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About HCM International

▪ HCM is a leading international and independent advisory firm with a focus on the strategic aspects of Corporate 

Governance, Compliance, Finance, Compensation and Cultural Transformation.

350+ Clients

20+ Professionals

2001 Foundation

Chair of GECN
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Megatrends currently shaping Work 4.0 relate to shifts in society and 

bring room for creativity and innovation

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 

New Demographic Mix

Digital Transformation

Changes in Value
Flat hierarchies and less rules

Inspirational, open and inclusive leadership

Mobile-flexible work

Health and well-being

Engagement, continuous learning and development

Network structures and agile project organizations
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COVID-19 has accelerated the transition to work 4.0

Higher efficiency through increased 

availability and less travelling

Greater diversity and therewith, 

productivity and innovation

Increase employer’s attractiveness by 

offering employees more flexibility

Setup a hybrid workplace strategy

Balancing leadership challenges

Create routines for social exchange 

and networking

▪ YY

COVID implications on work environments
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Remote work gained momentum

Morning Consult, 

Jan 2022

WirtschaftsWoche, 

Jan 20222
PWC Study, 

2021

Harvard Business 

Review, 20211
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3,7

3,8

3,9
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4,1

4,2

Convition of being able to 

successfully complete 

tasks at home

(1 = not at all, 5 = very strong)
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1. Source: Bloom, N. Don’t Let Employees Pick Their WFH Days. 2. Primary Source: Zacher, H., Rudolph, C. W. & Janzen, R. University of Leipzig 

Satisfaction with Home-Office

(1 = not satisfied, 5 = very satisfied)Share of remote 

workers who… 

…enjoy working 

remotely

87%

… are more likely to 

apply for jobs that 

offer remote work

78%

16%

(data from 2021, in 

comparison to 2020)

Employers who 

believe that 

employees were 

less productive

How often do 

workers want to work 

from home?

5 days a week: 31.7%

4 days a week: 7.9%

3 days a week: 14.5%

2 days a week: 14.8%

1 day a week: 10.1%

Rarely or never: 20.8%

%
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A transformation of work models can also be seen in Switzerland

Key success factors for Work 4.0 transformation1

17%

15%

15%

14%

Open communication and feedback

Culture of trust and informality

Mobile-flexible work environment (incl.
Availability of digital infrastructure)

Shared values and common
understanding of success

27%

26%

26%

15%

Breaking with traditional structures and
norms

Building up new forms of leadership

Cultural and mindset transformation

Support from the top
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Source: HCM Study “Work 4.0”. 1 Extract. Multiple answers were possible. 

The main challenges faced in Work 4.0 transformations1

Transformation of work forms
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High

Low

Traditional 

work forms

13%

New work

forms

18%

Combination of 

work forms

69%

Medium

54%

36%

10%

43%
56% 60%

57% 33% 20%

20%11%0%

27%

Empowerment and 

trust in team

15%

Passion and role model behavior

24%

Communication 

skills
24%

Personal skills

11%

Agility and flexibility

Leaders’ competencies required in Work 4.01
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Four key areas for the transformation to Work 4.0
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1

2

4

Workplace

Leadership

Performance Management

Culture

3
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Five potential models for a post-pandemic workplace

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 

Source: https://hbr.org/2021/06/5-models-for-the-post-pandemic-workplace

As it was Clubhouse
Activity-based 

working
Hub and spoke Fully virtual

▪ Nine-to-five in the office

▪ Maybe more hygienic and 

flexible

▪ Office as social hub for 

collaborative work 

▪ Home for focused work

▪ Variety of workspaces in the 

office itself, no assigned desk

▪ Employees working remotely a 

couple of days a week

▪ Satellite offices in suburbs and 

neighborhoods

▪ Less commuting time

▪ Work from anywhere

▪ No office space required

1 2 3 4 5

Workplace
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Example of DZ Bank

▪ The office of the future will be more flexible and tailored to different needs, and differentiates more strongly between collaboration and 

focus work.

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 

Workplace
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Although the possibility of work from anywhere brings many chances, 

there are certain pitfalls that should be considered

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 

Freedom
Well-being

Diversity

Productivity

Cost savings

Talent

Environment

Engagement

Communication

Knowledge sharing

Organization
Technology

Data security & regulation

Culture & team spirit

Performance evaluation

Guidelines

Workplace

Chances and pitfalls
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The transformation from traditional work to work 4.0 requires new 

leadership approaches

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 

https://www.alexandria.unisg.ch/253026/1/HSG_Studie_NewWork_010617.pdf

Agile, project-based 

teams

Significantly less 

direct interaction

Stable line 

organization

Need for new forms of leadership

Leadership

Cognitive, behavioral, 

and emotional leadership
Culture of understanding 

and fault tolerance

Support of bi-modular 

organizational structure

interplay

https://www.alexandria.unisg.ch/253026/1/HSG_Studie_NewWork_010617.pdf
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Increasing need to create a culture of trust, characterised by a deep 

sense of team spirit and "we together”
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Transactional leadership Transformational leadership

Leadership through concrete objectives, 

target setting and performance 

achievement (incl. individual ratings)

“Do the things right”

Leadership through inspiration, 

empowerment and mental stimulus 

(common objective and purpose)

“Do the right things”

Leadership

Task management and 

command & control

Multifaceted leadership style 

with a spirit of innovation
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10 do’s for virtual leadership

1. Empower teams

2. Give direction, communicate vision, reduce complexity

3. Keep virtual teams small

4. Define meeting goals and provide guidance

5. Understand digital economy

6. Balance frequency of contact

7. Pay attention to email tone

8. Establish agile working and quick decision making

9. Experiment and drive innovation

10. Be present and approachable

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 

Leadership



hcm.com | 14

Continuous PM Cycle

Organisational transformation calls for a new performance management 

cycle

Oct-Dec’20 Jan-Mar’21 Apr-Jun’21 Jul-Sep’21 Oct-Dec’21 Jan-Mar’22

T
im
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n

v
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s
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Traditional PM Cycle

T
im

e
 t
o

 i
n

v
e

s
t

Individual performance 

assessment of 

previous yearTargets

Rigid and pre-

defined process

➢ Planning

➢ Monitoring

➢ Reviewing

➢ Rewarding

Targets

➢ Planning

➢ Adjusting

➢ Learning

➢ Developing

Performance Management

Flexible 

targets

Ad hoc / instant 

feedback

Regular “check-

ins” with team

Constructive 

dialogue on 

development

Strategy 

transfer
Culture of 

mistakes and 

learning
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The future of target assessment should follow a holistic rather than a 

mechanistic assessment

▪ Possibility of considering dependencies 

among achievement of different goals
▪ More flexibility for performance 

differentiation

Holistic assessment

Target assessment

Performance Management

▪ Fewer concrete targets are required

Mechanistic measurement instead of

▪ No rating

▪ Development of employees

▪ Forward looking

#1 ESG
Improving 

Sustainability

Requirements «OKR» concept Illustrative milestones for #1

monthly

quarterly

Frequency

#2

#3

simple, concrete, quantifiable

ambitious, realistic

specific

limited in time

Key Topics

Individual level:

Registration of all emissions 

(scope 3) for supply side
annually

Team level:

Review of following all KPIs 

relevant for MSCI-Rating «BB»

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 
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Success sharing as an approach for employee appreciation to unbundle the 

elements of feedback, development and compensation

Appreciation in form of…

Target achievement

and discretionary

approaches

Success sharing

Unburdened exchange and 

communication, goals for

leadership purposes

Feedback

Perspectives and career 

development

Development

Appreciation for

common success

Compensation

One combined process, including an individual overall rating and often resulting in a bonus declaration

Leadership Pay

Culture

Copyright © 2022 by HCM International Ltd. All rights reserved. Not for further use, reproduction, or distribution without the express prior written permission of HCM International Ltd. 
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compensation based on shared success that

encourages engagement in multiple projects/teams

incentive to support other employees

and work together

increased incentive to involve all employees

Profit sharing as a solution due to... lead to…

Profit-sharing helps to master new requirements and challenges

companies face

New demographic

mix

Digital 

transformation

Change in values

Megatrends…

new demographic mix with high diversity

demand for diverse and innovative skills

intrinsic motivation and need for

social interaction at work

Culture
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In summary, the following fields of action result in order to adapt work 

4.0 in your own company

Enable leaders to embed a transformational leadership approach as well as to build virtual leadership skills

Focus on continuous dialogue and development to address changing needs of employees

Embed a culture of collaboration and trust with an aligned compensation strategy to remain an attractive employer

Set up a workplace strategy in consideration of the changing working habits and remote work gaining momentum

Three megatrends are leading the transition to work 4.0 which has been accelerated by Covid

Culture

Performance Management

Leadership

Workplace
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