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Remote/Hybrid Culture & Wellbeing

Executive Summary

Remote and hybrid work arrangements have rapidly shifted from a pandemic necessity to a permanent
feature of organizational life, including in the NGO sector. These flexible models offer clear advantages:
employees enjoy greater autonomy and work-life balance potential, organizations can tap global talent and
reduce overhead costs, and even nonprofit boards have reported improved collaboration when meeting
virtually. However, along with these benefits come significant challenges. Research reveals a paradox: fully
remote employees often exhibit higher day-to-day engagement with work, yet report lower overall well-
being compared to their hybrid or on-site counterparts. In practice, many remote workers experience
isolation, stress, and blurred boundaries between work and home life.

For NGOs - typically mission-driven, resource-constrained, and dispersed across regions - building a strong
organizational culture and safeguarding staff well-being in a remote or hybrid context is both crucial and
attainable. This guide presents evidence-based insights and actionable strategies to help NGOs cultivate a
healthy, inclusive culture for remote and hybrid teams. It includes a synthesis of recent research (with at
least 12 credible sources, including several from 2023-2025), a step-by-step framework for implementation,
practical tools and templates, real-world case vignettes, metrics to monitor success, risk mitigation
approaches, and handy checklists and glossary terms. Throughout, we highlight both the positive outcomes
and the dissenting perspectives: for example, new studies show well-managed hybrid schedules can
maintain productivity and drastically improve retention ' 2 , while some leaders voice concerns that
remote work may erode teamwork and culture if not addressed 3 .

Key Takeaways: Remote and hybrid work are here to stay in some form, and NGOs that adapt proactively
can reap benefits like higher employee satisfaction, wider talent pools, and potentially more effective
governance. Success requires intentional effort: investing in technology and security, training managers in
remote leadership, fostering regular communication and social connection, and instituting policies that
encourage work-life balance and equity between remote and in-office staff. By using the frameworks and
tools in this guide, NGOs can create a supportive remote/hybrid culture that promotes both organizational
effectiveness and the well-being of their people.
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Evidence Table (Key Findings | Strength of Evidence | NGO

Implications)

Key Finding

Strength of Evidence

Implications for NGOs

Hybrid work (mix of office and
remote) can yield equal
productivity and promotion rates
as full in-office work, while
reducing turnover. In a large 2024
study, employees working from
home 2 days/week were as
productive and no less likely to be
promoted than peers on-site, and
resignations dropped 33% under
hybrid 1 2.

Fully remote workers report
higher engagement but lower
well-being compared to hybrid
workers. Gallup found only 36% of
fully remote employees “thriving”
in life, versus ~42% of hybrid or
office-based peers, and remote
staff reported more stress,
loneliness, and sadness.

Remote work can improve
organizational inclusivity and
participation. During COVID-19,
66% of nonprofits saw improved
board collaboration and higher
meeting attendance after shifting
to virtual meetings. Virtual formats
gave everyone an equal seat at the
table, encouraging input from less
vocal members and geographically
dispersed stakeholders.

Randomized controlled
trial (Nature, 2024) on
1,600+ employees; strong
evidence from a credible
study 1 .

Large global survey data
(Gallup, 2023); robust
trend observed across
industries.

Sector-specific survey
(2021) of nonprofit
boards; credible
observational data.

Embracing hybrid schedules can
improve staff retention and morale
without sacrificing performance.
NGOs can confidently offer 1-2
remote days per week to attract
and keep talent (especially for
those with long commutes or
caregiving duties).

NGOs with fully remote teams
must actively support employee
well-being and mental health. High
engagement alone isn't enough -
leadership should institute
wellness programs, encourage
social interaction, and monitor for
burnout.

NGOs can leverage remote tools to
democratize participation - for
example, engaging regional staff
or community members via video
calls. An inclusive remote culture
can amplify diverse voices (e.g.
youth, field staff) that might not
attend in-person meetings.


https://siepr.stanford.edu/news/hybrid-work-win-win-win-companies-workers-study-finds#:~:text=one%20of%20the%20world%E2%80%99s%20largest,based%20peers
https://siepr.stanford.edu/news/hybrid-work-win-win-win-companies-workers-study-finds#:~:text=On%20a%20third%20key%20measure%2C,the%20company%20millions%20of%20dollars
https://siepr.stanford.edu/news/hybrid-work-win-win-win-companies-workers-study-finds#:~:text=one%20of%20the%20world%E2%80%99s%20largest,based%20peers

Key Finding

Strength of Evidence

Implications for NGOs

Unmanaged remote work can
blur work-life boundaries and
increase stress. Studies by
international bodies (ILO/
Eurofound) and academics found
that remote employees tend to
work longer hours and face more
work-home conflict, leading to
higher stress levels. Women and
caregivers may be especially
affected as they juggle home
duties alongside remote work.

Access to talent and diversity
can increase under remote/
hybrid models. NGOs report that
being location-agnostic allows
hiring or involving people from
different regions, leading to more
diverse teams 4 5 .Small
nonprofits initially reluctant about
remote work later found
productivity did not drop, and
appreciated the ability to include
staff/volunteers beyond their
locale 6 .

Many employees value remote/
hybrid flexibility, though
preferences vary. Surveys show a
growing share of workers prefer
full or partial remote schedules -
e.g. 41% wanted to stay fully
remote as of 2022-23, up from 29%
in early 2021 7 - while about 22%
prefer mostly in-office 7 . Most
others favor something in
between.

Consistent findings from
a 15-country survey (ILO,
2017) and multiple
studies (2020-2022);
moderate evidence with
clear consensus on stress
risk.

Anecdotal but
widespread reports from
NGO leaders in panel
discussions (2022) 4

6 ; aligns with hiring
trends data.

Multiple workforce
surveys (Business Insider
2021 & 2023) 7 ; reliable
trend data on employee
preferences.

NGOs should establish clear
boundaries in remote work policies
(e.g. respecting off-hours,
encouraging use of leave) and
provide training on time
management. Supporting flexible
schedules and caregiving
accommodations is crucial to
prevent burnout in a remote
setting.

Remote work can be a strategic
advantage for NGOs: by recruiting
globally or outside expensive cities,
they can find specialized skills and
improve workforce diversity. To
capitalize on this, invest in good
onboarding and communication
practices that integrate newcomers
from afar.

Offering remote or hybrid options
is increasingly important for NGO
staff recruitment and satisfaction.
One size won't fit all: NGOs should
consider flexible policies or hybrid
arrangements to accommodate
different employee needs while
maintaining team cohesion.
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Key Finding

Strength of Evidence

Implications for NGOs

Concerns about culture and
innovation loss in remote
settings are prompting some
leaders to urge returning to office.
High-profile CEOs have argued that
prolonged remote work hurts
mentorship, creativity, and
organizational culture 3 .Some
early studies of fully remote teams
(pre-hybrid focus) noted declines in
collaboration effectiveness over
time, especially if remote work is

Notable opinions (e.g.
Elon Musk, Jamie Dimon)
and some pre-2020
studies; evidence is
mixed and often context-
dependent 3 .Recent
HBR analysis (2025) also
flags hybrid work
challenges in
collaboration and social
connectivity (Cappelli &
Nehmeh).

NGO leaders should not dismiss
these warnings: culture can erode
without effort. Mitigate this by
intentionally fostering team
bonding, knowledge sharing, and
innovation in a virtual
environment. Use hybrid meet-ups
or retreats for complex
brainstorming, and ensure remote
staff have growth opportunities
(e.g. virtual mentorship programs)
to sustain a strong culture.

poorly managed.

Table: Summary of research evidence on remote/hybrid work and implications for NGO culture and employee well-

being.

Step-by-Step Framework for Building a Remote/Hybrid Culture

Implementing a thriving remote or hybrid work culture in an NGO requires a deliberate, stepwise approach.
Below is a step-by-step framework to guide leaders and HR practitioners through this process:

1. Assess Needs and Readiness: Begin by evaluating your organization’s current situation. Survey

employees about their remote work experiences and needs (e.g. do they feel connected? what
challenges do they face?). Audit your existing technology, policies, and management capabilities for
supporting remote work. Understand job roles - which can be done remotely, which require in-
person presence - and identify any legal or security considerations for remote setups. This
assessment will highlight gaps to address (for example, inadequate home internet for some staff, or
managers untrained in leading remote teams) and set a baseline for measuring progress.

.Develop Clear Remote/Hybrid Work Policies: Create or update policies to establish clear

expectations for remote and hybrid work. Define who is eligible to work remotely and how often
(e.g. fully remote vs. minimum days in office), core working hours or time-zone expectations,
communication norms, and performance measures. Include guidance on work hours and response
times to prevent the “always on” trap - for instance, specify that emails after hours can wait until the
next day. Also cover practical aspects like equipment provision, IT support, data security protocols,
and stipends for home office needs if applicable. A well-defined policy ensures fairness and
consistency, so remote employees know what is expected and don't feel disadvantaged or uncertain
compared to office staff.

. Train and Support Managers: Managing a distributed team requires new skills. Invest in training

supervisors on topics like outcome-based performance management (focusing on results, not
micromanaging hours online), effective virtual communication, and empathy in remote leadership.
Emphasize the importance of regular check-ins with team members and how to sense and address
morale or workload issues from afar. Encourage managers to set the tone on work-life balance (for
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example, by not scheduling late meetings and by taking breaks themselves). Provide tools or
playbooks for running inclusive hybrid meetings (e.g. ensuring remote participants are heard
equally). Strong managerial support is pivotal - research shows that engaged, supported employees
are far less likely to quit, especially in remote settings.

. Strengthen Technology and Infrastructure: Equip your team with the right tools to collaborate
seamlessly. This means reliable video conferencing software, group chat platforms, shared
document repositories, project management systems, and possibly VPN or other security tools for
safe access to servers. Ensure every remote worker has the necessary hardware (laptop, headset,
webcam) and a stable internet connection - NGOs might budget for internet subsidies or provide
MiFi devices in low-connectivity regions. Also, set up an IT helpdesk or point person to quickly
resolve technical issues for remote staff. Providing proper training on these digital tools is equally
important; not everyone is a digital native, and confusion or lack of skill in using platforms can cause
frustration. By leveling the technological playing field, you enable remote team members to
contribute fully without handicaps.

. Foster Communication and Community: Deliberately create channels for both formal and informal
communication. Establish a rhythm of meetings that balances synchronous touchpoints (e.g.
weekly team video meetings, one-on-one check-ins) with asynchronous updates (like email
summaries or chat threads that people can read on their own schedule). Encourage teams to turn
cameras on at least for part of meetings to maintain human connection (while being mindful of
“Zoom fatigue”). Implement virtual “watercooler” moments or social rituals - for example, a optional
Friday video coffee break, team celebrations for birthdays, or dedicated chat channels for non-work
banter and sharing photos. These practices combat isolation by replicating the camaraderie of the
office. Also consider pairing remote employees as buddies or mentors, and rotating who leads fun
icebreakers in meetings to keep people engaged. Remember, consistent, transparent
communication from leadership about organizational news and decisions is critical in a remote
setting to build trust and alignment.

. Promote Well-being and Work-Life Balance: Embed well-being into your remote culture.
Encourage employees to set boundaries - for instance, take lunch breaks away from the computer
and log off at a reasonable hour. Model this from the top: leaders should avoid sending late-night
messages and should openly take personal time off to signal that it's okay to recharge. Provide
resources for mental health and wellness, such as an Employee Assistance Program (EAP) or
partnerships with counseling services (many of which now offer tele-counseling). Some NGOs hold
virtual meditation or yoga sessions, or share wellness challenges (like step-count competitions) that
remote staff can join. Ensure that sick leave and mental health days are normalized even when
working from home (it's easy for staff to work while ill if the "office" is next to their bedroom, so
explicitly remind them to rest when needed). By prioritizing well-being, you address the documented
stress risks of remote work and help your team sustain energy and motivation for the long haul.

. Ensure Equity and Inclusion: A healthy remote/hybrid culture is one where no one feels like a
second-class employee. Take steps to integrate remote and in-person staff as one team. For
hybrid meetings, invest in inclusive meeting tech (like good conference room cameras/microphones)
so remote folks can hear and be heard. Distribute opportunities equally: if office staff get to attend a
conference or training, find ways for remote staff to access similar development opportunities
(virtual conference passes, travel stipends occasionally, etc.). Guard against proximity bias - where



managers might favor those they see in-person more often. Performance evaluations should be
based on results and contributions, not where someone works from. Solicit input from remote
employees on decisions and make sure their accomplishments are visible across the organization
(for example, highlight remote field staff achievements in internal newsletters). Inclusion also means
being mindful of time zones and cultural differences on a global team: rotate meeting times if
possible and respect local holidays. An equitable approach prevents resentment and keeps your
culture unified.

8. Measure, Learn, and Iterate: After implementing remote/hybrid initiatives, continuously evaluate
their effectiveness. Use some of the Metrics/KPIs in this guide (e.g. engagement scores, turnover
rates, feedback from pulse surveys) to gauge how culture and well-being are trending. Perhaps
schedule a 6-month and 12-month review of your remote work program: What's working well?
Where do people still feel pain points (communication gaps, loneliness, overwork)? Gather feedback
directly through anonymous surveys or focus groups. Use this data to refine your approach - for
instance, you might discover the need for an annual in-person retreat to strengthen bonds, or that
employees want clearer career paths while remote. Remote work culture is still new for many
organizations, NGOs included, so treat it as a learning journey. Stay updated on emerging best
practices and be willing to adjust policies (e.g. adding a monthly in-office day if teams crave face-to-
face time, or further flexibility if productivity is strong). By iterating, you ensure the culture remains
resilient and responsive to your team'’s needs.

Each of these steps builds on the previous one. In summary, plan thoughtfully, invest in people and
tools, and actively nurture your organizational culture. With these steps, an NGO can create a remote or
hybrid work environment where employees feel connected, supported, and empowered to do their best
work in pursuit of the mission.

Tools / Templates

Implementing a remote or hybrid work culture is bolstered by using the right tools and templates to
streamline communication, collaboration, and well-being practices. Here are some practical tools and
resources NGOs should consider:

+ Communication & Collaboration Platforms: Utilize reliable platforms that keep your team
connected. For instance, video conferencing tools like Zoom or Microsoft Teams enable face-to-face
meetings and webinars; chat applications such as Slack or Mattermost facilitate quick daily
communication and team discussion channels; and collaborative document suites like Google
Workspace or Microsoft 365 allow real-time co-editing of proposals, reports, and spreadsheets.
Some NGOs also use shared knowledge hubs or intranets (e.g. Notion, Confluence) to document
processes and keep everyone informed.

* Project Management and Coordination Tools: Remote teams need clarity on tasks and timelines.
Tools like Trello, Asana, Monday.com, or Basecamp can help plan projects, assign responsibilities,
and track progress visually. These platforms keep everyone on the same page and reduce email
overload by centralizing to-do lists, deadlines, and updates. Many of these tools have free or
discounted versions for nonprofits.



* Virtual Team-Building & Engagement: Leverage tools that help build camaraderie despite distance.
For example, platforms such as Donut (a Slack plugin) can randomly pair employees for virtual coffee
chats. There are also online team games and icebreaker apps (Kahoot!, Mural for collaborative mind-
mapping, Jackbox games for a fun break) that can be scheduled periodically. Consider using a pulse
survey tool (like Polly or Microsoft Forms) to routinely check in on morale and get feedback on
remote work experiences.

Wellness and Time-Management Aids: Encourage the use of well-being apps that support remote
workers’ health. This could include meditation or mindfulness apps (Calm, Headspace - sometimes
available with nonprofit discounts), or simple productivity timers (Pomodoro technique apps) to
remind staff to take breaks. Some organizations implement a shared “virtual lunch hour” block on
calendars or send gentle nudges using tools like Slack bot reminders to stretch or stand periodically,
which can be pre-configured as part of a wellness initiative.

Templates and Guides: Develop or adopt templates that set standards and save time. Key ones
include:

Remote Work Policy Template: A document outlining all the rules and guidelines for remote/hybrid
work (working hours, communication etiquette, security protocols, etc.). Many HR consultancies and
organizations like SHRM provide sample templates that can be tailored to NGOs.

Home Office Safety Checklist: A simple checklist template for employees to ensure their home
workspace is ergonomic and safe (covering chair/desk setup, screen height, lighting, etc.). This can
be distributed as part of onboarding for remote staff.

Meeting Agenda and Notes Template: Standardize a template for virtual meeting agendas that
assigns roles (facilitator, timekeeper, note-taker) and includes time for casual check-in, especially for
remote meetings. This ensures meetings are inclusive and on track. Provide a shared document for
meeting notes accessible to all, so those who couldn’t attend can catch up.

Team Charter or Communication Agreement: A template where teams collaboratively write down
how they will communicate and behave remotely - for example, “we will respond to messages within
24 hours,” “we will hold optional video social chat on Fridays,” “we respect lunch hours,” etc. This
document can serve as a reference and be included in onboarding materials.

Employee Check-In Form: A short template for managers to regularly check in on remote
employees’ workload and well-being (could be a form with prompts like “What's going well this
week? Any challenges? How are you feeling about your work-life balance?”). This encourages
consistent support and can be used in one-on-one meetings.

By incorporating these tools and templates, NGOs create an enabling infrastructure for remote and hybrid
teams. The right technology reduces friction and isolation, while templates ensure consistency and clarity in
how remote work is conducted. Always remember to provide training or orientation on new tools, so all
staff - regardless of their technical background - can use them effectively and feel included.

Case Vignettes

To illustrate how remote/hybrid culture and well-being initiatives play out in practice, here are two real-
world inspired case vignettes from the NGO sector:



Vignette 1: Capacity-Building NGO Expands Reach and Reinvents Culture

Background: The Center for Excellence in Nonprofits (CEN) is a mid-sized NGO focused on training and
consulting for other nonprofit leaders. Pre-2020, CEN operated entirely in-person, hosting workshops and
coaching sessions at their office in the Bay Area.

Challenge: When the COVID-19 pandemic hit, CEN had to pivot to fully online delivery virtually overnight.
Post-pandemic, demand for their services grew beyond their region, but the team was unsure how to
maintain their close-knit culture and quality of service remotely. Additionally, high living costs in the Bay
Area meant some staff were considering relocation, which could make an in-person office model
unsustainable.

Action: During the pandemic, CEN quickly adopted Zoom for training sessions and collaborative tools like
Mural for interactive exercises. They realized that their programs could reach nonprofits far outside their
locality. After the immediate crisis, leadership decided to embrace a hybrid model long-term: most client
services remained online to leverage their expanded geographic footprint, while staff could choose to work
from home most days. They gave up a large central office and instead organized quarterly in-person
meetups. Internally, CEN worked to build community at a distance: they instituted a weekly all-hands
video meeting that starts with personal check-ins, and virtual “coffee buddy” pairings so that each week two
random employees would have a casual chat. Managers scheduled one-on-one video calls more regularly to
ensure no one felt “out of sight, out of mind.” They also created a Slack channel specifically for sharing
success stories and client feedback, which helped remind staff of the mission impact and kept morale high.

Outcome: The results were striking. CEN actually grew during the pandemic - they saw increased program
enrollment and even expanded their staff count to handle the demand 8 . By going remote/hybrid, they
could hire talented facilitators living in other states, and even one in a different country, adding diversity to
the team. Employees who had left the expensive Bay Area were able to stay with the organization, working
remotely. CEN’'s geographic network of clients exploded: instead of serving only local nonprofits, they now
regularly train leaders from across the country 8 9 . CEN's CEO noted that remote work “put us to the
test” regarding what truly required in-person presence - and they discovered many services did not. The
team learned to be flexible and build culture from a distance, finding that things like celebrating each
other’s pets or seeing personal backgrounds in video calls actually made colleagues feel more personally
connected than before 10 . Challenges remained (e.g. some Zoom fatigue, and deciding which client
engagements truly needed face-to-face interaction), but the organization struck a new balance. They
concluded that remote work, coupled with intentional culture-building, allowed them to further their
mission more effectively and inclusively than ever.

Vignette 2: Small Advocacy Nonprofit Balances Remote Work with Well-being

Background: GreenFuture Advocates is a small environmental NGO with 15 employees spread across a large
country. Before 2020, they had a small headquarters where half the staff worked in-person and the rest
were field-based in different regions. The pandemic pushed the entire team to remote work. Afterward, the
NGO decided to continue without a central office, both to save costs and because the staff appreciated the
flexibility.

Challenge: A year into being an all-remote organization, GreenFuture's leadership noticed worrying signs.
While productivity stayed high (grant reports and campaigns were being delivered on time), several staff
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mentioned feeling burnt out and isolated. In a virtual town hall, team members confessed they missed the
informal brainstorming that happened in the office and that they often worked through evenings. New
hires, who joined after the office closure, struggled to assimilate into the culture - they knew their tasks but
felt no personal connection to colleagues. Additionally, managers were finding it hard to mentor junior staff
remotely, and some miscommunications on email had led to minor conflicts. The passion for the mission
was there, but the team spirit was fraying.

Action: The Director of HR proposed a multi-faceted plan to address culture and well-being: - Structured
Social Time: They implemented a “Wednesday Wins" video call - a 30-minute optional weekly session purely
for team bonding, where everyone shares one personal or work win for the week. This replaced the
spontaneous chats that used to happen in hallways. - Buddy System: Each new hire is now assigned a
“buddy” from a different department to meet casually once a week for their first 2 months, to build
connections and learn organizational norms. - No-Meeting Lunchtime and Clear Hours: GreenFuture set
12:30-1:30pm as a universal lunch break with no meetings, and made it policy that internal messages
received after 6pm would not be expected to be answered until the next workday. Leadership explicitly told
staff to unplug after hours, addressing the always-on feeling. - Quarterly In-Person Retreats: Although
fully remote day-to-day, the organization decided to fund a quarterly meetup. Once every three months, all
staff travel to a central location (rotating cities) for two days of in-person workshops, planning, and social
activities. These retreats are partly work (strategy sessions) and partly play (team dinners, outings),
reinforcing bonds and organizational culture. - Wellness Initiatives: They rolled out a few well-being perks:
a monthly internet stipend that staff could also use for a co-working space day pass if they wanted a change
of scene, and a subscription for each employee to a wellness app of their choice. They also invited a
counselor to lead a virtual workshop on managing stress and avoiding burnout while working from home. -
Communication Training: Recognizing that tone gets lost in text, GreenFuture had an external trainer
conduct a session on “Effective Remote Communication,” teaching staff techniques for giving feedback or
raising issues via chat/email in a constructive, respectful way. They also adopted a practice of defaulting to
video call if an email thread became too long or tense, to talk things out “in person” rather than text.

Outcome: Over the next 6 months, GreenFuture saw a noticeable improvement. Employees reported feeling
more connected - they knew each other as people again, not just email addresses. The Wednesday Wins
became a favorite ritual, bringing some laughter mid-week and allowing cross-team updates in a fun way.
New staff acclimated faster with buddies guiding them. Importantly, the expectation that everyone logs off
by 6pm (barring urgent campaign needs) relieved pressure; staff no longer felt guilty signing off. One
employee noted, “I actually have better work-life balance now than when I was in the office, because
we've set clearer boundaries.” The quarterly retreats, while an added expense, paid off in renewed
enthusiasm and collaborative energy that carried into their remote work. In terms of outcomes, staff
retention improved - no one quit in the year after these changes, whereas a couple had left in the prior year
citing burnout. GreenFuture’s case shows that even a small NGO can cultivate a vibrant remote culture by
deliberately addressing the human needs (social connection, boundaries, belonging) alongside the work
tasks.

Lessons Learned: Both vignettes highlight that remote and hybrid setups can succeed for NGOs if
approached thoughtfully. Key themes include the importance of intentional communication routines,
fostering personal connections (even creativity in doing so remotely), maintaining equity and fairness, and
proactively supporting well-being to prevent burnout. Challenges like isolation or culture drift are not
insurmountable - they can be mitigated with leadership commitment and inventive solutions.



Metrics / KPIs for Remote/Hybrid Culture & Wellbeing

Tracking the right metrics helps NGOs ensure their remote/hybrid culture initiatives are effective and
sustainable. Below is a table of key metrics and KPIs (Key Performance Indicators) to monitor, along with
their definitions and relevance:

Metric / KPI How to Measure (Examples) Why It Matters
Measured via regular engagement Engagement reflects employees’ emotional
surveys (e.g. quarterly pulse surveys  commitment and involvement. High
Employee or an annual Gallup Q12 survey); engagement in a remote environment
Engagement can also use eNPS (employee Net suggests a strong culture; low engagement
Score Promoter Score) asking how likely may flag disconnection. Improving
staff are to recommend the NGO as engagement is linked to better
a good place to work. performance and retention.
Well-being is the other half of the equation
Use well-being surveys or indices with engagement. Especially in remote
that assess stress, burnout, job work, an engaged employee could still be
satisfaction, and overall “thriving.” burnt out. Monitoring well-being ensures
Employee Well- . T -
. For example, ask staff to rate their the organization is not achieving short-term
being Index , . . . o
overall life satisfaction or work-life productivity at the cost of long-term health.
balance, or track usage of mental Higher well-being correlates with lower
health days and EAP services. turnover and higher sustained
performance.
Turnover can signify cultural or well-being
Calculate annual voluntary turnover . .
) . issues if higher than normal. A sudden
(% of employees leaving by choice : o .
, ) spike might indicate remote workers feeling
each year) and retention (% staying). i
Turnover / disconnected or unsupported. Conversely, a

Retention Rate

Productivity &
Performance

Can also track average tenure
length. Monitor particularly if any
trend between remote vs. in-office
staff.

Use work-specific KPIs such as
project delivery rates, number of
beneficiaries served, or fundraising
targets met. Also consider quality
indicators and manager
performance appraisals. Compare
output metrics from remote periods
to past in-office periods if possible.
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healthy remote culture should see stable or
improved retention. (e.g. a hybrid trial saw
resignations drop 33% 2 , highlighting the
retention benefits of flexibility.)

Ensures that the remote/hybrid model is
not negatively impacting the mission
delivery. Most research shows well-
managed remote teams maintain
productivity 1 .If productivity dips, it may
point to issues like poor communication or
inadequate tools, which can then be
addressed.
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Metric / KPI

How to Measure (Examples)

Why It Matters

Participation
and Inclusion
Metrics

Technology
Effectiveness
(qualitative KPI)

Track participation in optional
activities (e.g. what % of staff join
virtual town halls or social events).
Monitor meeting attendance and
whether remote staff are
contributing (could use feedback or
meeting records). If using an
inclusion index in surveys (whether
employees feel valued and
included), watch those scores.

Through surveys or helpdesk data:
measure employee satisfaction with
remote working tools (e.g. “I have
the technology I need to do my job
well” rating) and count of tech
issues resolved.

These metrics indicate how inclusive and
cohesive your culture is. High participation
in voluntary remote events suggests strong
engagement. If remote staff skip meetings
or report feeling unheard, that's a warning
sign of cultural disconnect. Inclusive culture
metrics help ensure remote employees,
regardless of location, feel as much a part
of the organization as on-site employees.

Frequent tech frustrations can undermine
remote culture by causing frustration or
delays. A high satisfaction rating means
tech isn't a barrier. Monitoring this helps
justify IT improvements or additional
training if needed (since smooth tech
enables communication and reduces

stress).

Table: Key metrics to gauge the health of remote/hybrid work culture and employee wellbeing. Use a mix of
quantitative data (turnover percentages, survey scores) and qualitative insights (open feedback comments)
for a full picture. Importantly, track these metrics over time to spot trends - for instance, an upward trend in
engagement or a downward trend in burnout after implementing a new initiative. Benchmarking against
sector or national norms (when data is available) can also provide context (e.g. if your engagement is 70%
but the industry average is 60%, you're doing well).

Risks & Mitigations

Adopting remote and hybrid work brings potential risks that NGOs should proactively address. Below we
outline common risks to remote culture and well-being, along with suggested mitigation strategies for
each:

+ Risk: Isolation and Erosion of Team Cohesion - When staff are geographically dispersed, they may
feel lonely and disconnected, which can weaken team spirit and loyalty over time. Informal
knowledge sharing also diminishes without hallway chats, potentially impacting creativity and trust.
Mitigations: Make social connection a priority. Schedule regular virtual team-building activities and
informal check-ins (e.g. virtual coffees, team games). Encourage the formation of interest-based
groups or buddy systems so employees have smaller communities within the organization. Leaders
should frequently reiterate the organization’s shared mission and values in communications to foster
a sense of belonging. If possible, budget for periodic in-person gatherings or retreats to strengthen
relationships that can carry through remote periods.

* Risk: Burnout from Blurred Boundaries - Work and life can blend together when your home is
your office. Remote workers often work longer hours or struggle to unplug, leading to higher stress
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and burnout. Without a clear “end of day” or commute, some feel they are constantly on call.
Mitigations: Establish explicit norms for work hours and response times (for example, discourage
emails on weekends and use delay-send features to align messages with normal hours). Educate
employees and managers about the importance of taking breaks and using vacation days even when
working from home. Encourage routines that mentally “bookend” the workday (like a morning walk
or shutting down the computer at a set time). NGO leadership can model these behaviors - e.g. the
director openly not responding to emails after dinner - to signal that after-hours work is not
expected. Monitoring workloads and checking in on people’s well-being (through surveys or one-on-
ones) will also help catch burnout signs early.

Risk: Communication Gaps and Misunderstandings - Remote communication lacks the body
language and immediate clarity of face-to-face interaction. Important information might silo if not
shared widely, and written messages can be misinterpreted, causing conflict or errors. New hires
may find it harder to ask questions or learn unwritten rules. Mitigations: Adopt a “communication
charter” with agreed practices (for instance, default to video call for complex or sensitive discussions
rather than long email threads, use clear subject lines and summaries in emails, and record
meetings or publish notes for transparency). Use multiple channels to disseminate key information
(email, chat, and verbal in meetings) to ensure everyone sees it. Train staff in virtual communication
etiquette - such as being explicit and concise in writing, and asking for clarification proactively.
Encourage a culture where asking questions is welcomed, so remote employees aren't afraid to
speak up if they're unsure about something. Finally, invest in good collaboration tools (as covered in
the Tools section) so that information is centralized and accessible, reducing the chance of anyone
being left out of the loop.

Risk: Inconsistent Culture and “Us vs. Them” Dynamic - In a hybrid situation, there's a risk that in-
office employees form a tight clique while remote workers feel like outsiders. Similarly, field staff
might feel HQ doesn’t understand their reality. This can breed resentment and harm collaboration.
Mitigations: Deliberately integrate teams. Ensure meetings are hybrid-friendly (e.g. everyone
joins via Zoom individually even if some are in the office, so all faces are equal on screen - a practice
some call the “one remote, all remote” rule for meetings). Rotate leadership attention and praise
between on-site and remote accomplishments. When celebrating successes, include stories from
remote staff as much as local staff. HR policies should provide equal benefits (remote staff shouldn’t
miss out on perks like office lunches - maybe send them a food delivery voucher during an all-staff
lunch event). Solicit input from remote employees on decisions to demonstrate their voice counts. By
constantly reinforcing that we are one team, NGOs can avoid a split culture.

Risk: Technology and Security Failures - A less human-centric but crucial risk: remote work heavily
relies on tech, and failures can disrupt work and frustrate staff. Poor connectivity, outdated software,
or security breaches (e.g. a hacker exploiting a personal device) could occur. These issues can elevate
stress and impede productivity. Mitigations: Proactively invest in IT infrastructure and support.
Provide necessary hardware and ensure software is updated. Use security measures like VPNs,
encrypted messaging for sensitive info, and training on cyber-hygiene (so staff avoid phishing
scams, use strong passwords, etc.). Have backup plans - for example, if someone’s home internet
fails, can they tether to a phone or go to a co-working space that day? Perhaps maintain a small
emergency fund to help an employee upgrade their internet or replace a broken laptop quickly. By
minimizing tech disruptions, you not only maintain productivity but also reduce one major source of
remote-work anxiety (the fear of not being able to do one’s job due to tech issues).
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* Risk: Loss of Learning and Development Opportunities - Without the office, junior staff don't
overhear senior colleagues or get spontaneous mentorship. Development can stall if not intentional,
and innovation might slow if brainstorming is only done via scheduled calls. Mitigations: Create
structures for learning. This could mean virtual mentoring pairs, more frequent feedback sessions,
or “lunch and learn” webinars conducted remotely. Encourage experienced employees to make
themselves available via chat or office hours for questions. Use collaborative online whiteboards for
brainstorming to simulate creative sessions. Also, consider occasional face-to-face workshops for
complex training if feasible. By formalizing development in a remote context, NGOs ensure
employees continue to grow and feel invested in, which also boosts retention.

In all cases, early detection and action are key. Encourage a culture of open communication where staff
can voice concerns about these risks without stigma. For example, if someone feels isolated or overloaded,
they should feel safe telling their manager so that adjustments can be made (rather than suffering in
silence). The mitigations above, when built into the organization’s way of working, can greatly reduce the
downsides of remote/hybrid work and even turn many into positives (e.g. using new communication norms
as a chance to become a more deliberate, clear communicating organization than before).

Checklist for Remote/Hybrid Culture & Wellbeing

Use this checklist as a quick reference to ensure your NGO has covered the critical steps and components
for a healthy remote/hybrid work culture:

+ v Clear Policy in Place: We have a written remote/hybrid work policy that defines eligibility,

expectations (working hours, responsiveness), and guidelines for communication and performance.
All staff have access to it and understand it.

+ v Technology & Tools Set Up: Every remote team member has the necessary equipment (laptops,

headsets, etc.) and access to stable internet. We have core collaboration tools (video conferencing,
chat, document sharing, project management) implemented and everyone has been onboarded/
trained on their use.

+ v Secure and Safe Systems: Security measures (VPN, secure file access, updated antivirus, multi-

factor authentication) are in place to protect data in remote environments. Staff have received basic
cybersecurity guidance. Home office safety (ergonomics, etc.) has been considered/offered in
guidelines.

* v Manager Training Completed: Managers and team leads have received training or guidelines on
managing remote teams, including how to support employee well-being, conduct check-ins, and
evaluate performance based on results (not micromanaging online presence).

* v Communication Protocols Defined: The team has agreed on which channels to use for what (e.g.

urgent vs. non-urgent matters, when to use email vs. chat vs. call). We have set norms like regular
team meetings and one-on-ones, and documented them. Important information is being
documented and shared (avoiding knowledge staying siloed).
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+ v Social Interaction Encouraged: There are opportunities for informal interaction (virtual coffees,
team games, open chat channels) built into our routines. New employees are introduced/buddied to
get to know the team. We celebrate achievements and events (birthdays, work milestones) remotely
so people feel recognized.

v Well-being Initiatives Active: We actively encourage breaks and time off. Leaders model work-
life balance. Resources for mental and physical health (like counseling, wellness apps, or tips) are
provided. If someone appears stressed or disengaged, managers reach out to offer support. We
periodically remind staff of EAP or mental health days if available.

v Inclusion & Equity Maintained: Remote staff have equal access to opportunities - meetings,
trainings, visible projects. We check that no one is being left out. Meeting practices ensure remote
participants are heard. We've addressed any “distance bias” by keeping performance standards
consistent for all. Team decisions consider input from all locations.

v Regular Feedback & Monitoring: We collect feedback from staff about the remote/hybrid work
experience (through surveys, suggestion channels, etc.). We monitor key metrics like engagement,
turnover, and adjust our approach as needed. Issues raised (e.g. “I feel out of the loop” or “too many
meetings”) are discussed and acted upon.

v Contingency Plans Ready: We have plans for common contingencies - e.g. if a major tech failure
happens during a critical meeting, or if an employee’s home setup becomes unusable. Everyone
knows whom to contact for IT help. If remote work must pause (e.g. office reopens for a period), we
have a process for that too.

v Continuous Improvement Mindset: We treat our remote/hybrid culture as evolving. There's a
designated person or team (HR or a taskforce) periodically reviewing what could be improved. We
keep an eye on external best practices and are open to trying new tools or ideas to keep our culture
strong.

This checklist can be used during planning and periodically (say, every quarter) as a quick audit. It helps
ensure no key element slips through the cracks as you maintain a high-functioning remote or hybrid team
environment.

Glossary

* Remote Work: An arrangement where an employee works primarily from a location outside the
traditional office (e.g. from home or any off-site location) using telecommunication tools to perform
their job. Also known as telecommuting or working from home (WFH).

+ Hybrid Work: A flexible work model in which employees split their work time between the office and
remote locations. For example, an employee might work in the office 2 days a week and remotely 3
days. Hybrid models vary, but the key aspect is a mix of on-site and off-site work.
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+ Organizational Culture: The set of shared values, beliefs, norms, and practices that characterize an
organization. Culture influences “how things get done” and how employees interact. In a remote
context, culture is conveyed through virtual behaviors, communication style, and company policies.

* Employee Well-being: The overall mental, physical, and emotional health of employees. It
encompasses aspects like stress levels, job satisfaction, work-life balance, and general wellness. High
well-being often leads to better engagement and productivity, whereas poor well-being can result in
burnout or turnover.

Employee Engagement: The level of an employee’s commitment, passion, and loyalty to their
organization. Engaged employees typically go above and beyond in their roles and feel a strong
connection to their work and company. Engagement is considered critical for performance and
retention.

Burnout: A state of chronic workplace stress that has not been successfully managed, characterized
by exhaustion, cynicism (or mental distance from one’s job), and reduced professional efficacy.
Burnout can result from prolonged overwork or high pressure, and remote workers can experience
burnout if they don't have boundaries to their work.

Work-Life Balance: The equilibrium between work responsibilities and personal life. Good work-life
balance means a person has sufficient time and energy for work as well as for family, hobbies, and
rest. Remote work can both help (by removing commutes) and hinder (by making it harder to
disconnect) work-life balance, depending on how it's managed.

Asynchronous Communication: Communication that does not happen in real time, allowing
participants to respond at different times. Examples include email, discussion boards, or recorded
video messages. Async communication is crucial in remote teams, especially across time zones, as it
gives flexibility in responding.

Synchronous Communication: Real-time communication where participants interact
simultaneously. Examples are phone calls, video conferences, or instant messaging (if expecting
immediate reply). Synch communication is important for urgent issues or deep conversations but
can be more taxing (e.g. back-to-back video meetings leading to “Zoom fatigue”).

Zoom Fatigue: A colloquial term for the tiredness, worry, or burnout associated with overuse of
virtual video conferencing (not just Zoom specifically, but any video calls). Causes include constant
self-view, lack of usual non-verbal cues, and the cognitive load of interpreting video. It highlights the
need to balance meetings with other forms of communication.

Digital Equity (in remote work): The concept of ensuring all employees have equal access to the
technology, internet connectivity, and digital skills required for remote work. It's especially relevant
for global NGOs where staff in some regions may have less reliable internet or access to devices.
Achieving digital equity means providing support so no one is left at a disadvantage due to tech
issues.

 Proximity Bias: An unconscious tendency for managers or colleagues to favor those they see
physically in the office more often, under the assumption they're more productive or committed. In
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hybrid environments, this bias can disadvantage remote workers if not consciously countered by
focusing on results and including remote team members equally.

+ Employee Assistance Program (EAP): A work-based program offering free and confidential
counseling, referrals, or services to employees for personal or work-related problems, including
mental health support. EAPs can be particularly useful for remote employees who might otherwise
not know where to turn for help with stress or other issues.

Each of these terms is relevant to discussing and implementing remote/hybrid work culture and employee
well-being initiatives. A clear understanding of the terminology helps in crafting policies and
communicating with stakeholders about the changes in work practices.
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