most discussed topics in many workgroups. 
Incentive programs such as healthcare worker bonuses, loan repayment, training 
programs, or professionalization of non-clinical staff were proposed as solutions to 
attracting and retaining staff in the behavioral health sector. These incentives would 
not solve the crisis if not coupled with support to help the workforce feel equipped 
to manage the day-to-day stress of their job duties. Many clinical supervision models 
can be used to create a supportive and co-learning environment for staff. Based on the 
known residues of the post-pandemic and the birth fourth aim of attending to staff 
work-life [4], I would like to suggest crisis-based clinical supervision, a model that 
requires supervisors to lean more on the restorative domain of clinical supervision.

During the post-pandemic phase, while staff servicing clients and clients are still 
dealing with residues of the crisis, it is valuable to engage in crisis-based supervision. 
The crisis-based supervision model was developed to equip staff with the right tools 
to manage clients’ crises, a primary responsibility of behavioral health staff [19]. 
James and Gilliland [20] suggested that supervisors should focus on addressing burn-
out, vicarious trauma, and compassion fatigue that supervisees may experience due 
to their clinical work. The restorative domain of clinical supervision strongly encour-
ages supervisors to minimize supervisees’ job-related stress and trauma [10, 11]. 
Supervisors should commit to learning more from supervisees about their perception 
of support to be emotionally equipped to engage in critical reflection about their 
work [21]. One model recommended to implement crisis supervision effectively is 
the CARE (context, action, response, and empathy) supervision model; it attempts to 
understand supervisees’ needs related to crisis-trauma and disaster-based counseling 
situations (Abassary & Goodrich, 2014) [22].

The context component in this model factors in the impact elements such as time, 
location, and logistics in a crisis. Context affords supervisees the opportunity to detect 
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that everyone is part of systems that intersect and touch various people differently. 
Vicarious trauma experiences of supervisees significantly influence supervisees’ com-
prehension and assessment of their client’s context. Safety factors for both clients and 
supervisees should be reviewed within the context of applicable situations. The safety 
assessment must address all matters, including race, gender, ethnicity, religion, sexual 
orientation, socioeconomic class, etc. Supervisors need to be comfortable and equipped 
to manage these conversations that often are seen as challenging or uncomfortable.

“Action” which follows the first component, requires supervisors to tackle any 
arising needs and concerns of the supervisees and assist them with coming up with 
an intervention to take Care of the clients. The supervisor is expected to engage in 
check-ins to gauge the success of the selected interventions and avail themselves 
to offer immediate assistance. The response component tackles the post-crisis and 
follow-up; supervisors should review the crisis and interventions and determine gaps 
in Care if applicable. The last component is empathy, which requires the supervisor 
to respond with compassion and empathy to the supervisee’s concerns. Supervisors 
show empathic responses by cultivating a safe space for supervisees to engage in self-
reflection around experiencing vicarious trauma; the supervisor will also underscore 
the critical value of self-care [22]. Empathy is presented as an element that enables 
emotional growth for supervisees working with clients in crisis and is considered the 
most vital aspect of the supervisor in engaging in the supervisory process [23].

Providing effective clinical supervision can be very challenging for supervisors 
without the right tools. Just Practice is a framework developed by Finn [24] to ensure that 
connection with others is done methodically to honor the full agency of the person with 
the least power in the relationship dynamic. The framework is comprised of five compo-
nents: meaning, context, power, history, and possibilities. It aligns well with the CARE 
(context, action, response, and empathy) supervision model and the domains of clinical 
supervision. Table 1 illustrates tasks supervisors can engage in to provide supervision 
that helps supervisees feel seen, heard, supported, and psychologically safe.

2.6 Clinical supervision in a hybrid world

During this workforce crisis, organizations need to be creative in creating flexible 
work environments that promote work-life balance and a supportive culture. Crisis 
clinical supervision can be facilitated virtually, providing the supervisor’s context and 
supervisee’s support it. Tele-supervision is the provision of clinical supervision via 
technology, and recently, there has been a notable increase in the use of such methods 
[25]. During the COVID-19 pandemic, telesupervision became many providers’ pri-
mary vehicle of clinical supervision. Telesupervision is a promising approach to attain 
results similar to in-person supervision in situations where face-to-face contact is 
impossible [26–28]. Martin et al. [29] outlined the following steps for the practitioner 
to be effective and efficient when engaging in clinical supervision: (a) clear expecta-
tions and goals for supervision must be established; (b) there is no size fit all medium 
and mode of telesupervision- adjustment must be made to address the need of the 
supervisee appropriately; (c) embed tele-supervision in a comprehensive framework 
rounded in educational principles; (d) focus on the supervisory relationship; (e) 
formulate a plan to manage technical problems; (f) pay attention to communication 
by not multitasking during the supervision session; (g) rethink continuity by the 
supervisor making themselves more available outside of scheduled supervision time; 
(h) protect online security, safety, and confidentiality; (i) build in additional time 
and; (j) review supervision arrangements frequently.
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Just practice [24] Clinical supervision 
domains and sub-
domain [12]

Supervisory tasks

Meaning: What assumptions are shaping 
one’s interpretation of the situation? 
How are those interpretations different 
from one another?
What is the significance of the 
encounter/relationship

• Normative

• Importance/value 
of C.S.

Assess supervisee’s

• Past experiences with supervision

• Current views on supervision

• Workload to help supervisees allo-
cate time for supervisory sessions.

• Ability to be available for routine 
scheduled sessions

Context: How is this context shaping 
me as a supervisor/staff/co-worker? 
How are macro systems impacting my 
struggles? How do organizational and 
social contexts impact the workplace’s 
relation, trust, and psychological 
safety?

Restorative

• Trust and rapport
Formative

• Finding time

Assess

• How do interpersonal and social 
contexts shape the relation in the 
workplace?

• If context needs to be adjusted to 
facilitate the supervisory alliance

• If the context facilitates mutual 
learning

Power: How do we remain mindful 
of our own power and power 
imbalances? How do our histories 
shape our perspectives? How are 
power and inequality structured in 
our organizations and macro systems 
shaped?

Restorative

• Supervisor advice/
support

Assess

• What forms of power need to be 
addressed in this process

• How can you use power to 
promote justice/belonging in the 
relationship?

Practice Cultural humility (consider 
your bias, accountability, respect, and 
embrace difference).
Encourage the supervisee to develop 
the goal of C.S.
Promote self-care, self-compassion 
and

History: How does where we have been 
shaped where we are going? How do 
peoples’ past histories and experiences 
shape relationship-building?

Formative

• Reflective practice

Create an opportunity for the supervisee 
to

• Learn from and about their Practice 
with persons served

• Evaluate change over time in their 
practice

• Assess their critical consciousness 
about systemic challenges affecting 
the people served

• Reflect on conscious use of self

• Practice

Possibility: What can I learn from others? 
How can we learn from old decisions 
made?

Formative

• Improve care/skills

• Assess the supervisee’s skills, needs, 
and learning style

• Teach clinical skills

• Helps supervisee with managing 
persons served effectively

Table 1. 
Application of the just practice framework to clinical supervision domains and sub-domain.
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3. Conclusion

Despite high healthcare spending, people with chronic behavioral issues do not have 
great health outcomes. The triple aim of improving patients’ experience with healthcare 
systems, health outcomes, and reducing the cost per capita birthed the fourth aim, which 
focuses on the staff’s support and development. Supporting the workforce after the 
pandemic is necessary to attract and retain staff. Clinical supervision is one of the inter-
ventions often used to support clinicians in effectively managing job-related stress and 
competencies. Of the three domains of clinical supervision (normative, formative, and 
restorative), the restorative domain is the least discussed yet most important in address-
ing self-care-related matters. Considering that non-clinical staff like clinicians deal with 
the same trauma and stressors in their work, it is imperative to provide this group with 
clinical supervision using the crisis-based CARE (Context Action Response Empathy) 
supervision model through the just practice framework. This model leans toward 
restorative supervision, emphasizing self-care, empathy, and reflection. Knowing 
supervisors’ challenges with focusing on the restorative domain of clinical supervision, 
supervisors need the right tools to support their staff effectively. Supervisors can use The 
Just Practice framework to navigate through supervision models to include issues such 
as power, race, gender, religion, context, and history, which organically fall under the 
restorative domain of clinical supervision.

© 2024 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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Chapter 12

Readiness to Manage More 
Diversity and Inclusion to 
Gain Competitive Advantage 
in Changing Landscape of the 
Workplace
Ume Rubaca

Abstract

The increasing globalization of the world is bringing forward the research 
agenda that could help the top management to effectively deal with the more diverse 
workforce. Diversity brings potential competitive advantage and, at the same time, 
impedes challenges to equality and inclusion; however, its benefits are not ignorable. 
Therefore, a committed top management that is equipped enough to deal with a more 
diverse workforce in alignment with human resource management is a way forward 
to face the upcoming challenges that range from recruitment, retention, and perfor-
mance management to downsizing in tomorrow’s workplace. This chapter covers the 
topic through the following two lenses: What does top management need to carry 
forward to deal with the upcoming challenges? What do human resource manag-
ers need to do in attracting, retaining, and developing a diverse workforce? We will 
continue through in-depth, open-ended interviews with 14-panel experts to dig down 
the topic and, thus, refine a roadmap to accomplish organizational goals.

Keywords: diversity, inclusion, top management, human resource management, 
globalization, digital economy, competitive advantage, strategic intelligence

1. Introduction

Today’s knowledge-based economy is dependent on strategic management of 
human resources and, in this way, on human capital, skills, knowledge, intellect and 
potential [1]. An organization’s sustainable competitive advantage and innovative 
progress depend on its assets, mainly human capital, which is largely comprised of 
the human skills of its workforce and management [2]. Human resources are the 
most complicated and unique resources to be assessed and researched as compared to 
tangible and financial resources [3]. In recent years, the focus of top management has 
been switched to human resources due to their significant role and overall share of the 
firm’s assets to gain a competitive advantage. In short, human resources are a cohesive 
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collection of education, knowledge, skills, cultural values, and experience that are 
related to organizational efficiency. However, the game of human resource manage-
ment has become ever more challenging due to globalization, digital transformation, 
political changes, income inequality, and job rotation, which have evolved quite 
steadily [4]. Alongside job restructuring, hybrid business models, environmental 
focus, global climate issues, diversity, inclusion, and justice perception have shifted 
traditional human resource management’s reactive responses to proactive strategies 
[5]. A successful business relies on market competition, finances, and interrelation-
ships among its stakeholders, where stakeholders dominate in defining its destiny. 
Therefore, the workforce employed by a successful business has an enormous impact 
on its survival, which brings human-centric ethos as the mainstream challenge for 
HR. The over-reliance of a business on the human dimension demands the loop of 
all aspects to devise business strategies apart from business metrics, statistics, goals, 
profit, and loss [6, 7].

The increasing globalization of the world is bringing forward the research agenda 
to help the top management effectively deal with the more diverse workforce. 
Diversity brings potential competitive advantage and, at the same time, impediments 
challenges to inclusion [8]. Its benefits are not ignorable; therefore, committed top 
management that is equipped enough to deal with a more diverse workforce in align-
ment with human resource management is a way forward to face the upcoming chal-
lenges from the perspective of recruitment, retention, and performance management 
in a changing workplace [9]. The changing demographics of the existing workforce 
have become a global challenge due to the dramatic shift to diversity. The diverse 
workforce differs visibly or invisibly in many ways such as color, gender, marital 
status, age, culture, ethnicity, sexual orientation, and religion [10]. Diversity brings 
about several issues despite competitive advantage, which puts an extra responsibility 
on the management to manage them at the workplace [11]. It starts from recruitment 
and selection to job performance and retention. Workforce diversity enjoys a remark-
able position due to its benefits for organizational decision-making and the progress 
through innovation it brings [12]. In this regard, the literature highlights the promi-
nent role of human resource management in managing a diverse workforce and puts 
this responsibility on HR managers to devise such strategies and policies that cater 
for the needs of the diverse workforce without compromising a firm’s performance. 
Diversity management is distinct from Equal Employment Opportunity (EEO) and 
Affirmative Action (AA), being a positive approach towards individual differences 
and harnessing their true potential for mutual gains solely based on business motives. 
In short, it is about acknowledging individual differences [13, 14].

Western countries like New Zealand, Australia and EU countries hold the most 
prominent diverse workforce due to an enormous number of migrants having diverse 
cultural backgrounds, which has become a significant thread of Western economies 
[15]. However, a diverse workforce neither brings quality in managerial decisions nor 
competitive advantage. This puts the responsibility on management to take neces-
sary initiatives for inclusion by actively managing and valuing diversity. It demands 
people-centred policies and strategic thinking in integration with effective HRM 
strategies [16].

In recent years, the uncertain work context, political and economic crises, pan-
demics and wars have become the question mark of HR practices and, at the same 
time, posing challenges for business owners/managers regarding business survival 
and performance [17]. Nevertheless, organizations take proactive measures rather 
than becoming passive recipients of surprises that come along with uncertainty. 
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These issues become more pressing when it comes to the human resource manage-
ment of the organization. The globalized world which is interconnected too is 
vulnerable to the unpredicted scenarios of workplace challenges and its changing 
landscape [18]. The discussion entails that although the workplace has been facing 
a constant change since then, the role of HRM is also unfolding contextually. In a 
similar vein, literature on HRM is exceptionally bundled with a long list of variables 
that play a crucial role in the strategic management of human resources. However, 
contextual and cultural differences sometimes bring unforeseen challenges and 
demand practitioners to take necessary actions to bridge the gap between theory and 
practice. Therefore, the main motive of the current study was to identify the fac-
tors that can assist top management and human resource managers in dealing with 
unanticipated difficulties associated with changing workplace. At the same time, the 
study intends to provide a practical solution to what is achievable and more workable 
while dealing with known and unknown challenges by making swift decisions. In this 
way, predicting what could be done with existing tools for the unpredictable future 
to remain competitive is the biggest challenge for top management; for example, 
the use of social media and technology in a post-COVID context has its benefits and 
disadvantages [19].

In short, a firm’s response to a crisis or an opportunity depends on its strengths and 
weaknesses along with the strategic choices of its manager, which at times intensify the 
complexities in the decision-making process [20]. At the same time, such challenges 
demand managers to think out of the box with a focus on dealing with exceptional 
workplace threats rather than just keep doing day-to-day business [21]. Every firm, 
whether small or large, multinational, or local encounters challenges to some extent 
due to dramatic shifts in the international market, sociopolitical changes, crises, and 
wars. What is in control of the firms is their capacity to manage and prepare their 
workforce due to their reliance on them [22]. Similarly, in hard times, while adopt-
ing a low-road strategy [23] due to financial pressure amid economic crisis, firms cut 
costs by reducing short-term spending on training and development of their human 
resource [24]. However, their reliance on human capital dominates the human resource 
management aspect as well. The discussion sets the stage to perceive that organizations 
should be prepared to adapt to the changing workplace scenario by keeping the trust, 
commitment, performance, and motivation of their workforce high [25].

To conclude, the bar is raised on HRM practitioners to inculcate such practices that 
help gain a competitive advantage due to employing inimitable resources in a con-
stantly changing work environment [26]. However, due to the prevailing vacuum in 
the HRM literature guidance is lacking regarding strategic choices and induction and 
retention of employees. Literature usually suggests three distinct HRM streams due 
to crises, namely natural, economic and political [17] with different sets of solutions 
to deal with every type of disaster, which seems impossible due to its practicality. 
Therefore, this study sought to provide a comprehensive set of tools to deal with 
expected and unexpected challenges posed by different crises by providing managers 
with a way forward with upcoming surprises. In a similar vein, diversity management 
in an ever-changing workplace is the most controversial issue that demands thought-
provoking discussion regarding the ability of organizations to respond [27].

Therefore, we have tried to present an extended overview that can guide in 
choosing the right options among many to be multiculturally inclusive by utilizing 
the best potential of the worker, thus enhancing the ability to compete. To elaborate, 
this chapter attempts to answer two broad research questions, followed by details on 
data collection and methodology. The later section of this chapter includes results, 
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discussion, and conclusion. We continue through in-depth, open-ended interviews 
with 14 HR panel experts to have a deep understanding of the topic and, thus, refine a 
roadmap to accomplish organizational goals.

1.1 Research questions and methodology

1. What qualities/power skills are needed by top management to carry forward in the 
new era of changing workplaces to deal with workplace diversity?

2. What necessary measures should the HR managers take to make things work?

2. Sample and data collection

We conducted open-ended, in-depth, face-to-face interviews of HR profession-
als and executives across Pakistan to collect qualitative data, thus employing a key 
informant approach. The key informant approach is advantageous to gather informa-
tion from experts. In this way, we engendered an in-depth understanding by gather-
ing extensive but relevant information [28]. We started with the pilot study with two 
HR professionals to ensure the appropriateness and content validity of the interview 
guide. Additionally, the study’s advisory committee, comprising three professors in 
HRM agreed to the study data and methodology for collection fit to meet the study 
objectives.

We prepared a list of 25 workplace diversity HR experts based on the criterion that 
their names appeared repeatedly in the diversity management literature, involved in 
diversity work and consultation through public and private platforms such as com-
munities of practice.

Out of 25, 14 experts agreed to take part in the interview after formal approval, 
date and time adjustments and complying with the formal arrangements. We sent an 
introductory email to every participant explaining the purpose and questionnaire of 
the study 2 weeks before the interview. The actual interviews were conducted from 
June to July 2023. Extensive notes were taken, and with the permission of the partici-
pants, we tape-recorded the interviews. The average time of the interview was one 
and a half hours.

The collected data was content analyzed manually and computer-assisted to 
systematically examine the content of communications, thus independently putting 
it together as quotations and arranging fields per topic addressed. We analyzed the 
responses through thematic analysis and categorized the emerging themes by their 
frequency. This provided quantitative support to the qualitative data [29].

2.1 Demographics

We collected demographic data on age, gender, educational background, work 
experience, present position, race, and ethnicity. Of the 14 participants, eight (57%) 
were women and six (43%) were men. All had graduate degrees, five (35%) were 
university professors, seven (50%) were professional HR managers of well-known 
international firms including Coca-Cola, ICI, Habib Bank Ltd., Siemens and Engro 
Corp, and two (15%) were independent HR consultants. The average age of partici-
pants was 48.21, and 12 (85%) were local, whereas 2 (15%) were foreigners with an 
average work experience of 29.18 years.
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3. Results

The results are comprised of two sections as per the research questions. We invited 
two of the diversity managers to review the data from two interviews to establish its 
reliability. The consensus between researchers and reviewers regarding identified 
factors from the text ensured the credibility of the study findings. Figure 1 summa-
rizes the results of the thematic analysis containing a list of the factors essential for 
diversity management in a changing workplace.

3.1 Top management

3.1.1 Power skills

All the participants (100%) agreed that a company’s financial success directly 
depends on its managerial practices dealing with employees as assets. The way man-
agement manages its people defines the culture and competencies of the business, 
leading to competitive advantage. According to experts, putting people first requires 
a shift in leadership style as human abilities are becoming increasingly in demand and 
important. In previous years, recruiters and executives remained ignorant of this fact, 
which will also be a component of the future workforce and a new way of thinking 
about leadership. Interviewee No. 6, “It’s all about the human abilities of leading, 
empathizing, caring, organizing, and motivating, no matter what sector or organiza-
tion you work in”. The emphasis on human capabilities has a long-term dimension that 
adds to the overall sustainability of the firm. Experts endorsed the fact that business 
executives should hire people with abilities, competencies, teamwork, flexibility, 
adaptability, knowledge absorptive capacity and job resourcefulness.

Referring to Interviewee No. 5 about changing demographics: “A country’s popula-
tion determines its long-term economic, social and political future due to its size, 
composition and growth, demography is destiny, which suggests that societies face 

Figure 1. 
Thematic analysis results.
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intricate problems and opportunities shaped by demographics of their population, 
thus, playing a tremendous role in its societal development and economic growth”. 
According to the opinion of nine (65%) experts, the changing demographics scenario 
suggests that the millennials, who are about to take on significant leadership roles in 
the upcoming era, shall have to deal with remote workers. The predicted challenges 
could be organizational commitment, productivity, and job satisfaction. The good 
thing about millennials is that they favor collaboration and prefer a healthy work-life 
balance. Managers with excellent communication and interpersonal skills could serve 
better by upholding trust, fostering effective mentoring, a strong organizational 
culture, and ensuring effective delegation and conflict resolution. Interviewee No. 3, 
“It is also noteworthy that active listening and empathy boost social support at the 
workplace leading to enhanced productivity and well-being”.

The power skills identified by the HR experts for executives are as follows: opti-
mism, learning, time management, followership, empathy, ethics, curiosity, patience, 
kindness, forgiveness, flexibility, integrity, and humility.

3.1.2 Organizational culture

Referring to Interviewee No. 2 (an international HR consultant): “A successful 
organization’s culture depends on the broad set of beliefs supported by structure and 
strategy and in this way inculcate: mutual trust among employees and on top manage-
ment’s policies and procedures, upholding values with expected outcomes and rewards 
and expectations of top management”. Eight (58%) experts supported that it is now 
time for organizations to concentrate on developing a culture that captures their 
unique personalities and distinguishes them from competitors. However, why culture, 
you ask? Consider culture as a bottom-up strategy that begins with the individual at 
its core, moves to team levels, and then reaches the entire organization. The experts 
advocate that culture has long been a corporate buzzword, but recent advancements in 
digitization have made it clear how crucial a role culture plays in the success of busi-
nesses. Beyond the fundamentals, many businesses make the error of neglecting to 
listen to their staff. The organic value of culture results from putting into practice and 
upholding the principles that a business claims to uphold and from realizing the impor-
tance of dialog in creating a culture. Ten (71%) participants favored that in a successful 
organization, cultural shifts typically occur in response to both internal and external 
changes, and most of the time, it takes tricky situations to remind both large and small 
businesses of just how ingrained a company’s culture is. Interviewee No. 1, “We must 
realize that building a strong culture is a continuous process that enriches learning and 
development at every step rather than an attempt to hit the bullseye in one shot”.

All experts agree that the effectiveness of an organization’s culture depends on its 
capacity to give meaning to what is written down and to transform the immaterial 
into something. HR leaders are juggling several challenges as the world recovers from 
the pandemic, including the emergence of a hybrid workforce and the requirement to 
put employee well-being first. In hindsight, the nature of work is changing, and HR 
professionals need to stay on top of developments to stay competitive. The role of HR 
professionals is constantly changing along with the workplace. Understanding and 
incorporating the most recent HR trends into HR strategies helps organizations stay 
competitive in the labour market as we gradually transition ourselves into accepting 
the new challenges of the workplace. Referring to Interviewee No. 11, “A company’s 
culture upheld its overall performance by offering a strategic competitive advantage. 
A strong culture steadfastly and widely nurtures increased cooperation, reduction in 
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conflicts, effective decision making, informal control mechanism and a strong sense 
of identification, in short, it is an essence of what is needed by employees”.

3.1.3 Social responsibility

Among 14 participants, nine (64%) were proponents of corporate social respon-
sibility (also known as CSR) and favored the implementation of CSR strategies for 
business success. From a strategic angle, it can be viewed as top management’s vision 
which helps organizations to stand out from the competition as a strategic initiative. 
Referring to interviewee No. 4 (HR professor), “Businesses success is bound on incor-
porating social responsibility in their strategies along with high-quality goods and 
services to gain competitive advantage in a market”. Experts endorsed that strategic 
CSR enables organizations to do anything not as an expense but as a strategic move 
to improve their business for their stakeholders. Stakeholders could be the direct 
or indirect beneficiaries of such actions taken under top management’s umbrella of 
strategic CSR. It is a need and demand of time that organizations should pay atten-
tion to the strategic issues related to CSR, which can have a robust association with 
diversity initiatives, thus playing a significant role in reducing firms’ risks. Referring 
to interviewee No. 12 (HR consultant), “A company’s responsible attitude towards 
society and environment makes it distinguished among competitors and open ways 
for collaboration. The idea of CSR is recognized by the business world, as a result, it is 
an important strategic initiative for sustained competitive edge and a great opportu-
nity to attract and retain loyal customers and potential employees”.

3.1.4 Diversity

All experts (100%) agreed that it should be management’s ulterior motive to create 
and implement policies that favor disadvantaged groups (such as racial/ethnic minori-
ties and women) to combat social inequality. Given their impact, control groups (the 
ones who are the direct beneficiaries of the inequality) can hinder their implementa-
tion, leading to continued inequalities, wasted resources and potential conflicts 
within the organization. It happens due to the perceived threat of losing control over 
resource distribution, change in organizational culture or values and power delega-
tion to the new members. Therefore, it is the utmost responsibility of the top manage-
ment to take care of this issue by implementing a fair merit system based on justice 
for all. In this regard, the control group focus should be switched to the broader and 
collective interests of all the stakeholders, this will help reduce the perceived threats 
associated with diversity initiatives. Nurturing multiculturalism with inclusion and 
a positive focus on underprivileged groups is also a solution that can be implemented 
with confidence. As one of the interviewees (No. 8) and diversity expert says, 
“Diversity paves the path for new contacts in new communities, expanding business 
networks, drawing in people who were not previously a part of the company’s ecosys-
tem. The company appeals to non-minority employees who want to work for a diverse 
company, as well as to women, minorities, and women in general”.

3.1.5 Equity

All (100%) experts favor equity as an integral part of any business and the key 
to success. However, it is an equal responsibility of both HR managers and business 
leaders to inculcate it in organizational culture. Organizations with equity fabricated 



The Changing Landscape of Workplace and Workforce

184

in their practices and procedures gain a competitive edge over their competitors. 
Active listening and paying attention to the voices of the workers help support them 
to be their authentic selves. In this regard, mutual efforts by HR managers, business 
leaders and partners can help invest and motivate equity. Ranging from supply chains 
to overall organizational learning and leadership programmes should be focused 
on equity. Five (35%) HR experts supported the notion that anonymous resumes, 
looking for talent away from top schools, use of technology to monitor equity in 
recruitment, selection, pay and performance, and recognition of HR for hiring and 
appraising minorities will help inculcate it.

Interviewee No. 2, “The strategic business imperatives of diversity, equity, and 
inclusion are fundamental to every facet of our operations, including interactions 
with clients, suppliers, and the communities in which we operate. Companies that 
prioritize DEI enjoy higher profits, increased sales, greater innovation and better 
employee job satisfaction, which is quite a clear business case”.

3.1.6 Inclusion

All experts (100%) agreed that inclusion depends on the strategic initiatives of the 
firm to provide equal opportunities and access to organizational resources to marginal-
ized groups. It is crucial to comprehend where they are getting their opposition from. 
Everything must be done inclusively; we must look for underrepresented or underprivi-
leged people in an equal way to everyone else. Interviewee No. 5 “Inclusion efforts run 
the risk of losing priority in strategy as international leaders continue to face a tangle of 
problems. However, we have learned from previous crises that diversity and inclusion 
are essential elements of any economic strategy aimed at resilience and recovery and 
that a company’s ability to perform well financially is correlated with its level of diversity 
and inclusion”. However, the focus should be towards the control group’s opposition to 
the DEI policies and the marginalized group to help them regarding perceived threats, 
which may affect their well-being and may prevent them from joining such an organiza-
tion. Interviewee No. 1 “I feel comfortable with my team, and I feel like people listen 
to me, that’s really about inclusion”. In this regard, top management needs to focus on 
certain factors including personal characteristics, such as political ideology, prejudice, 
education, social context such as organizational environment and leadership qualities, 
and strategy itself such as group membership. A considerable amount of attention is 
required to find out factors that shape threatful attitudes towards DEI policies.

3.1.7 Strategic risk

It was a common consensus among all experts (100%) that the most important 
aspect of a successful business highly depends on the strategic decisions of top manage-
ment regarding diversity. Management considering financial constraints, competitive 
markets and operational efficiencies while ignoring strategic risk (which is attributed 
as a misfit of business strategy with goals) may face trouble at any stage. However, this 
risk can be minimized with structured decision-making. In this regard, SWOT analysis, 
scenario planning, and balanced scorecard approaches are helpful to make structured 
decisions. However, big data analytics helps broaden the knowledge base by expanding 
the human capabilities to make optimum decisions in uncertain and complex situa-
tions. Interviewee No. 9, “In the organizational paradigm, every business takes risks. 
They must do it, or they won’t understand the market’s direction and how they must 
improvise to keep their ship afloat in this vast, constantly shifting ocean”. Interviewee 
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No. 11, “A company’s financial performance highly depends on its diversity initiative, 
it is a profitable investment with greater returns. Additionally, while interacting with 
like-minded individuals might help a person’s social life, it can cause businesses and 
investors to lose a lot of money. Similarly, different viewpoints, skill sets, and life 
experiences of their personnel are the fuel that propels successful organizations”.

3.2 HRM

3.2.1 Technology and AI

According to six experts (43%), companies have invested a lot of time in HR technol-
ogy and will continue to put more effort into this red area. Today’s HR should be aimed 
at making the systems more user-friendly, intelligent, and capable of voice or chatbot 
interaction, as well as increasing the number of recommendations the system makes for 
what you should do. They all agreed that what might create trouble for HR executives 
and can make them up at night are the dreadful issues related to employee mental health, 
economic crisis and downsizing, social unrest, and layoffs. The abrupt changes in the 
new normal due to switching to remote work have placed HR professionals to effectively 
manage and implement fair and consistent procedures from recruitment to performance 
management, appraisals, and layoffs. According to nine (64%) experts, HR executives 
need to conduct behavioral assessment tests to examine skills and cultural fits to be 
able to evaluate employees’ job-relevant skills. This will help organizations to create an 
equitable and transparent process for attracting and retaining potential applicants. Not 
only this, but the skill-based assessment approach will provide a legal cushion to down-
sizing in an objective and quantifiable manner. All agreed that recent advancements in 
DEI initiatives are urging firms to step ahead of mere promises to actual strategic moves 
by cultivating each action they take in this regard to be coherent.

Interviewee No. 14, “To make employees feel safe at the workplace, provide them 
with needed support, and autonomy is an HR’s job that leads to their workplace safety 
and outstanding performance. Today HR practices are benefiting from cutting-edge 
technologies like artificial intelligence that have resulted in a greater scope of strategic 
implementation. It helps process greater volumes of data, so we can say, AI has revo-
lutionized the HR duties from talent management, recruitment, and performance 
appraisals”.

A consensus was found among all 14 experts that HR leaders must consider the use 
of tech-driven HR tools such as pre-employment testing and behavioral assessment tests 
to create an equitable, diverse and inclusive workplace to manifest to promote DEI. This 
dream can come true by combining human-centric strategy with tech-powered solu-
tions, all possible due to today’s rapid digital transformation. By doing so, they will move 
forward with an unbiased objective procedure of talent attraction and selection. This 
will also help to avoid subjective job-fit criteria as data-drive insights accelerate innova-
tion, decision-making and implementation of resilient and sustainable processes leading 
to operational efficiencies. These technology-driven steps help accelerate the HR profes-
sionals ride the wave of radical changes by creating procedures of equal deployment of 
organizational resources for internally verified talent.

3.2.2 Remote work

Interviewee No. 13, “Remote work, whether it be fully remote or a hybrid model, 
is here to stay as we enter a new era”. Among 14 participants, four (28%) were of the 
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view that although many businesses made technology investments to allow employees 
to work and collaborate remotely, there are still difficulties. As we transition into 
the “next normal” and beyond, HR leaders must now promote social cohesiveness 
and regularly update remote working policies. However, a global health crisis, social 
unrest, and economic downturn that abruptly shifted to remote work and resulted in 
a mental health crisis have changed how HR functions. The future of work must be 
strategically planned by HR leaders, who must shift from reaction to resilience.

Interviewee No. 5, “While the move to remote working gave professionals the 
freedom they needed, it also had drawbacks, including isolation, decreased team-
work, and fatigue. According to research, remote workers are working longer hours, 
attending more meetings, and managing more communication channels”.

3.2.3 Employee well-being

All the participants emphasized the importance of employee well-being in the 
workplace. The evolution of employee well-being from health to what is referred to as 
“overall performance” is another notable change that future organizations will carry 
forward. Health and well-being are going to be the most important aspects of future 
jobs that millennials will take over. What matters most is what encourages greater 
productivity among individuals. Healthy employees are a huge plus for businesses 
due to reductions in insurance and medical costs. Job performance, which includes 
task and contextual performance, is directly impacted by well-being. Happiness and 
well-being are used synonymously. Employee well-being improves decision-making 
and gives workers strong interpersonal skills, more optimism, and greater resilience. 
They are therefore more adept at fulfilling.

Interviewee No. 10, “In the workplace, maintaining one’s health is crucial for both 
managers and businesses as well as for specific individuals. This is due to the relation-
ship that exists between employee satisfaction and business performance”.

3.2.4 Psychological safety

All participants agreed that organizations working in a post-pandemic context are 
facing a complex and uncertain environment with unpredictable business opportunities. 
This situation is quite challenging from a strategic point of view to be able to survive 
and compete by relying on human capital. Similarly, it is threatful for the employees to 
find a candid way to contribute their knowledge with uncertain job security and job loss 
threats. The problem can be addressed by maintaining psychological safety. Employees 
perceiving positive psychological safety have a positive relation to their context which 
helps reduce conflicts and helps reduce burnout, stress and feelings of loneliness and 
detachment. Interpersonal communication strategies can play a vital role in building 
employee confidence and connection with the organization.

Interviewee No. 13, “However, fostering psychological safety involves more than 
just urging others to speak up. It also covers the employer’s perspective on work-life 
balance. Making people feel safe allows them to focus on their task without worrying 
about their survival, which is the goal of great leadership”.

3.2.5 Employee engagement

Interviewee No. 6, “The number-one driver of employee engagement is belong-
ing”. The work environment plays a significant role in influencing employee 
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engagement, which in turn leads to productivity, innovative work behavior and 
well-being. In this regard, the human resource practices of the firm play a significant 
role by having a positive association with employee engagement. In the new normal, 
remote work has become so common it requires more engagement. Communication, 
diversity and inclusion and quality of work life are important determinants that can 
be improved through artificial intelligence (AI). Experts agree that AI can improve 
the work conditions and thus the perception of workers by providing a healthy work 
environment, fair compensation, equal use of firm resources and access to opportuni-
ties, working of human skills and capacities, assessing, and enhancing employee work 
engagement, thus, their well-being and productivity.

3.2.6 Resilience

Nine (64%) out of 14 experts proposed that one thing is certain as organizations 
fight the effects of the global pandemic: this storm has permanently altered us all. 
The way we do business, how we organize our workforce, and how we build cultures 
are all drastically changing. Organizations now need to adapt and change a variety 
of things to build a sustainable model that can withstand crises like this one in the 
future. The necessity and significance of placing people at the “heart” of digitization 
have become abundantly clear over the past few months. Without any test cases or 
reference points, organizations must respond to a variety of complex and rapidly 
changing needs of their most valuable business assets.

Interviewee No. 13, “The good news is that while some people appear to have 
higher levels of resilience than others, those who have lower levels may acquire 
strategies to increase their capacity to survive, thrive, and flourish in trying times. 
Resilience can therefore be improved”.

Twelve (85%) experts highlighted that the real drivers of any change, particularly 
in the digital sphere, are people because they are resilient and adaptable by nature. 
All aspects of business operations, including value creation, are determined by 
them. Organizational strategies are determined by how people, or more specifically 
customers, engage and interact with one another. People hold the keys to any busi-
ness’s ability to expand and thrive, both internally and externally. Both customers 
and employees contribute to the creation of the parameters that map the company’s 
trajectory and orientation. And it has been demonstrated that employees play a bigger 
role in this regard.

3.2.7 Skilling

Interviewee No. 9, “Key abilities obtained in an academic context are quickly 
becoming obsolete as our jobs change more quickly than ever. More and more com-
panies are no longer requiring college degrees. Retraining and upskilling are more 
than just the newest buzzwords in learning and development and “nice to have“ 
advantages. They are now essential for a company to succeed. Future-focused busi-
nesses predict their skill gaps and integrate them into their succession plans. They are 
starting to realize how beneficial internal upskilling and reskilling projects can be”.

Two (14%) HR experts suggested that HR professionals need to find ways to 
embrace it to stay relevant in the business. Despite challenges like the difficulty in 
creating a sense of community and the limited access to resources, this trend is here 
to stay. Opportunities for skill development and reskilling have undergone a remark-
able evolution, becoming a significant HR trend in recent years. The need to adjust 
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to a constantly changing work environment has resulted in a significant shift in the 
emphasis on continuous learning and development when compared to previous years. 
Interviewee No. 8, “HR professionals have been at the forefront of driving creative 
skilling and reskilling programmes during the changing times”. To make the process 
more dynamic and engaging, they are utilizing online platforms, virtual classrooms, 
and AI-driven learning tools. This trend will keep developing, assisting businesses 
that adopt it early to stay ahead of the curve. Organizations now understand the 
significance of building more inclusive workplaces while addressing inequalities, 
which has caused a noticeable shift in the trend of embracing Diversity, Equity, and 
Inclusion (DEI) initiatives.

4. Discussion and conclusion

In recent years, jobs and the workforce have shifted dramatically from conven-
tional workplace and classical management strategies to technology-driven, informa-
tion-based decisions [30]. Globalization, flexible work arrangements, telecommuting 
and hybrid business models have surprisingly taken the forefront while generating 
huge challenges for HR professionals to plan for the drastic changes coming [31–33]. 
Since everyone will have uniquely reacted to the pandemic, the meaning of diversity 
and inclusion and what it means to an organization have also changed. The findings 
of the qualitative study are compatible with previous similar studies that direct that 
businesses that have strong diversity and inclusion policies can navigate through 
the storm [34]. So, what exactly constitutes a diverse and inclusive organization in 
the modern era? Consider diversity in the workplace as honoring and valuing the 
differences among people, such as those based on age, gender, ethnicity, religion, 
education, and/or origin [35, 36]. On the other hand, inclusion refers to a company’s 
efforts to treat all its employees fairly and with respect. The findings suggest that HR 
managers must begin creating settings that make people feel comfortable no matter 
where they are, it is in accordance with the recent trends in HRM research [37].

A diverse team can promote innovation, provide a variety of viewpoints and ideas, 
enhance worker productivity, and bring out a range of skills across the organization. 
As a result, an organization must promote diversity and inclusion. Habits, attitudes, 
and behaviors have changed somewhat because of digitization, but society is now 
acknowledging newer challenges, which are introducing a new set of communities. 
Being inclusive and diverse is increasingly important in the modern world [38].

Similarly, the findings of the study indicate that it is time for employees and 
organizations to be resilient, inventive, and responsive to the new world in these 
times when change is accelerating [39–41]. All the practices have been made possible 
by the pandemic and the enormous changes it has brought about. Therefore, if you 
have not given them much thought in the past, do so right away. Therefore, work-
ing on employee resilience by enhancing it to harness its benefits in times of crisis is 
an important implication and relatable to HRM, which demands to initiate it as an 
essential component of HR practice [42].

Employee engagement, retention, and general satisfaction have all increased 
because of the evolution of DEI because employees feeling inclusion display more 
trust in organizational diversity practices, resulting in enhanced well-being and work 
engagement [43, 44]. Additionally, it has improved brand recognition and helped 
organizations attract a diverse talent pool. By encouraging diverse hiring practices, 
offering unconscious bias training, and fostering an inclusive culture through 



Readiness to Manage More Diversity and Inclusion to Gain Competitive Advantage in Changing…
DOI: http://dx.doi.org/10.5772/intechopen.1003122

189

Author details

Ume Rubaca
COMSATS University Islamabad, Pakistan

*Address all correspondence to: lucky4being@yahoo.com

ongoing education and awareness programmes, HR professionals are the ones who 
launch comprehensive DEI strategies. A thorough DEI strategy will assist businesses 
in developing workplaces that embrace diversity and spur technological advance-
ments in the coming years [45].

Similarly, the findings highlight the role of artificial intelligence. As AI has 
transformed how businesses approach their HR management, it is a prominent HR 
trend [46–48]. By enabling tasks like automated resume screening, the introduc-
tion of chatbots for candidate interactions, and AI-driven performance evaluations, 
AI is increasingly transforming different areas of HR operations. It has aided HR 
departments in the present by streamlining operations, reducing manual errors, and 
improving data-driven decision-making abilities. Additionally, AI-powered tools 
assist HR in data analysis for long-term workforce planning. So, in the upcoming 
year, AI will aid businesses in gaining new efficiencies and maintaining an edge in the 
constantly changing HR landscape. The potential of virtual reality (VR), augmented 
reality (AR), and mixed reality (MR) to improve various HR operations is also being 
recognized by HR professionals. It can assist with conducting online job fairs, offering 
interactive training stimulators, and providing remote onboarding experiences, for 
example [49, 50].

To conclude, despite being in its initial stages, this debate holds a lot of ambitious 
potential. HR professionals must keep up with the most recent developments in the 
industry and assess how they might affect HR practices as they navigate challenges 
like data privacy and security. Impactful rewards and recognition programmes 
will become much more prominent in the coming years in the HR landscape. 
Organizations are starting to understand how important this is for increasing motiva-
tion and engagement. As a result, the traditional one-size-fits-all strategy has been 
given away.

By creating and managing a strong talent ecosystem, businesses can access a wider 
talent pool that includes gig workers, freelancers, and remote workers. While HR 
specialists use technology to speed up the hiring and management of talent, they play 
a critical role in fostering a culture of collaboration. Organizations must embrace 
partnerships with educational institutions, use data to inform decisions and foster a 
culture of ongoing learning and development if they hope to move in the right direc-
tion. Therefore, in the constantly shifting business environment of 2023 and beyond, 
organizations can create a work environment that attracts and retains top talent by 
utilizing the true potential of interconnected talent networks.

© 2023 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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Chapter 13

Assessing the Challenges of 
Medical Practitioners’ Retention 
and Its Implications in a Developing 
Economy
Hezekiah O. Falola and Oluwatunmise O. Ojebola

Abstract

The high turnover rate of medical personnel in Nigeria is becoming alarming as 
many of them are leaving the country for developed nations for better job opportuni-
ties. This has contributed to the shortage of doctors and nurses in the Nigeria health 
sector. The study’s objective is to crystallise the challenges of health worker retention 
in Nigeria through a critical literature review. The study used data from previously 
published peer-reviewed articles published in recognised and credible scientific jour-
nals. Relevant information was obtained from these sources, conceptualised, and dis-
cussed alongside existing literature. Key findings from the research are attributed to 
a lack of competitive pay, state-of-the-heart medical equipment deficiency, security, 
and lack of political will by the government. To this end, there is a need for restruc-
turing of the health sector in Nigeria to address issues relating to poor remuneration, 
infrastructure, training opportunities, and the well-being of the health workers.

Keywords: employee turnover and retention, health workers well-being, employee 
voice, employee recognition, OCB

1. Introduction

Nigeria is often hailed as the Giant of Africa due to its population and a strong 
economy. Moreover, the World Bank has acknowledged it as an emerging market 
[1]. Nigeria, an African country in the Gulf of Guinea currently has a population 
of 224,217,577 million people based on a recent report from the United Nations 
Department on Economics and Social Affairs [2]. The healthcare system, in Nigeria 
faces challenges such as the quality of public sector health services leading to health 
outcomes. There is a lack of targeted strategies to reach populations resulting in 
disparities between the rich and the poor. Insufficient availability of drugs limited 
human resources and managerial capabilities contribute to the quality of government 
healthcare services. Also, there is a need for an environment that encourages col-
laboration between private and public sector providers. Inadequate public funding 
and inefficient resource allocation further exacerbate these issues. Furthermore, there 
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is ambiguity regarding the roles and responsibilities within the three tiers of govern-
ment concerning healthcare provision and financing.

Looking back historically modern medical services in Nigeria have their origins in 
expeditions during the early to mid-century [3].

A severe scarcity of healthcare providers resulted from the colonial deployment of 
doctors and other medical specialists in the army during World War I, which brought 
home the necessity for indigenously trained healthcare providers. Only 10–15% of the 
population of Nigeria had access to contemporary healthcare facilities in 1960, accord-
ing to Ref. [4] estimates. Foreign donors like WHO, UNICEF, and BTA contributed 
significantly to the creation and upkeep of medical facilities in Nigeria, but little was 
accomplished due to the Nigerian federal government’s deceit and apathy [3, 5]. More 
so, Nigeria had several years of military rule since it gained independence in 1960 
from the British and was characterised by poor economic management and a decline in 
public institutions which made Nigeria’s health system bereft of long-term sustainable 
development plan characterised by impulses and deviations from what is expected 
from Nigerian leadership [6, 7]. Realistically, the present state of Nigeria’s health sys-
tem is far from the minimum standard according to WHO [8], that all members must 
provide its citizens with the right to enjoy the highest attainable standard of health and 
provide basic, affordable, and universal healthcare to her citizens according to WHO 
retention in developing economies through a critical review of Nigeria’s Health Sector. 
This chapter therefore focused on the concept of health workers retention, migration 
of medical personnel, possible reasons for migration, strategies for mitigating medical 
workers migration, incentives, and work environment/infrastructure.

2. Methodology

An inductive approach and a qualitative research approach were both used for the 
data analysis. The findings of this investigation are based on previously released data. 
The major goals of the literature review are to extend the scope of potential future 
research and to offer a critical assessment of the state of the art now. The study follows 
the guidelines provided by Kitchenham [9] for carrying out a literature review. To find 
related articles, search terms are utilised. The primary objective of this search is to 
compile as much relevant research data as is practical to assist with the identified study 
subjects. It must be noted that only articles published in indexed scientific journals, 
peer-reviewed, and written in English as well as tertiary sources such as newspaper 
reports relevant to the subject of health workers retention, and turnover intention were 
considered for inclusion and exclusion criteria. It is important to highlight that the 
choice of the papers was based on the evaluation of the articles, information collecting, 
categorisation of the peer-reviewed works, and identification of empirical research.

3. Literature review

3.1 The concept of employee turnover and retention

The drive for employee turnover is associated with the unsatisfactory and inef-
fectiveness of policies and existing retention strategies. Retention and turnover can be 
described as pull-push strategies. Pull factors can be referred to as retention strategies 
while push factors can trigger or motivate the intention to leave according to Ref. [10]. 
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Workers are an essential part and key to organisational existence. More so, as organ-
isations are experiencing migration of their workforce globally especially their key 
employees to other organisations, the more organisations are keen on placing priority 
on the retention of their workforce as opined by Ref. [10].

Employee turnover (ET), as defined by Ref. [11], is the act of leaving a company 
for one or more reasons, including discontent and unequal access to the company’s 
resources. ET refers to the migration of personnel away from the company. Employee 
retention, on the other hand, is a process whereby staff members are persuaded to 
remain with their organisations for an extended amount of time, according to Ref. 
[12]. According to Ref. [12], organisations struggling to retain their staff must deal 
with problems such as additional training for new hires, higher recruitment costs, 
employees with insufficient skills, and interruption of organisational processes.

3.2 Migration of medical practitioners

The International Council of Nurses (ICN) and the WHO published a cautionary 
statement regarding the global lack of medical personnel following the COVID-19 
pandemic in 2020. Due to its impact on the healthcare sector of both the economy 
and the overall economy of the nation, which has left the healthcare system in the 
nation in a precarious position, the migration of medical professionals from Nigeria 
to advanced nations is of major concern to all stakeholders. Health worker’s migration 
from Nigeria is a disturbing trend in a country already experiencing critically low 
medical practitioner numbers and extremely poor health thereby creating a vacuum 
for those who chose to remain and negatively impacting their job satisfaction and 
well-being [13].

However, it was not so before independence as extant studies assert that during the 
era of Dr. Nnamdi Azikiwe in 1924 only three (3) Nigerian students were schooling 
in the USA and all of them returned home after the completion of their education 
[14]. After independence, Nigerians abroad were still exhibiting patriotic fervour by 
returning home after completing their studies even until the 1980s. Nigerian medical 
doctors that schooled abroad are eager to return home because of adequate employ-
ment and a vibrant economy [14].

3.3 Reason for migration

In Nigeria, the major reason for migration is usually an economic factor as the 
economy was mismanaged by successive governments especially when the military 
governments were in power between the 1990s and 2000s. Push factors are the low 
standard of living, political instability, insecurity, excessive workload and stress, 
low income, inadequate facilities, irregular payment of allowances and salaries, 
inadequate funding, preferential treatment among health workers, and irregularities 
during recruitment to mention but a few as asserted by Refs. [15–18]. According to 
Ref. [19], the outflow of doctors from sub-Saharan Africa, and specifically Nigeria, 
started to rise alarmingly over time. The majority of immigrants and foreign-trained 
medical professionals in Trinidad and Tobago and South Africa between 2011 and 
2015 came from Nigeria, which indicates that not all African nations are experienc-
ing migration patterns in their health sectors or are unable to effectively handle their 
health workforces [8].

The WHO reports that 600 healthcare professionals emigrated from Nigeria on 
average each year between 2010 and 2016, with roughly 50% of those emigrants 
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travelling to Europe, which was followed by North America and then Africa. Nigerian 
doctors made up 45.02% of all medical graduates from other countries (IMGs) 
working in the US who completed medical colleges in sub-Saharan African nations. 
According to reports, over 9000 medical professionals left Nigeria between 2016 and 
2018 in quest of better opportunities in the USA, Canada, and the UK [20].

The Nigeria Medical Association (NMA) expressed regret in 2021 that fewer than 
half of the more than 80,000 doctors registered with the Medical and Dental Council 
of Nigeria (MDCN) were actively practising in the nation, translating to a doctor-to-
population ratio of 1 between 4000 and 5000, as opposed to the WHO recommenda-
tion of 1 doctor to 600 people [21]. According to Ref. [21], the Medical and Dental 
Consultants Association of Nigeria (MDCAN) expressed regret over the departure 
of more than 100 medical professionals from 17 Nigerian tertiary health institutions 
during the previous 2 years. A member poll done a few months later by the association 
found that over 500 medical and dental professionals had left Nigeria for developed 
countries in the 2 years prior, with nine out of ten doctors with less than 5 years of 
work experience departing the country. This unfavourable trend in doctor exodus 
highlights a serious condition of a long-standing, unresolved issue in the Nigerian 
health system. The necessity of national action, however, cannot be overemphasised 
to reverse the terrible trend and avert the anticipated medical professional shortage in 
Nigeria. Little wonder, a former governor in southwest Nigeria predicted that native 
doctors would manage Nigeria’s health if Nigeria fails to curb medical workers’ brain 
drain [22]. He further describes the trend as an emergency and the government must 
disincentivize the rate at which medical personnel are migrating out of this country.

According to Ref. [23], claims that Nigeria is the most populated country in Africa, 
has the biggest economy in Sub-Saharan Africa and also has the continent’s highest 
gross domestic product (GDP). This suggests that Nigeria ought to be facing a brain 
drain from other nations. Nigeria, the biggest oil exporter in Africa, has a history of 
poor financial management, including misusing donations from other countries. The 
mismanagement by the government has affected the development of Nigeria’s stra-
tegic sectors including the health sector. Categorically, by Ref. [24], extreme poverty 
was classified as $2.15 per person per day and the current exchange rate is #768.267 to 
$1. This suggests an average of #1600.00 per day is available for a low-income earner 
in Nigeria bearing in mind the minimum wage of #30,000.00 without tax deducted 
at the end of the month. It is worth noting that this #1600.00 per day includes feed-
ing, transportation, housing, and other expenses.

3.4 Mitigating strategies for medical workers migration—Nigeria in perspective

In the wake of the 2020 COVID-19 pandemic, the WHO and ICN warned about 
a global scarcity of medical workers. Nigeria has seen an increase in the number of 
medical practitioners leaving the country in recent years, but there are no obvious 
efforts to stop or mitigate the harm this trend is doing to the country’s already precari-
ous healthcare sector. Better job opportunities and living circumstances, competi-
tive pay, and the chance for career progression in the destination country are major 
motivators for Nigerian health professionals to relocate to industrialised nations [25]. 
Nigeria has not only a severe lack of medical personnel but also a sizable share of the 
global disease burden [26]. Relocation is becoming an increasingly difficult issue since 
more and more chronic diseases like diabetes and hypertension are contributing to 
the spread of infectious diseases like malaria, TB, and HIV/AIDS [27]. Additionally, 
whereas other countries are responding to the recent COVID-19 outbreak by taking 
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proactive steps to make up for this shortage of health personnel, Nigeria is not acting 
appropriately because people in control seem unconcerned [28]. The few health 
professionals’ job happiness, general well-being, and most importantly, their desire to 
stay in the nation, were all negatively impacted by this gap.

Remittances, one of the most important sources of money influx into Africa over 
the years, today support the continent’s economic development and standard of living. 
Nigeria is the nation in Sub-Saharan Africa that receives the greatest remittances 
[29, 30]. As a result, Nigeria is now a significant source of labour exports to developed 
nations, particularly from the healthcare sector [29]. This labour is both unskilled and, 
more crucially, skilled, and professional [29]. The loss of manpower that the healthcare 
industry experiences and the loss of income that the government invests in training 
these experts are the results of this ongoing movement of qualified health professionals 
[25]. Another result of this is that people are now more likely to recommend their fel-
low countrymen for medical care abroad in areas where these highly qualified doctors 
have migrated, resulting in a loss of income for the healthcare system [25].

It was recently revealed that Nigeria ranks fourth in the world in terms of the num-
ber of medical physicians [31] during the 17th Annual Scientific Symposium and All 
Fellows Conference hosted by the National Postgraduate Medical College of Nigeria in 
August 2023. This implies that Nigeria has training medical doctors for the advantage 
of other countries. However, the factors responsible for pull and push migration are 
presented in Table 1.

Issues push Reasons for migration Suggested mitigating 
strategies-pull

Disregard for medical 
employee voice

The medical workforce must be heard 
by their management whenever issues 
are raised. They do not care about 
their yearnings.

They should be given a sense of 
belonging by listening to them and 
having a harmonious relationship 
through communication.

Little or no concern 
for medical employee 
well-being

This posits subjective and 
psychological well-being as criteria 
for employee mental health. However, 
stress and burnout as a result of 
excessive workload on employees can 
trigger the intention to migrate.

The well-being of employees 
must be promoted and preserved 
as it improves performance and 
satisfaction.

Inadequate medical 
employee recognition

When employees are not intrinsically 
and extrinsically satisfied, they can 
intend to migrate.

Since recognition is a vector 
for motivation, it can foster job 
satisfaction.

Absence of organisational 
citizenship behaviour

Workload that results in stress and job 
burnout

Encourage organisational 
citizenship behaviours like altruism, 
sportsmanship, etc.

Limited/no incentive 
for overseas medical 
practitioners willing to work 
and relocate

Policies & laws are not in place to 
attract employees in this context back 
home or not to migrate as employees 
will weigh the pull options against the 
push options

Tax holidays can be given to 
employees in this regard if they 
relocate back home or given to those 
that remain to stay.

Inadequate work 
environment, 
infrastructure, and Security

Inadequate facilities, Insecurity, and 
porous environment.

Provision of medical infrastructure, 
conducive environment, and 
adequate security

Table 1. 
Pull and push factors.
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3.5 Employee voice

If the Nigerian government had been listening to the yearnings of medical work-
ers as depicted in Table 1, most of the protests and strikes witnessed in the industry 
would have been averted [32, 33]. According to Ref. [34], a voice mechanism benefits 
both the employer and the employee because it has a conflictual and consensual 
image. Similarly, participation through voice may have a favourable impact on worker 
quality and efficiency. It could also distract concerns that would otherwise erupt, like 
in Nigeria. For this study, a collective voice would be preferred as the Nigeria health 
workers are unionised. According to Ref. [35], voice consists of two components. 
Employee participation in organisational processes for making decisions and the 
expression of concerns or grievances at the workplace to management are examples 
of this. More so because a company still heavily relies on human influence. Since the 
performance of a company depends on the contributions of the individuals who work 
there, many organisational executives consider that its personnel are its most valu-
able asset [36].

Two significant factors influencing employee morale in an organisation are leader-
ship values and style [37]. For workers to be devoted and effective, organisations must 
encourage them to express their thoughts. To stay a devoted employee, one must feel 
comfortable expressing their thoughts, worries, beliefs, and statements. However, 
earlier research has demonstrated that there is consistently a link between the leader-
ship style and the voice of the workforce [37].

3.6 Employee well-being

Our aim in this study is to bring constructs together capable of bringing a para-
digm shift to solving or mitigating the identified problem by strongly suggesting 
connectedness of the effect of happiness (well-being) on productivity while devoting 
attention to the specific mechanisms through which happiness may foster positive 
work outcomes. According to Ref. [38] personal characteristics, level of percep-
tion, and cognitive variables that may trigger stress are all elements that influence 
employee well-being in the workplace as depicted in Table 1. Employee well-being is 
defined as the degree of satisfaction that people have with their jobs and work lives 
[38]. Managers in this context must create interventions intended at raising employee 
productivity geared toward the key drivers of employee well-being. This can be 
achieved through building social relationships at work, making jobs more interesting, 
and improving the work-life balance of health workers [39, 40].

3.7 Employee recognition

Non-recognition of the value of medical workers is having a devastating impact 
on Nigeria’s health sector. The level at which Nigerian medical doctors and nurses 
are migrating calls for an emergency to be addressed [1]. Statistics show that around 
11,550 Nigerian-trained doctors are practising in the UK alone, ranking Nigeria as the 
country with the third highest percentage of foreign medical doctors in the country 
[41]. Undoubtedly, the need for the Nigerian government to urgently address the 
issue of migration of health workers cannot be overemphasised. In the last 2 years, 
over 2800 workers relocated abroad excluding medical consultants and other spe-
cialist doctors. It is also sad to note that of the remaining health workers remaining 
in Nigeria about 74% of them intend to migrate [28]. The implication of this is that 
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Nigerians will have limited access to the best healthcare if nothing is done to discour-
age the exodus movement of her medical personnel.

One of the panaceas to this problem is the provision of an improved welfare 
package for healthcare workers. As noted by Ref. [42] posited that one of the reasons 
why medical personnel usually migrate to developed nations is attributed to poor 
remuneration and well-being. This is also supported by Ref. [43], who noted that 
when employees are not satisfied with the pay that they receive in exchange for work 
performed, the turnover intention will be high. In Nigeria for instance, many health 
workers particularly medical doctors and nurses are migrating in numbers to other 
countries because of a lack of competitive pay, lack of infrastructure, and insecurity, 
as represented in Table 1 [44]. Meanwhile, Ref. [45] posited that if medical person-
nel are not given the required recognition in terms of their valuable contributions 
to the well-being of the citizenry and are treated unceremoniously, they tend to lose 
interest in such an environment, thus, job satisfaction diminishes which will give spur 
turnover intention.

Additionally, it is evident and almost invariably positive that financial incentives 
are successful, particularly when linked to behavioural and performance outputs 
[46]. The value of giving employees non-cash benefits, including acknowledgement 
and attention, which are typically very effective and efficient, is, however, sometimes 
overlooked. People enjoy praise and appreciation. Formally recognising someone in 
a group or coworkers is extremely valuable, even if you only give them an award or 
commendation certificate [47].

4. Organisational citizenship behaviour

Current research has confirmed that an organisation’s people resources are the 
most important factor in determining its success. In light of this, employees’ attitudes 
and conduct toward their work and the organisation have a significant impact on 
their performance [48]. For an organisation to move from an undeveloped economy 
to a developing economy, there must be improvements in income growth, health, life 
span, and the standard of living of the populace [49].

According to Ref. [50], contends that severe personnel ineptitude, malfeasance, 
and shortage are the root causes of Nigeria’s development issues rather than a lack 
of natural, financial, or technological capacities. Prior studies in this context have 
emphasised the absence of motivation, pay increase, and opportunity for growth, 
research, and development as impediments to the growth of Nigeria’s health sector [51, 
52]. However, scant studies underscored the judicious use of human resources which is 
assumed to be the most important resource that controls other resources in the sector.

Specifically, the management of Nigeria’s health sector is expected to align the 
strategic objective of the sector stakeholders with the reality on the ground by 
optimising the use of available manpower through OCB. OCB is defined as individual 
discretionary activity that, taken as a whole, supports the efficient operation of the 
organisation but is not explicitly or immediately recognised by the official incentive 
system [53]. According to Refs. [53, 54], conscientiousness, sportsmanship, civility, 
altruism, and civic virtue are the five categories that makeup OCB. Altruism involves 
aiding coworkers or staff members who are experiencing challenges at work, whereas 
conscientious behaviour involves going above and beyond what is required. More so, 
courtesy refers to having a polite manner that prevents the creation of problems at the 
workplace. Nevertheless, sportsmanship refers to having magnanimous behaviours 
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that avoid too many complaints at work. Civic virtue is defined as having behaviours 
that demonstrate one’s participation in organisational activities [53, 54].

According to research by Ref. [55] on the relationship between job stress and 
nurses’ intention to leave their positions, it was found that nurses gave their jobs a 
high level of stress and that factors contributing to this stress included inadequate 
pay, workplace inequality, an excessive amount of work, a staffing shortage, a lack 
of promotion opportunities, job insecurity, and a lack of management support as 
illustrated in Table 1. However, if they could find another work, more than 35% of 
nurses said they would consider quitting the hospital [56].

The results of the OCB have inspired public organisations to use civic engagement 
to improve organisational performance [48, 57]. Public organisations must balance 
maintaining a quality of service that is attainable with meeting the citizens’ growing 
demands for performance and expectations [58, 59]. Because OCB encourages indi-
viduals to go above and beyond officially defined duties, extra-role behaviour may be 
a crucial element in building organisational responses to such difficulties [60, 61].

5. Incentives for returning and home healthcare workers

One of the panaceas to this problem is the provision of an improved welfare pack-
age for healthcare workers. For instance, via strategy, preparation, and the execution 
of new solutions including both financial and non-monetary rewards for keeping 
and inspiring health professionals, the chronic shortage of medical professionals 
in Asian countries was solved. While benefits and compensation, along with the 
environment of work, oversight, and management, as well as learning and develop-
ment opportunities, are critical factors in determining whether employees choose 
to stay in the health sector, previous investigations in that context have found that 
these factors are also important [62, 63]. This suggests that government commitment 
to health workers’ well-being will compel them to stay in the country as described in 
Table 1.

6. Work environment, infrastructure, and security

Effective healthcare service delivery requires a favourable atmosphere referred 
to as a Positive Practice Environment (PPE). PPEs are needed to foster excellent and 
decent work that will ensure the safety and health of personnel including patients 
and their visitors, support quality care to patients, and improve the motivation and 
productivity of individuals and organisations [64]. Furthermore, PPEs are essential 
variables such as job and human security, access to adequate equipment, decent staff 
welfare packages, fair and manageable workloads, and job demand, as posited by Ref. 
[65]. In a related development, Ref. [66] posited that good infrastructure and equip-
ment drive health workers’ motivation and job satisfaction. The medical personnel’s 
experience concerning the state of infrastructure and state-of-the-heart equipment 
to work with is nothing to write home about. According to Refs. [67, 68], they posited 
that employees are more likely to be engaged if they are provided with necessary 
support and initiatives. This implies that medical doctors and nurses in Nigeria can 
be encouraged to stay in the country if they have access to what is obtainable in 
developed countries in terms of competitive pay, equipment, security, and well-being 
initiatives as shown in Table 1.
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7. Final thoughts and conclusion

Nigerian researchers’ findings corroborate with other researchers in Africa find-
ings based on this context. During this study, we observed that some few African 
countries were able to curb this migration problem of medical workers and even lured 
Nigerian medical workers to their home countries. This fact was validated recently 
when a stakeholder in Nigeria confirmed that countries like Sierra Leone and Gambia 
are now offering $3000 to $4000 to lure Nigerian doctors which is about three to four 
times higher than what they earn in Nigeria [69].

What is observed is that there are many causes why Nigerian medical workers 
are leaving Nigeria which are predominantly triggered by Nigeria’s weak economy 
and socio-political inadequacies coupled with bad leadership. It cannot be overem-
phasised that the migration of health workers in Nigeria needs a holistic approach 
as the problem is multi-faceted. Nigeria leaders must investigate the past when our 
health workers having trained abroad, come back home to practice. We need a social 
leadership style driven by emotional and emphatic leadership components that focus 
on connection, collaboration, and communication. This type of leadership style is 
needed in this sector to enable a strong relationship and positive work with stakehold-
ers as there is a lack of political will on the part of our leaders to curb this ugly trend.

Recent information gathered identified the root causes of this focus in Nigeria’s 
health sector which include excessive workload, insecurity, inadequate facilities, and 
inadequate compensation. Despite the growing and alarming awareness of the devas-
tating consequences of medical workers relocating to good economies, there is scant 
empirical and qualitative research on how leaders with a social leadership component 
can bring about a paradigm shift needed in the sector. Moreover, the influence of 
a high-power distance culture is restraining medical workers from challenging the 
status quo, as the Nigerian government and employers from the private sector are 
unworried about the worker’s plight.

© 2023 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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