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Remote working will permanently transform the workforce culture. In the short term, however, 

rewards professionals need to consider changes to compensation plan design, including 

whether, when and how to implement geographic differentials to wages.  

Organizations will be working differently as we emerge from the pandemic. Remote or flexible working models are 

increasingly common, and the approach to rewards will need to accommodate employees with very different 

working arrangements. 

Only about one-third of the nearly 1,500 global companies we surveyed in December 2020 plan to return a 

significant majority (75% or more) of their remote workers back to the office when the pandemic is over. The 

remaining majority will keep a portion or all of employees remote or in a hybrid working model. This virtual shift is 

led by professional services and technology firms: Only 17% of professional services firms and 26% of technology 

companies are planning to return the majority of their currently remote employees (see Figure 1 for a sector-

specific breakdown).Other sectors, such as life sciences and manufacturing, are seeing lower rates of remote 

working due to many of the roles needing to be on-site. Yet, remote working is still much higher across all sectors 

than it was before the pandemic.  

The decision for which roles can be done remotely and how to manage pay for employees working from home is 

still very much in debate. Within the technology sector there are some visible examples of diverging approaches. 

Facebook introduced permanent remote working in the early days of the pandemic back in May 2020 and allowed 

employees to choose their remote working location. While Facebook said they would adjust compensation based 

on the employee’s new location, this was not part of Spotify’s new “Work from Anywhere” program. In its new 

program, Spotify introduced two new choices: “Work Mode” that consists of working from home, the office or a 

mix; and “Location Mode” that allows working outside of the firm’s office locations, including internationally, and 

provides options for co-working space membership if employees wish to work in an office setting.  

As companies rethink the future of where and how their people will work, more than half of the 1,500 respondents 

to our pulse survey in December said they completed a formal assessment of the job or role types that can be 

performed remotely on a permanent basis. Following this assessment, two-thirds of respondents permanently 

expanded the population of employees who qualify to work remotely, while 43% have already expanded the 

scope of remote working and 24% are actively considering it. 
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Figure 1 

Percentage of firms returning more than 75% of their remote workforce to an office 

setting once the pandemic is over 

 

Source: Aon COVID-19 HR Pulse Survey #6: The Future of Work is Now, conducted in December 2020 with 1,483 global respondents 

If there is one single phenomenon observed across all sectors, it is the increasing significance of location in 

rewards strategy. Across all industries it is becoming more common to adopt geographic pay differentials. Before 

the pandemic, 54% of our survey respondents said they differentiated pay by location; an additional 11% have 

adopted or are considering adopting location-based pay differentials since the onset of COVID-19. 

Figure 2 

Percentage of firms using geographic pay differentials before and after the pandemic 

Source: Aon COVID-19 HR Pulse Survey #6: The Future of Work is Now, conducted in December 2020 with 1,483 global respondents 
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While geographic pay differentials are common, not all firms are utilizing them for their remote employees. Figure 

3 shows the most common concerns companies are expressing when considering adopting location-based pay 

for remote employees.  

Figure 3 

Most common challenges when adopting, maintaining or modifying geographic 

differentials 

 

Source: Aon COVID-19 HR Pulse Survey #6: The Future of Work is Now, conducted in December 2020 with 1,483 global respondents 

With remote working here to stay, rewards leaders will be expected to form a view on whether to apply 

geographic pay differentials for their remote workforce, particularly in situations where employees move from their 

home base to a new location. It is not an easy task and we observe different emerging schools of thought.  

Key Considerations for Remote-Ability and Pay Adjustments 

We have developed a decision model to support reward leaders with these decisions about pay models for the 

future. The framework can help with making decisions on which jobs (as well as the individuals in those jobs) will 

be successful in a remote environment; approaches and implications of geographical pay; and adjustments to 

rewards structures. Using these questions alongside our extensive data on geographic pay differentials, including 

our 2020 European Geographic Base Salary Differential Reports, will help leaders develop a detailed plan for the 

location strategy and remote-ability of their workforce. 
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Figure 4 

Guiding Questions to Determine Remote-Ability of Roles and Pay Adjustments  

 

 

To learn more about how we are approaching location strategy and remote working with our clients, download our 

new whitepaper: Defining How and Where People Should Work in the Future. To speak to one of our experts 

about this topic, please write to hcs@aon.com.   

https://humancapital.aon.com/insights/reports/trending-topics/location-strategy-and-remote-working
mailto:hcs@aon.com
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About Human Capital Solutions 

Aon's human capital business provides leaders with a powerful mix of data, analytics and advice to help them 

make better workforce decisions. Our team, spanning 2,000 colleagues in more than 30 countries, includes the 

firm's rewards, talent assessment, and performance & analytics practices. To learn more, visit 

humancapital.aon.com.  

About Aon 

Aon plc (NYSE:AON) is a leading global professional services firm providing a broad range of risk, retirement and 

health solutions. Our 50,000 colleagues in 120 countries empower results for clients by using proprietary data and 

analytics to deliver insights that reduce volatility and improve performance. For further information, please visit 

aon.com. 

COVID-19 Disclaimer: This document has been provided as an informational resource for Aon clients and business partners. It is 

intended to provide general guidance on potential exposures, and is not intended to provide medical advice or address medical 

concerns or specific risk circumstances. Due to the dynamic nature of infectious diseases, Aon cannot be held liable for the guidance 

provided. We strongly encourage visitors to seek additional safety, medical and epidemiologic information from credible sources such 

as the Centers for Disease Control and Prevention and World Health Organization. As regards insurance coverage questions, 

whether coverage applies or a policy will respond to any risk or circumstance is subject to the specific terms and conditions of the 

insurance policies and contracts at issue and underwriter determinations. 

This article provides general information for reference purposes only. Readers should not use this article as a replacement for legal, 

tax, accounting or consulting advice that is specific to the facts and circumstances of their business. We encourage readers to consult 

with appropriate advisors before acting on any of the information contained in this article. 

The contents of this article may not be reused, reprinted or redistributed without the expressed written consent of Aon. To use 

information in this article, please write to our team. 
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