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Remote work has rapidly evolved to 
become a key business imperative, a 
critical talent attraction, retention, 
and employee experience tool that’s 
high up on the executive agenda. It is 
giving rise to diverse employee and 
employer-driven scenarios, ranging 
from short-term, day-limited cross-
border remote work, enabling people 
to work overseas for short periods, to 
virtual assignments and virtual teams, 
as well as longer-term arrangements 
and international remote hiring. 

The results of Deloitte’s Global Remote 
Work Survey (1), a cross-sector survey 
encompassing more than 820 participants and 
45 countries, highlight that organisations are 
at very different points on their remote work 
journeys. Whilst organisations are optimistic 
about the opportunities remote working can 
bring, there is evidence of a gap between the 
ambition behind remote work policies and the 
challenges of how to operationalise remote 
work in a way that enhances talent and 
corporate culture strategies whilst managing 
complex tax, legal and business risks. 

The Evolution From 
Displacement To Dispersal Of 
The Workforce: Embracing The 
Realities Of Remote
Whilst 35% of organisations surveyed 
currently allow employees to work remotely 
from other countries, there are significant 
regional differences, with this number rising to 
52% for EMEA head-quartered organisations. 
Freedom of movement within the EU/EEA 
and existing practices for frontier workers has 
meant that many organisations are further 
along their remote work journey in the region, 
when compared to those based in either the 
Americas (25%) or Asia Pacific (37%). 

As we analyse the data further, amongst 
organisations that allow their people to fully 
work remotely in-country, 50% have enabled 
cross-border remote working in some way. 
This group is also more likely to be thinking 
about their remote work policies in terms of 
talent attraction and retention. This points to 

a strong correlation between an organisations’ 
overall ‘future of work’ and workplace strategy 
with the way they are approaching the topic 
of cross-border remote work. 

Why Now? 
What are the key drivers behind organisations 
enabling remote work for their people? Our 
survey suggests most organisations see 
remote work as a way to drive their talent 
strategies and objectives. 

When asked why they are implementing 
remote work, some of the most frequent 
responses included enhancing employee 
experience (84%), expanding the talent pool 
(59%), promoting diversity and inclusion (39%), 
and enabling an alternate career path for 
employees (10%). These drivers are unsurprising 
given that in 2022, CEOs ranked labour and skills 
shortages as the #1 external issue expected to 
influence or disrupt their business strategy (2). 

This data not only reinforces the view that 
remote work is here to stay as a key talent 
strategy, but also suggests that organisations 
are actively looking at the trends in the post-
pandemic workforce to ensure they are 
competitive when compared to their peers 
and aligned with their objectives to expand 
the talent pool, support diversity and drive 
sustainability goals.

While some driving forces may be similar 
across industries, the impact on people, their 
purpose, the work they do, and importantly, 

where and how they do it, will be very 
different across sectors, businesses and roles. 
In order to unlock ongoing potential, leaders 
are shifting their thinking on talent and the 
very nature of work itself. Remote work, in 
its various forms, is one of the many levers’ 
organisations can pull to unlock that potential 
and realise longer-term talent ambitions. 

Operationalising The Strategy: 
Drawing The Red Lines
While organisations are keen to unlock the 
benefits of remote and hybrid work, they 
also need to understand the ramifications of 
where their people are working. This is driven 
by a complex mix of considerations, including, 
but not limited to, business tax risk, employer 
and individual tax obligations, immigration, 
corporate governance, employer duty of care 
and sector-specific regulatory requirements. 
Our survey indicates that decision-makers 
are starting to increase their focus on creating 
more robust policies underpinned by process 
and guardrails to guide their organisations. 

Focusing on such issues up-front, can 
help deliver results for both the business 
and employees, whilst taking steps to 
meet compliance with external legal, tax 
and regulatory requirements – not an easy 
balancing act! 

As shown in Fig 1 the top three guardrails’ 
organisations are implementing for cross-
border remote work are:

Remote, Controlled: Insights To 
Enable Your Approach To Cross-

Border Remote Working

Figure 1: Policies Implemented to Enable Cross-Border 
Remote Working (Deloitte's Global Remote Work Survey)
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1. Requiring that the employee must have 
the immigration right to work in the 
remote work jurisdiction (64%).

2. Stipulating a prescribed time limit on 
remote working duration (58%), and 

3. Setting an eligibility criteria – the 
individuals must be an employee, not a 
contractor (48%). 

Some organisations are using technology 
tools to help stress test their approach - 
i.e., reviewing their remote work policies 
through various compliance lenses. In 
doing so they can evaluate how robust 
their policies are when assessed against 
compliance requirements, taking into 
account specific employee scenarios and 
country combinations (see the example 
‘traffic light assessment’ in Fig 2). The results 
of such assessments help inform the business 
and define the guardrails they ultimately 
implement to manage risk.  

When it comes to time limits, market 
practice is to define and set a specific day 
threshold. Our survey results (as illustrated 
in Fig 3) show that the leading cross-sector 
trend is to allow up to 20 workdays per year 
(19%), which is closely followed by up to 30 
workdays per year (16%). Organisations tend 

to decide on the allowable number of days 
based on internal discussions (between 
talent, HR, tax, legal, risk and others) and the 
feedback they receive from employees and 
the business.  

Whilst our data suggests that some 
organisations are well along their paths 
to creating and formalising their remote 
work policies, a number of organisations 
are struggling to navigate internal decision-
making. Uncertainty regarding strategy 
and approach is cited as one of the top 
challenges to remote work enablement and 
many admit they have not yet determined 
their guardrails. Almost a quarter (23%) say 
their time limits are still under consideration.

More generally, 30% of those we surveyed 
indicated that they are either still thinking 
about what guardrails to put in place or that 
they currently have no guardrails in place. 
Many of these are enabling a degree of 
cross-border remote work, sometimes on 
an exceptions-only basis but with significant 
investment of time/effort by internal team 
members to conclude on these cases or 
low/no review but with increased risk for 
the business. Waiting too long to implement 
appropriate guardrails is a risky path which 

could compromise the organisation’s 
employer duty of care and/or expose it to 
unmanaged risk and cost. 

Although remote work policies, especially 
those allowing shorter-term restricted 
remote work, have some similar hallmarks, 
each will have unique nuances. Many will 
land on different overall workday thresholds, 
role and activity exclusions, and other red 
lines. By encouraging multi-stakeholder 
collaboration, alignment and buy-in, testing 
and validating design decisions with your 
internal function leaders, as well as broader 
leadership, you can build assurance in your 
remote work choices, implementing a policy 
that can be proactively and confidently 
rolled out across your business. 

Figure 2: Example Test Case Analysis Of Remote Working Policy Approaches

Fig 3: Remote Working Time Limit Thresholds 
(Deloitte's Global Remote Work Survey) 
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Challenges To Operationalisation: 
Closing The Gap
Organisations are keen to enhance compliance 
and mitigate the risk of their remote work 
policies, but our survey suggests that there is 
a gap in organisations’ abilities to manage and 
enforce the guardrails they have implemented. 
Similarly, organisations are struggling with 
considerations around the interaction with 
their business traveller policies as regards tax 
and compliance thresholds.

With Increased Employee 
Dispersal Comes Increased 
Employer Responsibility
Tracking is a particular challenge, with 
fewer than half of our survey respondents 
indicating that they currently track all remote 
work requests. 

Given the complexity and volume of remote 
work requests, some organisations are putting 
more focus on certain areas – international 
remote work requests above a certain 
threshold for example may be examined and 
assessed more rigorously than a short-term, or 
in-state/province/country request.

Fewer than half of the survey respondents 
say they use some form of technology to 
support their remote work policies (46%). 
Most report using some form of in-house 
tool – either with or without an assessment 
tool capability – to conduct tracking. 

Those that do use technology to support 
their tracking and policy, report finding 
value in the insights they are able to achieve. 
Tracking data and aggregation of data 
allows organisations to demonstrate their 
compliance if challenged by authorities. It 
can also aid control functions and other 
stakeholders to make informed decisions 
as they review and evolve their policies and 
review their risk tolerance. Importantly, it 
allows organisations to know where their 
people are and to react appropriately in the 
case of an emergency.

At the start of the pandemic, organisations 
struggled with ‘one single source of truth’ as 
to where their people were. Organisations 
navigated through this but now need to 
implement the lessons learnt from that period 
when they proactively surface and roll out a 
cross-border remote work policy. This includes 
putting measures in place to track remote 
workers and mechanisms to help enforce the 
policies that enable remote work. Individuals 
choosing to work overseas remotely of their 
own volition often do not book their travel via 
central travel systems and, as a result, are less 
visible to the business. Organisations should 
consider implementing appropriate processes 
and technology, with well communicated 
guidance on the degree of remote work they 
will permit, and the measures implemented 
to track or monitor this. We hope that the 
challenges of recent years will never arise 
again, but if they do, organisations need to 

be prepared with lessons learnt, be that for 
international assignees, business travellers or 
remote workers.

Remote Work – What Next?
The market isn’t standing still - business and 
employee requests continue to challenge 
HR and Tax professionals to enable an 
increasingly diverse portfolio of remote work 
options. Organisations that have addressed 
short-term restricted remote work are 
already being asked by business leaders how 
and where can they enable longer-term and 
even permanent remote work scenarios. 

Whilst 69% of the survey respondents said 
they don’t yet permit long-term cross-border 
remote working and 60% say they don’t 
use any alternative employment models to 
manage cross-border remote cases, almost 
a quarter (23%) have implemented virtual 
assignments as part of their remote work 
programme. Long-term remote working may 
bring increased risk and cost for the business, 
and it is critical to have early visibility of such 
cases and gain cross-stakeholder alignment 
as to the business’s approach to risk and any 
red lines.   

As Deloitte’s Great Reimagination(3) report 
reflects, remote work and new ways of 
working offer organisations an opportunity 

to become more human-centred, and 
respond to talent demands and create 
stronger, more resilient businesses. Although 
many organisations are at the beginning of 
their remote work journeys, they do have the 
ambitions to go further to progress aspects 
of their talent strategies. However, there 
is uncertainty around potential routes to 
enablement. Global Employment Companies 
(GECs), Professional Employer Organisations 
(PEOs) and Employers of Record (EOR) - there 
are so many acronyms out there and these 
are not always used in a consistent way! As 
organisations start to explore the potential 
for long-term remote work arrangements, 
some are looking to understand the extent 
to which alternative employment models 
can be utilised.  

Make Remote… Work! 
Whether you are just starting out on your 
remote work journey and looking to give 
more flexibility to your people in advance 
of the 2023 Summer holiday period, or 
are poised and ready to start offering your 
business that suite of longer-term remote 
work packages, here are five key actions that 
can help you move along that curve and 
make remote work work! 

1. Align To Organisational 
Strategy
Every model and approach will look different 
– there is no one-size-fits-all solution here – 
so start by knowing what your organisation 
actually wants to achieve with a remote 
work policy. If your organisation relies largely 
upon site-based employees or has made 
the operational decision to limit days spent 
remote working, the right policy may be to 
allow remote work requests only under very 
specific circumstances. If your strategy is to 
source talent from around the world, you 
may want to focus on developing your cross-
border work models. This will require you to 
assess and collectively agree on any risks your 
organisation is prepared to accept to achieve 
its ambition. Therefore, the first step must 
be to align your remote work strategy to the 
corporate strategy and seek cross-stakeholder 
buy-in to that strategy alignment. 

2. Assess The Risk And 
Understand Your Red Lines
Work with your leadership and relevant 
functions (including tax, compliance, talent, 
HR, payroll and others) to understand what 
you are allowed to do, what you want to do, 
and what you can actually do. Develop a clear 
understanding of the risk and cost tolerance 
as regard remote work and build in controls 
and guardrails to manage this.  Consider how 
those red lines might shift as the business and 
the tax and compliance landscape evolves. 
Make sure the right capabilities and decision-
makers are at the table.  
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potential for long-
term remote work 
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In today’s increasingly competitive world, businesses are having to find new ways to attract, 
acquire, develop, retain, and deploy key talent and skills. As part of this trend Remote Work, 
in its many forms, is challenging HR, Reward and Global Mobility functions to delivery ever 
more innovative and diverse solutions for their business partners. Deloitte’s multi-disciplinary 
approach to supporting clients to enable Remote Work for their organisations couples’ 
market leading strategy consulting, with deep technical capabilities across tax consulting, 
immigration, employment law, regulatory compliance and risk advisory. Find out more here: 
www.deloitte.com/remotework.

3. Identify The Routes To 
Enablement 
There is no ‘off the shelf’ strategy or policy 
that enables remote work, and most 
organisations will find that, even with a global 
policy in place, the approach to enablement 
may need to be adapted to local markets, job 
roles and business units. However, knowing 
your risk tolerances allows you to consider the 
multiple routes to enablement and different 
options and outcomes along the way.

4. Determine How Best 
To Track And Govern Your 
Remote Population
With a clear understanding of what is 
important to the business and what you want 
to achieve, consider which technologies can 
help you manage your remote work policies 
and tracking most effectively. 

There are several technology and tracking 
tools which can provide greater visibility into 
remote work requests and activity, delivering 
better insights and analytics, which lead to 
more efficient programmes, better enablement 
to help you discharge your employer duty of 
care, and improved employee experience 
together with a more robust tax and regulatory 
compliance framework. Technology is also key 
to enabling that the relevant information is 
fed back into payroll (where applicable), legal, 
internal audit and corporate functions. Work 
with the wider business to integrate existing 
data flows, including interaction with other 
policies and business travel.

5. Stay Connected To The Long-
Term Strategy And Employee 
Experience 
Don’t lose track of why you are doing this 
and who it is for. Think carefully about how 
your remote work policies and controls 
might impact the employee experience and 
what they might mean in terms of culture 
for existing and new hires, benefits (including 
careful assessment of medical, travel and 
other insurance policies), talent development, 
performance management and wellbeing. 
Consider how your remote work policies might 
influence your duty of care as an employer 
and your overall employer brand proposition. 
Make sure you are continuously monitoring 
and measuring your approach to remote work 
and assessing employee feedback to keep your 
programme and policies relevant.

Embrace The Future Of Work, 
Create A Future That Works
As we enter 2023 there is still no universal 
agreement on what today’s workplace 
and work patterns look like. What is clear, 
however, is that employers increasingly 
view hybrid work models that combine 
remote, and in-person work as central to 
their talent strategies, growth objectives 
and culture. Now, organisations are 

focusing on shifting their remote work 
journey from ambition to action.

It is a journey of evolution, and every 
organisation is at their own unique point in 
that journey, depending on their business 
objectives, role requirements, risk appetites, 
and talent strategies.
Based on our survey results and conversations 
with Deloitte clients around the globe, a robust 
remote work policy needs to be tethered 
to clear business goals and a deliberate 
strategy. Actions need to be taken in several 

areas spanning strategy, the assessment of 
risk, enabling the employee experience, and 
technology to strengthen and operationalise 
remote work programmes.
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