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1. New Normal—Further Development of New Work?  
  

Changes in the working world have increasingly been discussed over recent years and partly 

implemented, especially in the context of digital transformation. The focus here has not only been on 

technological innovations, innovations in business models as well as in value chains, but also on 
cultural innovations and innovations in the way we work. The term “New Work” is used to describe 

these developments in the world of work. The Fraunhofer IAO institute has summarized New Work 

as a combination of  

  

• more flexible work in terms of time and workplace;  

• agile working methods and project-based organization;   

• strength-oriented personnel deployment;  

• purpose as well as  

• changed management structures in terms of participation and transparency.1  

  

Undeniably, digital transformation these days is being driven by the corona crisis as well as ongoing 

development of New Work. The unwanted and completely unforeseeable state of emergency is 

creating an unparalleled climate of change. The courage to try out new things is surfacing in many 
situations. According to the “Personnel Policy in the Corona Crisis” study, it is not only risks, but also 

opportunities that are attributed to the crisis. Among other things, it generates a tailwind for mobile, 

virtual forms of organization, work, and learning. Working from home, for example, has long been a 

form of work reserved for certain “privileged” groups of employees. Within the blink of an eye, it has 

now become a form of work open to anyone whose pattern of work is compatible with it. A return to 
the old regime at the office in the sense of the Monopoly “go back to go” move is looking very 

unlikely. Of course, not everyone will continue full-time working from home when the crisis is over, 

but it is very likely that more and more employees will end up working in some sort of hybrid form.2 

Virtual communication and teamworking, suddenly made essential during the corona crisis, is also 

undergoing a rapid upgrade and proliferation in use. Benefits quickly become apparent in daily use, 
as do its limitations. Mobility behavior will also change based on the experience gained. Not every 

meeting has to be held on-site or involve people changing location. The number and size of business 

trips will decrease. In addition, the crisis drives digitization of business models and processes within 

the company. If the financial means are available, this digital transformation—which was already on 

the cards—will come into being more quickly and coherently during the current crisis. Furthermore, 

the IBE study shows that school and academic education, as well as in-company training and further 

education, have also experienced this corona tailwind. Even after a relatively short period of time, 

there has been a huge increase in online formats and digital learning content, in some cases using 
very creative approaches. Much of what had previously been “put on the back burner” is now being 

hurriedly implemented, albeit sometimes very much on a “trial and error” basis.3   

  
It is clear that the corona pandemic and related developments have given rise to a new normal that 

embraces essential aspects of New Work, but also adds new ones. New Work becomes New Normal. 

                                                           
1
 See: Hofmann, J. / Piele, A. / Piele C. (2019).  

2
 See: Rump, J. / Brandt, M. / Eilers, S. (2020).  

3
 See: Rump, J. / Brandt, M. / Eilers, S. (2020).  
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If this New Normal is not to fizzle out into an empty phrase, it is imperative to deal with its definition 

or conceptual delimitation. 

  

The New Normal describes a working world that is influenced on the one hand by megatrends, and 
on the other hand by the corona crisis.   

  

The New Normal involves seven aspects:  

  

1. The transformation trilogy: digital transformation—economic transformation—ecological 

transformation  

2. Three limiting factors: limited financial resources—time as a scarce commodity—shortage of 

junior staff and skilled workers  

3. Three “currencies”: money—time—purpose  

4. Three aspects of organization: agile work—mobile work—flexible forms of work  

5. Three forms of teamworking: stationary teamworking—hybrid teamworking—virtual 

teamworking.  

6. Three characteristics of leadership: transparency—participation—crisis team.  

7. Three levels of employability: competencies—identification—health  

  

These seven aspects are also known as the 7 * 3 guideline.  

  

Last but not least, the New Normal also includes Generation Z, which in some cases is becoming 

Generation C (Generation Corona). 

 

  

2. The Seven Dimensions of the New Normal  
  

2.1 Transformation Trilogy: Digital Transformation—Economic 

Transformation—Ecological Transformation  
  

The Transformation Trilogy encompasses digital, economic and ecological transformation. Digital 

transformation is being accelerated by the corona crisis and is taking place on a larger scale than 

before. For example, a number of companies are using the crisis period and the disruption that goes 

with it to drive the digitization of processes, structures and business models. This is accompanied by 

economic transformation.   

  

A counter-trend to the globalization-related relocation which had previously been practiced can be 
seen. Although it had been recognizable for some time, it is now being intensified by the corona 

crisis. Increasingly, companies are opting for what is known as inshoring or reshoring. This means 

that outsourced processes are brought back to the country of origin. The background to this is that 
the cost benefits of the classic offshoring countries are dwindling in many cases, particularly 

considering that digitization in the context of Industry 4.0 can also achieve significant cost reductions 
and capacity improvements. Moreover, the corona crisis shows that value and supply chains that are 
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exclusively economically oriented can lead to supply bottlenecks. Digitization can offer a solution 

here.4  
  

Finally, parallel to digital and economic transformation, ecological transformation can be observed. 

Quite a few companies are considering which familiar processes could possibly be managed 

differently—and more digitally. They act along the lines of, “If we transform digitally and 

economically, then we might as well do the ecological transformation as well”. At the moment, 

however, there is the impression that the ecological transformation is taking more of a background 

position—backstage, as it were.   

  

  

2.2. Three Limiting Factors:  

Limited Financial Resources—Time as a Scarce Commodity— 

Skills Shortage   
  

Three scarcities influence action in the New Normal: limited financial resources, time as a scarce 

commodity, as well as a shortage of skilled workers.   

  

The corona crisis has gatecrashed the decade-long economic “party”. Financial resources at state 

level, in many companies, and among parts of the population are all limited. Companies and 

institutions often lack the funds “to continue as before” (this is the rallying call from many board 
members and management). As digital, economic and ecological transformation is seen as a very 

important strategic and future-oriented goal while at the same time very capital intensive, a list of 

clear priorities needs to be drawn up. There is an increasing focus on investments that have 

undergone a robust cost-benefit analysis. Resource allocation conflicts can be expected when it 

comes to the scarce commodity of “money”.   

  

Furthermore, the time factor is influenced to a significant degree both by digital transformation and 
the corona crisis. The corona crisis is driving digitization, which in turn is making time a scarce 

commodity. Experts speak of the speed of change doubling, which leads to reaction time being 

halved. In this context, time is not only a scarce commodity, but becomes an asset. When people 

have the feeling that time is increasingly slipping through their fingers in the face of increasing speed 

of change and decreasing reaction time, everyone strives for more self-determination in matters of 
time and time sovereignty. Dealing with time calls for distinct professionalism and is becoming a 

central factor in employer attractiveness as well as a social condition for prosperity.   

  

Scarcity of young talent and skilled workers are also among the limiting factors. Prior to the corona 
crisis, a shortage of young talent and skilled workers typified the labor market. The labor market was 

largely an employee’s market. The corona crisis has shifted the balance of power in certain segments, 

which have moved more toward an employer’s market. Polarization is expected after the corona 
crisis: Skilled workers with specific competence profiles are in demand—demographically as well as 

in regard to developments towards a knowledge and innovation society and the transformation 

trilogy. Shortages of young talent and skilled workers will become the order of the day.  
 

                                                           
4
 See: Rump, J. / Brandt, M, / Eilers, S. (2020).  
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In contrast to this, digital and economic transformation is associated with personnel adjustment 

processes. Certain activities will be substituted and/or simplified by algorithms and robots. The New 
Normal will therefore be characterized by conflicting priorities. In one and the same company, skilled 

workers will be urgently needed in some areas, while uncomfortable personnel adjustment processes 

will be necessary in others.   

 

  

2.3 Three Currencies: 

Money—Time—Purpose  
  

Payment for services rendered is regarded as currency in the world of work. Adequate, market-driven 

pay is also a key factor in the New Normal. In the world of the New Normal, however, this currency is 
supplemented by the currency of “time”. As time becomes a scarcer commodity, so this resource 

becomes an asset. Purpose or meaning can be identified as the third currency. The clear sense of the 

business model, the service provision processes, the activities and the use of resources is an essential 
desirability factor, which has been addressed by Generation Y, demanded by Generation Z and is now 

desired by many employees of all generations. The demand for purpose is linked to transparency and 

participation. This makes it clear that it is not just a means to appearing attractive as an employer, 

but that a cultural change is being set in motion.  

  

  

2.4 Three Aspects of the Organization: Agile Work—Mobile Work—Flexible 

Forms of Work  
  
New Normal is reflected in several organizational perspectives.  

  

Firstly, the New Normal of the organization is reflected in anchoring agile forms of organization and 
work. Agility in an organizational context means self-determination, self-organization, networking, 

decentralization and—more or less—freedom from hierarchy, with the goal of generating 

innovations, focusing on improvements, and striving for optimization. It is necessary to raise and use 
collective, or “swarm”, intelligence. It is no longer enough for decisions on the further development 

of the company to be taken only in small elite circles. Expertise, experience, and ideas are needed 
from all employees, partners, and customers. This is an imperative in the context of the 

Transformation Trilogy and its challenges. There are various ways to make a company more “agile”—

from a complete break from existing structures to isolated but successive steps. Agile working can be 
taken on by the primary organization (top organizational level, visible in the organizational chart) as 

well as secondary organizations (work organization).5    

• Agile primary organizations form a contrast to the hierarchical organizational system. 

Structure and process as well as the working methods are all defined using agile working 

principles. Taking into account self-organization, self-determination, networking, 

decentralization and freedom of hierarchy (to a greater or lesser extent), the classic line 
organization no longer exists. This affects every single area of the company. Experience has 

shown that it takes extreme financial and personnel effort for this most radical form of agile 

transformation to work in traditional companies. In the sense of an extreme delegation of 

                                                           
5
 See Rump, J. / Eilers, S. / Wilms G. (2020).  
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authority, some organizations even attempt to dispense with the manager role altogether. 

The management tasks that were traditionally always bundled in one role now get divided 
among several roles. These roles are filled on a competency-based and temporary basis. As a 

result, everyone can, in principle, take on leadership tasks—but they must also be able to let 
them go again.6  

• An agile secondary organization describes the use of agile organizational and working forms 
and methods within a more classical line organization. This is also referred to as everyday 

agile working. This type currently occurs very frequently. Scrum, Design Thinking, KANBAN, 

World Café, Future Conference, are all examples, along with brainstorming. Each person 
needs to seek out and use the agile elements that can be appropriately integrated into 

classical everyday life within existing organizational protocols. The scope is determined by 
each team in conjunction with the manager. This can range from small agile formats right up 

to redistributing leadership across multiple roles in the team. Managers in this form of agility 

are called upon beyond the boundaries of their own team to provide impetus in developing a 

more agile overall organization.7  

  
Secondly, the New Normal of organization is linked to mobile work. Before the corona crisis, it was 

only a working model for certain groups such as mothers, caretakers, and some from Generation Y 

and Z. As a result of the crisis, it has become a form of work for almost everyone who can work in this 

way. After the corona crisis, we will not be returning to the old world, but practicing hybrid work 

models that are a mix between office and mobile. The model that will ultimately end up in practice 

depends on numerous factors that vary from company to company. Regardless of which one, a 

number of prerequisites contribute to success. Figure 1 provides an overview.  

  

                                                           
6
 See Rump, J. / Eilers, S. / Wilms G. (2020).  

7
 See BDA-Digtalrat (2020); Rump, J. / Eilers, S. / Wilms, G. (2020).  
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Fig. 1: Requirements for mobile work  

  

One thing in particular is true: the presence culture of the past is being replaced by an accessibility 

culture. In addition, companies need to be clear about how they deal with the “split” within the 
workforce: one part of the workforce has freedom of choice (they can choose between mobile 

workplace and office workplace), another part of the workforce does not have this freedom. Their 

workplace is tied to a work location.  

  

Thirdly, the New Normal of the organization is reflected in the flexible design of working models. 
Flexible working models serve, among other things, to improve work-life balance. As a result of this 

increase in acceleration, the increase in complexity in professional and private life, real-time working, 

change as a normal state of affairs, etc., more and more people feel the desire and the need to stay 

balanced or to regain their balance. This is the only way to successfully manage an extension of 

working life under these dynamic economic and social conditions. Many employers recognize this 

development and offer employees flexible working models and formats. And they can draw on a 

wealth of experience, having for years invested in flexible working time models in particular, to 

facilitate work-life balance and be seen as an attractive employer. At this point, it is pertinent to 
point out a possible conflict of goals between agility and flexibility as organizational principles: while 

agile working is strongly linked to self-organization and freedom from hierarchy with generating 
innovations quickly one of the key aims, flexibility in an organizational context is often linked to the 

compatibility of the company’s and employees’ goals and interests. To put it bluntly: if an agile team 

is in full flow, i.e. at a critical point in the innovation process, it is counterproductive if one or more 
team members then look at the clock and realize that they have to leave now to pick up the children 

from childcare or to go to scheduled sports activities. Work-life balance only seems to be compatible 

with agile organization to a limited extent. Agile working and flexibility do NOT follow the same logic 

and do NOT have the same goal.  
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 2.5 Three Forms of Teamworking: 

Stationary Teamworking—Hybrid Teamworking—Virtual Teamworking  

Cooperation  
  
Another factor that characterizes New Normal is the spectrum of virtualization of communication and 

teamworking. It cannot be assumed that face-to-face communication and cooperation will disappear. 

Certain activities as well as certain processes and structures require stationary work and stationary 
cooperation. In addition to stationary communication and cooperation, more and more virtual forms 

of cooperation are becoming established. Hybrid models fall between these two extremes; a mixture 

of face-to-face and virtual communication and teamworking. It is these hybrid forms in particular 
that pose the greatest challenges to organizations. How does the team work together and how or in 

which direction does a team culture develop when one part of the team is stationary based, while 
the other part operates virtually? Those on site can, for example, communicate non-verbally and 

form informal networks more easily. This makes clear the importance of moderation and mediation 

in hybrid contexts in order to avoid a split or formation of “us and them” barriers in a team.  

  

Zoom fatigue is also a risk, both in hybrid and virtual teamworking. Zoom fatigue describes the 

fatigue that occurs after numerous virtual meetings during the day and over the week. Many go so 

far as describing exhaustion. The “Old Normal” pressure was one meeting after another in the diary; 

today, it’s one call after another. Where once there was at least time to change rooms and grab a 

coffee on the way to the next meeting, today you merely click into the next virtual meeting. Just a 

couple of clicks—and the screen is full of other people, lined up like a collection of antique busts: the 

head and torso are visible, as are the background furnishings.8 Zoom fatigue manifests itself primarily 

in reduced concentration, impatience and feeling annoyed, as well as headaches and eye pain.9  
  

Mobility is another aspect that goes hand in hand with the virtualization of communication and 

cooperation. While mobility is forging ahead in terms of the place of work, this is no longer the case 

in terms of “clocking up the kilometers”. Virtual communication and cooperation make some 

business trips unnecessary. In other words: the increase in mobility and virtualization in the 
workplace is resulting in a decrease in mobility by road, rail, and air. There are important learning 

effects here for sustainable action—a topic already becoming increasingly important for many 

companies pre-crisis. It becomes clear that sustainability and digitization can be mutually compatible.  

 

  

     
 

2.6 Three Characteristics of Leadership: Transparency—Participation—Crisis 

Team  
  

In the context of New Normal, the leadership approach is based primarily on a philosophy: “Today 

and in the future, no one can (be able to) know everything.” Managers no longer have the monopoly 

on having a solution to every question; the team as a whole usually knows much more. The leader’s 

task is therefore to ask the right questions, to listen and to coach the employees on the way to a 

                                                           
8
 See: Karabasz, I. (2020)  

9
 See: Rump, J. / Brandt (2020)  
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solution. Classic management styles following traditional management theory are no longer fit for 

this purpose. A leadership philosophy with the requisite skills and attitudes is needed to augment 
traditional management styles and tools. Managers become value-keepers, change agents and 

coaches, creators of baseline conditions, motivators and mediators. This calls for significant 

employee orientation and an empathic skillset.   

  

On the one hand, the corona crisis is fueling this development. On the other, however, a competing 

trend is emerging: in the context of acute crisis management, leadership skills are all too often 

sidelined and classic management competencies or management behavior patterns once again find 

favor. In the explorative study “The Dilemma (in) Leadership—the Corona Effect”, a board member 

interviewed framed the situation as follows: “You have to act and react quickly. Is there even time for 
experimentation and debate within and between diversely oriented teams? All this seems to take up 

more time compared to rigorous action in manageable teams with tried-and-tested processes.” In 

addition, it is repeatedly stated that a vacuum and a standstill situation can arise if decision-making 
powers and associated responsibilities are not embraced or cherry-picked in view of the very 

uncertain and tense situation (i.e. decisions fail to be made in order to avoid bearing the associated 
responsibility). If, after the crisis, times continue to be considered turbulent and financial resources 

remain scarce, it is quite likely that this pattern of management will continue to dominate. The 

restructuring of companies that will necessarily follow the crisis is in danger of reverting to old 

patterns.   

  

A polarization could occur as a result: A (small) collective of managers runs the company along 

hierarchical lines and the rest work in more or less participative structures, in new work and agile 

constructions. Employees provide ideas, innovations, and decision templates which are then ruled on 

by the group of managing executives.    

  

  

2.7 Three Dimensions of Employability or the 3 Es  

competencies—identification—health  

Employability + Empowerment = Excellence  
  

The need for employability and the employability approach are not new. However, the megatrends 
and the corona crisis are giving the requirements associated with employability a considerable 

tailwind. Only employees who are employable are willing and able to follow and shape 

developments. Employability includes three dimensions.    

 

• Competencies and qualifications;   

• Motivation and identification; as well as  

• Health and well-being.   

  

Competences and qualifications contribute to task handling and mastering processes. However, on 

top of competence and qualification as input factors, the transformation trilogy calls for motivation 

and identification of the employees. This is the lever to transform from “good” process management 
and task handling into “best possible” process management and task handling. Health and well-being 

represent a framework factor. Only employees who are healthy and comfortable with what they 

have to do can face the demands and “give their best” every day.  
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Employability is closely linked to empowerment. continuous strengthening and promotion of  

employability is essential to ensure everlasting continuity in service delivery. An essential 

prerequisite for the equation  

  

“Employability + Empowerment = Excellence”  

  

(the three Es) is talent and strengths orientation. Only then will employees be willing and able to 

think outside the box, actively initiate change, and continue to develop and learn throughout their 

lives.   

   

  

3. Not least because Generation Z = Generation C?  
  

The Roman Herzog Institute has neatly articulated it: “Until the corona crisis came along, Generation 

Z was growing up in a profoundly wealthy society, well-protected and often given the family’s full 

attention as an only child. Everything was negotiable in a positive way, even as a small child in the 

supermarket: if they wanted chocolate, there was no saying no, but a lived culture of discussion. 
Moreover, Generation Z enjoyed an enormous multitude of options: if they didn’t like something, 

they just hopped across to the next option. Of course, it’s also because we raised them that way: 

fulfill yourself, grab your opportunities and freedoms! You can afford it. The demographic situation 
makes you a rare commodity that companies will be fighting over. Now, all of a sudden, the world is 

a very alien place. No one knows how quick companies will be to roll out the red carpet for them 
again. Yesterday’s high flyers, today’s crisis losers? It will not be easy for Generation Z to navigate 

these times.”10  

  

Generation Z is becoming Generation C. The corona children will rediscover security as a value, not 

least because for many younger people the labor market is presenting itself as an employer market 
for the first time in their lives. This came from out of the blue, so the younger generation is all the 

more shocked by the sudden, crisis-induced change. In addition, the disruption over the course of the 

crisis leaves its mark. Generation C is becoming aware that the only thing that will give them some 

stability is their employability. Hypothesized as a result of digital transformation, this is now 

becoming a certainty in the corona crisis.  

 

 

 

 

 

 

 

 

 

 

                                                           
10

 10 RHI (2020)., p. 241.  
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