
An employer’s guide 
to a flexible workforce

This concept is common place in today’s world of mobility and 
flexible work arrangements. Look no further than organizations 
such as GitLab (a tech firm that provides software services for 
NASA and IBM) that operates with a 100% remote work model. As 
an employer, it can be difficult to conceptualize productivity and 
collaboration in an off-site work arrangement. 

Concerns and benefits go both ways. Employees may feel  
isolated and miss their on-site community. Learning and  
development may be stalled, or they may find their home office 
distracting. Some complain of work bleeding into their home life. 
At the same time, many report improvements in work/life balance 
and appreciate the reduced time and cost associated with  
commuting. Visual connection to their work community is made 
possible through various technologies.

For employers, it can be challenging to follow up on 
accountability and solve problems. Managers may find active 
coaching more difficult, especially with performance issues. But 
the organization can save thousands (even millions) of dollars on 
commercial real estate, and may benefit from increased  
employee retention. If a role is 100% remote, it can also expand 
an employer’s talent pool – there is no longer a need to hire local 
talent, as long as proximity is delineated in the contract. 

What about our firm? We were old-school for a long time. 
Making the leap into work from home arrangements didn’t 
come easily. We love the synergy of working side-by-side, and 
the high fives that come with placing the perfect candidate. 
However, our attrition rate was higher than it should have been. 
In exit interviews, a majority of those quitting reinforced their 
desire for flexibility. We heard that they loved their position, team 
and the company culture – but they wanted more autonomy over 
their work location and more work/life balance.

Two years ago, we finally took the leap with small trials of 20-40 
employees working from home on a scheduled basis. What we 
found won’t surprise you, but it did surprise us: 65% of our  
employees working from home produced the same or more in 
terms of both quantity and quality of work. 
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who’s online
As flexible and remote work arrangements 
become more popular, it can be difficult to 
remember which team members are 
working at what times.  

Buffer, a software application company, uses 
an Employee Time Zone Map to visually  
display who is online where, and what time it 
is for them.

Source:  https://timezone.io/team/buffer?utm_
source=zapier.com&utm_medium=referral&utm_cam-
paign=zapier

“Work is something you do, not someplace you travel to.”   
- Anonymous   



OUR EXPERIENCE (CONTINUED)
We addressed and coached the small number of employees working from home whose productivity fell under 
80% of their performance on-site. We expanded our work from home possibilities which have been embraced by 
most (less than 10% of employees who were offered work from home declined it because they seek the energy of 
their team, or their home life is too distracting).

And guess what? Our voluntary turnover rate has decreased by 8% which in turn reduces hiring costs, training 
investments, and customer satisfaction. Moving from a rigid workplace to a flexible one, and moving from a culture 
of making accommodations versus having trust, has been a hard one – but very worthwhile. 

The Battle:  Two Opposing Work Environments
As our firm worked on ‘modernizing’ our work environment (read: getting with the times), we researched varying 
approaches being used by other organizations. We came across two that were both quite progressive, yet very 
different. These were: ROWE (Results Only Work Environment) and workplace “communities” (complete with food 
and services available to employees). 

100% OFF-SITE: ROWE AT CMHC 
Read up on ROWE to really get the picture, it’s hard core. Get your work done from anywhere, anytime, just get it done.  

ROWE rejects the notions of a flexible workplace. Flexible workplaces assume a default location and time. With ROWE, the 
focus is on measurable results – period. It’s complete self-governance over your work that is solely performance-based.

Canada Mortgage and Housing Corporation (CMHC) is the only company in Canada who has fully adopted ROWE 
(it was originally used by Best Buy but they decided to end the ROWE program). They began their transition in 2014 
and since then, employees have been able to work from anywhere. They are never asked how long they worked. 
No meeting is mandatory, ever. Vacation is not approved. Employees simply need to communicate their vacation 
plans and coordinate back-up. Team members can work at night or on weekends, whenever they want. The only 
thing that matters is that the employee is completing their work and being productive. 

One employee highlighted that ROWE is great for the experienced worker, but hard on new people who need 
coaching. She said, “I wouldn’t be where I am today if I didn’t have the opportunity to listen to a senior team 
member. I learned the vocabulary needed for my role by observing others.” But as a seasoned employee, she also 
values being able to work when she feels the most productive, “I drop my daughter off at school, pick up groceries 
for dinner, and go to the gym. I get home with all my errands done and I can fully focus on work.”

To read more about ROWE, visit: www.gorowe.com

100% ON-SITE:  COMMUNITY AT GOOGLE
This was an ironic finding – while Google develops work from home technologies like Google Hangouts, Google 
Docs, etc., we discovered that the organization itself does not have many workers who actually work from home. In 
fact, in 2019 the company spent more than $2 billion on 1.2 million square feet of office space in Chelsea (NY). And 
in San Francisco (CA), Google offers a bus for employees to commute 3 hours to its headquarters. 

The reason for this is that Google doesn’t just build offices, their spaces are mini cities offering free food and 
services, like gyms and massages, for employees. They want to create company culture through collaborative 
efficiency, not just personal productivity. Collaborative efficiency is the speed with which a group solves a problem. 
Like minds together often find solutions quicker than an individual.

The issue is that as they buy office space and offer these services to employees, so businesses in the area suffer. 
Since the largest tenant in the region is offering free food and services, there is no need to go elsewhere. Google is 
making it easy for employees to spend longer hours within their “community” versus going home for lunch or  
leaving work early to go to a gym class. 



A Legal Perspective for the flexible Workforce
Just because an employee is out of sight, doesn’t mean they are out of mind. Regardless of their “workplace,” 
remote workers are entitled to the same legal consideration as on-site workers.

HEALTH & SAFETY: INJURIES AT HOME
The issue facing employers around workplace injury, when the accident occurred at home or off-site, is WHAT 
the employee was doing WHEN the injury happened. 

This is the test: An employee must be “in the course of their employment” when an accident occurs in order to 
be eligible for Worker’s Compensation coverage. For example, if the employee is getting a coffee and trips on a 
toy and breaks their ankle, they ARE in the course of their employment because it’s assumed that employees 
will rise from their desk to get a beverage. However, if the employee gets up to do laundry and trips down the 
stairs breaking their wrist, the argument would be that the employee had taken themselves out of the course of 
their employment by performing tasks that are in no way relevant or related to their job duties.

The problem is that there are many grey zones. For example, an airline steward was on a layover and got 
mugged on the street. WSIB found she was still in the course of her employment because she was on a layover 
and had no choice but to be in that city. Had the airline steward gone skiing and broken her leg, she would have 
taken herself out of the course of employment.

If an employee claims a workplace injury, regardless of their location, a Form 7 should be issued and an accident 
investigation may be required. A problem is that Workplace Safety Inspections are not routine for employees 
working from home, making injury prevention and accident investigations more difficult.

Under Worker’s Insurance (WSIB), there are many claims of repetitive injuries. Employees should be set up with 
proper ergonomics in mind, and specific to their needs.  Employers will want to discuss the physical set-up of 
the employee’s home workspace including, but not limited to, desk height, chair, ergonomic keyboard, etc.

CLAIMING OVERTIME: WHAT IS “OVERTIME” AT HOME?
An employee can appear to be logged in at all times – and it may be difficult for an employer to know if they 
were working, and thus determine what constitutes overtime. What if the employee stopped working at the 
end of their day, and then took a work call later in the evening – at what point did work end and resume again?  
What if the employee is working on and off on a public holiday like Canada Day - is holiday pay required? The 
best way to address “overtime from home” or “statutory holiday pay from home” is to require all employees to 
request and get authorization for working overtime in advance of overtime being performed.

LOCATION OF WORK: ANYWHERE, CANADA, OR SAME CITY?
In the context of a virtual work arrangement, it’s important that the employer spell out what is considered 
“home” or the acceptable distance from which the employee can reside from the place of work. In other words, 
an employee cannot simply move to another country, another province or another city without express  
permission from their employer, unless the employment agreement states that the location is appropriate. An 
employer can decline a work location that is too far when and if it’s clear in the employment agreement.

RECALLING WORK-FROM-HOME OR REMOTE WORKING ARRANGEMENTS
Sometimes, work from home options are informal and may not be an expectation of the employer or employee. 
When remote work options are permanently available, they become an expectation and may be seen as a right 
– in which case the employer can’t change the work arrangement at a moment’s notice. If remote work is seen 
as a benefit, then changing it requires: a notice period similar to notice of termination; offer and acceptance in 
writing with proper time to seek legal counsel; and it cannot be used as a punitive measure by the employer.



Technology for the Flexible Workforce 
Companies can leverage many effective tools to enhance the leadership of, and connection to, their remote  
workforce. Here are just a few: 

VIDEO CONFERENCING 

  Zoom
  Offers easy to use HD video/audio conferencing, instant messaging and webinar tools for many 
  platforms. Our firm uses this tool and can attest to how easy it is to email a link to anyone you 
  want to “meet” with via Zoom. There is no need to download additional software. During meetings, 
  you can screen share for live demonstrations, as well as have a chat going to avoid interruptions. 
  There is a FREE version with a 40-minute time limit, or you can purchase the ‘Business Option’ for 
  $27 per user, per month. www.zoom.us/pricing 

  Google Hangouts 
  Easy to join video calls so you can meet with team members face-to-face regardless of your location. 
  There is no need to download plug-ins or software. Meeting participants can join via their laptop or 
  PC using a webcam, or they can use their phones providing they have the appropriate iOS or 
  Android app downloaded. The Hangouts host needs a Gmail account, but external guests can join 
  without an account by using the meeting URL. Google Hangouts are FREE, but it is recommended 
  that businesses download G Suite to gain access to other tools (such as increased cloud storage). 
  Cost ranges from $3 to $25 per user, per month. www.gsuite.google.com/products/meet/ 

  Microsoft Teams 
  Formerly known as Skype for Business, Microsoft Teams offers video and chat capabilities that 
  integrate with your existing MS Office environment. Users can schedule video meetings from 
  Outlook and it’s designed to be scalable to the size of your business. A FREE version is available with 
  basic functionality and the full version is available with Office 365, which ranges in 
  price from $6.40 to $25.60 per user, per month. www.skype.com/en/business/ 

FILE SHARING / PROJECT MANAGEMENT 

  Slack
  Offers collaboration software for teams working remotely. Using channels, users can message, use 
  tools and share files. Unlike email chains, users can include or remove themselves from any channel 
  to create efficiency. Voice and video calls are also available via Slack. The Standard version is FREE 
  (best for small teams) and the Plus version (offering extended functionality) is $6 to $13 (USD) per 
  month, per user. www.slack.com/intl/en-ca/pricing 

  Cisco Webex Teams 
  An easy to use collaboration tool that offers instant messaging, file sharing, white boarding and 
  video messaging tools for remote teams working on projects together. If you have Cisco telephony in 
  your company you may already have access to Jabber which provides instant messaging, voice and 
  video calls, voice messaging, desktop sharing and conferencing. A 30-day FREE trial of 
  Webex Teams is available. Paid packages range from $17.95 to $35.95 per month, per user. 
  www.webex.com/pricing/index.html

http://www.zoom.us/pricing
http://www.gsuite.google.com/products/meet/
http://www.skype.com/en/business/
http://www.slack.com/intl/en-ca/pricing
http://www.webex.com/pricing/index.html


  Google Drive 
  This includes Google Docs, Sheets and Slides – all three allow users to share, store and access files on 
  a secure, cloud-based platform. A FREE trial is available and paid accounts start at $8 per month, per 
  user, plus $1 per 25GB of storage. You pay for what you use in terms of users and storage so prices 
  vary for businesses. www.cloud.google.com/drive-enterprise/ 

  Base Camp
  A project management tool that allows teams to share to-do lists, assign tasks, set due dates for 
  projects and add notes to files. Teams can also set up message boards, share schedules and store 
  files. A 30-day FREE trial is available or businesses can register for Total Basecamp Business for $99   
  per month (no per user fees). www.basecamp.com/signup   

VIRTUAL / SHARED OFFICESPACE

  Sococo
  Companies with a predominately remote workforce, may see value is forming an online workplace   
                            where teams can schedule calls, meetings, screen shares and whiteboard sessions, as well as    
  share documents. There is even a virtual “office” with blinking avatars to represent your colleagues
  – you can see where teams are “meeting” and even virtually “knock” on someone’s door. Prices range 
  from $11.69 to $13.49 per month, per user. www.sococo.com/pricing/ 

  We Work
  Another option is to rent office space. We Work offers everything from single offices, to meeting 
  rooms and even entire headquarters (fully custom spaces). Prices vary based on location, number of 
  people and duration of stay. www.wework.com/l/toronto 

HARDWARE

  Logitech GROUP
  Pairing up with any standard TV/display and computer, Logitech’s GROUP line of video 
  collaboration devices offer HD cameras, nose-and-echo-cancelling microphones, and both USB and 
  bluetooth-enabled speakerphones. The entire kit costs around $1,500 to $1,750 depending on vendor.

  Microsoft Surface Hub
  A little pricier (around $9K USD) the Microsoft Surface Hub is a meeting room collaboration solution 
  that integrates with Microsoft Teams and offers a 50.5” screen sporting a 4K+ resolution and 
  interactive collaborative white-boarding. Check out the Microsoft Mechanics video for the original 
  Surface Hub and the new Surface Hub 2S. 

Hiring solutions for any workforce arrangement. 
We have the talent you need.

AltisProfessional.com 

ADDITIONAL RESOURCES!
To download TWO additional guides: 
Best Practices for Employers and 
Best Practices for Employees, 
visit our blog here: 

https://blog.altisprofessional.com/asset/
best-practices-for-employers/
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