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Welcome – the presentation will 
commence at 2.05 AEDT



What is SACS?
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• Organisational psychology business

• Psychological testing, Wellbeing surveys, 360° feedback

• Organisational and individual development – coaching, career transition management, 

workforce planning, change management

• Recruitment process design and delivery

• Scientist practitioner model – Mainly Deakin Uni 

https://www.researchgate.net/profile/Andrew-Marty

• Evidence based approach to people management.

https://www.researchgate.net/profile/Andrew-Marty


Agenda
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1. Trends in remote work – the great resignation

2. Is remote work a good thing?

3. Success in remote work – wellbeing and productivity

4. What makes someone suited to remote work?

5. The communication challenge of remote work

6. Skilling people up to work remotely

7. Role clarity for remote workers

8. Keeping engagement and wellbeing high.



Your objectives…
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WFH? – Australia.

http://www.roymorgan.com/findings/8324-coronavirus-working-from-home-january-2020-202003160509

http://www.roymorgan.com/findings/8324-coronavirus-working-from-home-january-2020-202003160509


WFH? – USA
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• Pre Covid about 16% worked remotely at least some of the time

• More than doubled between 2005 and 2015

• Slower start, but quicker growth

• No truly reliable stats yet on the current proportion.



The new normal?
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• Many companies have found that it works great, so concerns 

about it have evaporated 

• Many organisations have found significant financial advantage 

from paying less rent

• Mass commuting is an environmental, public health and lifestyle 

nightmare

• A rash of new technologies – e.g. cloud based applications –

have meant that we are more technically ready

• Multiple tales of companies shrinking or abandoning offices.



The great resignation USA…
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JOLTS". Economic Policy Institute. Retrieved 2021-08-31.

https://www.epi.org/indicators/jolts/
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Is it a good thing?
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• Yes

• Easier to concentrate (Golden and Gajendran, 2019)

• Slightly higher engagement, less stress and exhaustion (Allen et al, 2015

• Productivity as good, or better, and higher “organizational citizenship” behaviour
(Gajendran et al, 2015)

• Many companies have found that it works great, so concerns about it have 
evaporated 

• And no…

• Blurred boundaries around work and family (Eddleston and Mulki, 2017)

• Too much teleworking can lead to worse relationships with colleagues (Gajendran 
and Harrison 2007)

• Some people are not suited to an environment of less interaction (Clark, Karau & 
Michalisin, 2012). 
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Two Factors 
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1. High levels of wellbeing

2. High levels of productivity.
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Wellbeing



Wellbeing Factors
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• Psychological wellbeing traditionally has been defined as 

an absence of mental illness (e.g. depression, anxiety etc.)

• Will remote working damage this person?

• In addition, we should take a positive psychology approach

• Is this person engaged in their work?
• Are they resilient? Is their resilience improving?
• Will this person continue to grow – skills, confidence, career?
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Performance



Performance Factors
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• On average remote employees are more productive, but there 

is significant individual variation.



Bad behaviours…
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• Counterproductive Work Behaviours

1. If I haven't liked someone I have had no problem being rude to them
2. If I haven't liked someone I have been impolite to them
3. If I haven't liked someone I have acted like they don't exist
4. I have had difficulty getting along with other people
5. I have let people know what is wrong with the organisation I work for
6. I have had difficulty making my appointments on time
7. I have taken the property of my employers
8. I have ignored safety rules when they make no sense
9. If a rule has made no sense I have broken it
10.My employers have had rules I did not agree with, so I ignored them



Performance Factors
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• Cyberslacking” & “cyberloafing”

• An employee’s use of the internet for personal or non work-

related activities during work hours
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Is this person ready to work remotely?

21 (Hersey & Blanchard, 1982)



Intelligence and remote working
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• Intelligence has been linked with the ability to learn new things 

quickly (Schmidt & Hunter, 1998)

• Those with stronger cognitive ability are more likely to adapt

• Greater flexibility due to quicker learning capacity.



SACS 6 Personality
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1: Integrity-Modesty 3: Extraversion 5: Conscientiousness

Genuineness Social Confidence Likes to be Organised

Rule Favouring Happy to be Center of Attention Committed to Hard Work

Absence of Greed Likes to be in Company Detail Minded

Absence of Arrogance Cheerfulness and Optimism Makes Decisions Carefully

2: Emotionality 4: Absence of Anger 6: Openness to Experience

Threat Sensitivity Unlikely to Carry a Grudge Cares About Appearances

Anxiety Unlikely to be Harsh Curious About the World

Lack of Independence
Doesn’t Have to Have Things

Their Own Way
Likes to be Creative

Overly Empathic Slow to Anger Comfortable with the Unfamiliar

7: (Interstitial scale)

Soft Heartedness



Personality and Remote Working
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• Integrity-Modesty

• Research shows that employees high in honesty are likely to be more effective 

when working from home. Those low in honesty more likely to engage in 

cyberslacking (O’Neill et al., 2014). 

• Emotionality

• Those high in Emotionality likely to need additional support when dealing with 

difficult situations (O’Neill, Hambley, & Chatellier, 2014).  Will they get it?

• Extraversion

• Limited opportunities for interactions with colleagues may lead to negative 

attitudes and a reduction in wellbeing (Clark, Karau & Michalisin, 2012). 



Personality and Remote Working
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• Absence of Anger

• Positively related to job performance, including when working remotely 

• Conscientiousness

• Those high in Conscientiousness are less likely to procrastinate in the absence of 

supervision

• More likely to be organised, diligent and self disciplined

• Openness to Experience

• Those with higher levels of Openness to Experience are more likely to be willing to 

adopt new working arrangements quickly and effectively, especially those with high 

IQ (Wainwright et al., 2008) 



Values and Remote Working
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• The value of Autonomy is an indicator 
of work performance in remote work

• People high in this value tend to 
believe that it is important that they 
make their own decisions and act 
independently

Albrecht, S., Marty, A., & Brandon-Jones, N. (2020). Measuring Values at Work: Extending Existing 

Frameworks to the Context of Work. Journal of Career Assessment, 106907272090160. doi: 

10.1177/1069072720901604



What makes somebody suited to 
remote work?*
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• A combination of cognitive ability, 
personality, values and competencies.



Resilience
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The impact of different communication modes
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• Physical contact – eg handshake

• Physical presence – being in the same room

• Speaking to each other across a partition

• Video conferencing – small group

• Video conferencing – large group, webinar

• Teleconversation – one on one

• Teleconference – multiple

• Live chat – conversational

• Email – static

• Text – static

• Snail mail.
Distal

Proximal



The remote communication challenge
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• Proximal Versus distal

• Social context versus isolation

• Occasional contact versus regular contact

• Distance” can become the norm

• Isolated or occasional contacts can become very 

significant

• The ratio of positive versus negative interactions

• Emotional contagion (and its absence).
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Competencies – Knowledge, Skills, Abilities and 
Other Characteristics (KSAOs)
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• Wang and Haggerty (2011) “Individual Virtual Competence” – i.e. the key 

KSAOs required to perform effectively when working virtually: 

• Virtual Self-Efficacy 

• Virtual Media Skills 

• Virtual Social Skills

• Individual Virtual Competence was found to have a positive effect on 

individual work outcomes in virtual settings.

• Hertel et al. (2006) developed a set of KSAOs related to telecooperation

• Found that ‘creativity’ and ‘independence’ strongly contributed to the 

prediction of team performance



Competencies – Summary
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▪ Leading and Deciding

– Taking initiative

– Autonomy

– Goal setting 

▪ Analysing and Interpreting

– Communication skills

– Using digital media effectively

– Analytical

▪ Telecooperation

– Creativity

– Independence

▪ Virtual Self-Efficacy

– Belief that you have the ability to 

accomplish work tasks virtually

– Self confidence 

▪ Virtual Media Skills

– Technology skills – ability to 

communicate and work virtually

▪ Virtual Social Skills

– Ability to build relationships 

virtually 



Development of competencies
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• Consider running a Learning Needs Analysis 

• Then build a development programme that helps people to develop 

these virtual skills

• Developing organisational how-to materials – e.g. “how to work remotely”

• Develop relevant performance development materials – evaluate the 

capacity for working remotely

• Use 360 degree feedback to evaluate the capacity to lead remote 

teams

• Build competencies by coaching, training, and development.



•  E X E C U T I V E  R E C R U I T M E N T
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Inducting employees into 
working remotely

Socialisation and competency development



Induction and “organisational socialisation”
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• Organisational socialisation has been defined as “the learning process by which 

newcomers develop attitudes and behavior that are necessary to function as a 

fully-fledged member of the organisation” (Ardts et al., 2001)

• Socialisation is a learning process – learning the “ropes”

• Developing knowledge about the organisation structure, its policies, 

procedures, goals, values, norms and social rules

• Learning job and task relevant information. 

• Socialisation strategies highlight the importance of the social dimension

• Supervisor and peer support and mentoring is associated with greater role 

adjustment and work mastery in new employees (Jokisaari & Nurmi, 2009; 

Morrison, 2002; Allen & Meyer, 1990)



Effective induction → outcomes
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New employee 
information seeking 

behaviour 
(e.g. asking colleagues 

for information)

Organisational 
socialisation 

strategies

New employee 
adjustment

Role clarity (+)
Self-efficiency (+)

Social acceptance (+)

Outcomes

Performance (+)
Job satisfaction (+)

Organisational 
commitment (+)

Lower turnover (+)
Intentions to remain (+)

Adapted from Bauer et al., (2007)
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Clarifying what needs to be achieved
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Clarity is 5-7 real world outcomes

at all levels of an organisation

Organisational 

Real World Outcomes 

(RWO’s)

Group 

RWO’s

Group 

RWO’s

Group 

RWO’s

Branch 

RWO’s

Individual 

RWO’s

Individual 

RWO’s

Individual 

RWO’s

Individual 

RWO’s
Individual 

RWO’s

Individual 

RWO’s

Branch 

RWO’s

Branch 

RWO’s

Branch 

RWO’s



Outcome based job definition
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5-7 defined and measurable outcomes 
for each job

Skills necessary to deliver the outcomes

Experience or qualifications necessary

“Attributes”.  Style, behaviours, approach, 
etc.

Competencies
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Checking in
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• RUOK

• Seek “feedforward” from staff.



Stress and control
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Van der Doef, M., & Maes, S. (1999). The job demand-control (-support) model and psychological 

well-being: a review of 20 years of empirical research. Work & stress, 13(2), 87-114.

Beware 
of 

burnout

Peak experience 
but maybe time 

limited

Sleepy Comfortable

S

T

R

E

S

S

CONTROL
L H

H

Levels of leader support are also crucial



Bakker 2011 – work engagement
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• Vigour

• High levels of energy and mental resilience

• Dedication 

• Strongly involved in work.  A sense of significance, enthusiasm and 

challenge

• Absorption

• Fully concentrated and happily engrossed in work such that time passes 

quickly.  A sort of extended version of “flow” (Csikszentmihalyi 2002)



The business case for engagement
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• Productivity – varies with increases and decreases in engagement

• Internal measures – job satisfaction, absenteeism, attraction, retention –

vary with engagement

• External measures – client satisfaction, stakeholder satisfaction – vary 

with engagement – some studies indicate 50-60% causation

• OH+S is affected by engagement

• Profit varies with engagement

• It is one of the best predictors of organisational outcomes we have found.



Culture” is not really corporate
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Cotton, P. & Hart, P. (2011). ‘Positive Psychology in the Workplace’, Australian Psychological Society, 33(2).



Crucial role of focus
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• “The secret of life is what you focus on”

• Optimism and positivity rather than pessimism and negativity. 

Diary research...

• The balance of positive and negative – 6 to 1?

• A focus on solutions rather than emotions

• A focus on what you can control – ignoring what you can’t.

• A focus on the future.

Seligman, M. (1992). Learned optimism: how to change your mind and your life. New York: Pocket Books. 



Where is your “locus of control”?
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The Person



Leader Behaviours predicting Engagement
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Best predictors of Engagement Beta weights

Empowers people .246

Optimism and positivity .172

Supportive leadership -.136

Helps people to learn .117

Engagement

Helps people to learn

Supportive leadership

Fosters teamwork

Empowers people

Creates clarity about performance standards

Effective management of underperformance

Creates clarity about appropriate behaviours

Effective management of behaviours

Celebrates success

Optimism and positivity

Model Summary

Model R R Square Adjusted R 
Square

Std. Error of 
the Estimate

1 .497a .247 .241 .93058



Leadership Options
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360 Degree Feedback 
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Maximising engagement – Consider measuring it
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Recruit for it
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• Hardworking, optimistic, cheerful and generous people who 

respect the rules.



Lead for it
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• Plan your interactions with staff.  How often and what 

• Do your employees have structure in their week?

• Empowerment, resilience and productivity

• Maximise the positive in your interactions with staff – eg

“feedforward” to give and seek guidance

• Use facilitative leadership to cause people to team up

• Do the usual social things – birthdays, etc.



Summary and conclusion
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• In general remote work is a good thing

• It does have risks from a wellbeing and productivity point of 

view

• Seek to recruit people who are suited to being remote workers.  

Resilient, hardworking, stable.

• You need to plan your leadership in ways which have not been 

so crucial when you have water cooler conversations

• Positivity balance

• Use facilitative leadership as much as possible. 
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