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*Better Together” is the translation of “Hayya Hayya”, the official soundtrack for the FIFA World Cup 2022
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Luck has nothing to do with
it, because I have spent many,
many hours, countless hours,
on the court working for my
one moment in time, not
knowing when it would come..
— Serena Williams, winner of 23 tennis Grand Slams, widely
considered one of the best tennis players of all time.

I’ve never tried to hide the
fact that it is my intention to
become the best.
— Cristiano Ronaldo, captain of the Portugal national
team, forward for Manchester United, and the first
footballer to earn US$1 billion in his career.

I’ve never scored a goal in
my life without getting a pass
from someone else.
— Abby Wambach, highest-all time goal scorer for the US
national soccer team, and second in international goals
for both female and male soccer players.

Summary on a page
Your career is not a quiet river
− Success in your career is not just about innate talent; it requires a lot of practice—up to ten

thousand hours. Athletes understand this truth, but the topic has been neglected in the office.

− Just as investors seek diversified financial portfolios, employers are looking for employees with

diverse skills. However, employees might become less loyal to companies if opportunities for career
advancement dry up.

Inputs vs. outputs
− To measure teleworkers’ success, companies frequently use outputs (e.g., project completion and

quality of work) rather than inputs (e.g., time in office meetings).

− Increasing pay on a per-task or per-hour basis are common ways of rewarding the output of remote

workers.

− The pay-per-task and pay-per-hour business models, particularly when used in the gig economy,

have led to poor worker compensation and high employee turnover thereby weakening employees’
loyalty to companies.

Solutions for rebuilding loyalty: motivation, cohesion, and alignment of interest
− Motivation is key to achieving success, so monetary and non-monetary benefits may be important

tools.

− Focus on team cohesion and effective communication.
− Company policies must be clear and aligned with the company's purpose.

What we predict
1. The Big Quit has reached its peak, but its effects will linger in the coming months.
2. The gig economy will become increasingly formalised.
3. Reshoring the global supply chain started with the Covid-19 pandemic; geopolitical tensions will

drive that trend forward.

4. Automation is rapidly increasing, but it will take several more years to become mainstream.
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Introduction
The 2022 FIFA World Cup in Qatar is about to start, so it is a good time to reflect on the relationship
between the sporting world’s GOATs* and remote work. The increasing popularity of remote work has
disrupted traditional models of business and employment. There are shifting views of what work will look
like in the future, so it is a topic that cannot be ignored. But, to make the most out of flexible remote work
now, workers can learn from top athletes.
In Part 1, “How to Be a GOAT While Working Remote,” we reported first that the remote model has made
work far more flexible. As a result of the Covid-19 pandemic, many people left big cities and office work.
The increased number of remote workers during the pandemic benefitted from short-term savings related
to reduced commutes and temporarily lower rents. However, as we predicted in Part 1, cities seem to be
returning back to life. In London, the growth of the average monthly room rent has outpaced the UK as
a whole, rising 18% between the third quarter of 2021 and the third quarter of 2022—compared to a 9%
increase in the UK as a whole.
The remote work model looks to be here to stay, as we also anticipated. Our proprietary survey found that
at least 22% fewer people said they could not work from home now compared to before the pandemic. This
indicates that companies are implementing more and better work-from-home arrangements. In the US, 55%
of workers say they want to work at least three days a week from home in the next twelve months.
Figure 1: Workers continue to want flexible work from home arrangements
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Note: Questions asked - Looking at the following time frames, approximately how many days a week did/ do you work from home (i.e. not from your main office)? Now
thinking six to twelve months ahead, approximately how many days a week do you want to work from home (i.e. not from your main office)? Source: Deutsche Bank, dbDIG.

In this Part 2, we examine the post-Covid challenges that corporates face. It is likely that the traditional
vertical career progression will be replaced by a corporate lattice, in which employees will need a diversified
portfolio of skills. As remote work becomes increasingly dominant, businesses may re-examine how they
measure employee performance. We analyse two models that allow companies to take control of work
output: “pay-per-task” and “pay-per-hour.” However, these models may weaken employee loyalty to
companies. Thus, it will be important for corporates to maintain employee motivation, relational cohesion,
and alignment of interest.
In this context, we offer four predictions about the future of work. First, in the short term, the impact of the
Big Quit will linger, due to a tight labour market, inflation, and skill shortages. Second, the gig economy will
likely be institutionalised. Third, the reshoring of the global supply chain, which started with the Covid-19
pandemic, will likely continue due to geopolitical tensions. Finally, reliance on automation will continue, but
not as fast as many people anticipate.
*GOAT is an acronym which stands for Greatest Of All Time. In team sports a player who is regarded as a GOAT is someone who has consistently performed at the top
of their sport while carrying their team to titles
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1. A career is not a quiet river
1.1 Developing skills is mandatory
Athletes spend many hours practicing for just a single game. Athletes work for years to develop the skills
deemed necessary to win. Are corporates practicing and rehearsing before pitching a deal? What’s true
for athletes should be true for business professionals: It takes ten thousand hours of practice to become a
successful expert. This means that we need to practice an average of twenty hours per week for ten years to
master a specific skill and consider ourselves an expert.1
Although natural ability plays a role, success mostly depends on the quantity and quality of practice.2 In golf,
Tiger Woods started playing before age two. He racked up an incredible number of hours before he even
turned fourteen. Serena and Venus Williams began playing tennis when they were under the age of five. It
is undeniable these athletes were born with innate talent, but dedication and hard work turned them into
legends.

1.2 Continual learning is the key to sustaining success
Training for ten thousand hours is not enough; we need to adopt a life of continual learning in the modern
working world. The corporate ladder has become the corporate lattice. People usually have a zigzag career
that often involves lateral movements within a profession. This requires us to embrace an adaptive model
for career development, one in which workers develop diversified skills and build a “portfolio” related to
numerous job responsibilities. According to David Epstein, for individuals working in more complex fields,
having a broad range of knowledge and skills (being what he calls a ‘generalist’) leads to greater long-term
success. Exposure to a variety of skill sets may also be necessary to match technical skills with the pace of
technological innovation.
Figure 2: Comparison of ladder and lattice career paths
Ladder progression

Lattice pathways

Examples of linear
career paths

Examples of more varied
paths for growth and
development

Source: Deutsche Bank, Raghuram Rajan and Julie Wulf, “The Flattening Firm: Evidence from Panel Data on the Changing Nature of Corporate Hierarchies, “NBER
Working Paper Servies, WP 9633, April 2003, http://www.nber.org/papers/w9633 (accessed March 2, 2009).

1 The ten-thousand-hour rule was popularised in Malcolm Gladwell’s ‘Outliers’ (2008). Gladwell wrote about the rule that ten-thousand-hours is what it takes to be a top
performer. His rule was based on a paper by Ericsson, Krampe and Tesche-Romer (1993) which found that the most accomplished violin students in a music academy
had put in ten-thousand-hours by the time they were twenty. However, Gladwell misinterpreted some elements of their results – practice is important but achieving
exactly ten-thousand-hours does not automatically mean you’re an expert, and that certain types of practice may be more effective than others.
2 Ericsson, K. A., Charness, N., Feltovich, P. J., & Hoffman, R. R. (Eds.). (2006). The Cambridge handbook of expertise and expert performance. Cambridge University
Press. https://doi.org/10.1017/CBO9780511816796
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This diversification of jobs has resulted from the flattening of corporate structures. Flattening occurs
when businesses shrink the number of individuals between the CEO and the lowest level of management.
However, a flat employment structure with fewer layers limits employees’ opportunities for career
advancement. And that can erode their loyalty to the company. Companies should recognise that by
offering opportunities for career advancement they can retain talent; the best talent may reside within their
organisations.
Key lessons
–

Success in your career is not just about innate talent; it requires practice, up to ten thousand hours and more.
This is understood in sports, but largely neglected in the office.

–

Continual learning is a driver of sustained success; however, if vertical career development opportunities
dwindle, employee retention could fall.

The next section examines how businesses can measure success by outputs rather than inputs into the
production process. They can do this through pay-per-task and pay-per-hour business models. However,
both models have risks.
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2. Focusing on outputs
The telework trend has made it more difficult for companies to control the "inputs" of work, such as time
spent in office meetings. Therefore, companies can measure performance according to outputs, which is
how we measure the success of athletes. When an individual’s contribution is quantifiable, as it is in sports,
the employer and employee can agree to measure the quality of the results, "the outputs." Rather than
controlling inputs into production, as typically occurs in the office, companies can link pay to the employee’s
output. There are two ways to make that work in a telework setting: (i) pay-per-task and (ii) the pay-per-hour.
Both models are used in the gig economy. They offer flexibility in staffing, as firms no longer need to rely
exclusively on internal staff to complete necessary tasks. This can improve efficiency, but it can also cause
frictions within the firm.

2.1 The pay-per-task model
This model is widely used by most contractors, freelancers, and gig workers. The worker is paid a
percentage fee when a deal is done or a fixed sum when the task has been completed.3 Typically, clients
review the output before making payment. In some cases, payment is made after certain milestones
have been completed. Payment is often held in escrow for a time so that the client can review the work.4
However, the pay-per-task model, which usually cements the scope of the work, can make it difficult to
introduce new elements into a project.
Figure 3: Business model features of selected gig economy platforms
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Main service platform
Sets basic entry requirements for workers
Provides a reputation rating mechanism
Offers central customer support
Offers clients insurance
Intermediates payments
Charges a fee to workers
Uses fully automated matching algorithm

Worker
Requires a professional diploma
Worker is usually self-employed1
Task is routine
Client
Customer chooses specific provider
Service is provided on-line
Client is usually an individual

Note: The businesses in the table provide illustrative examples of gig economy platforms, but many other gig economy platforms provide similar services.
Source: https://www.oecd.org/officialdocuments/publicdisplaydocumentpdf/?cote=ECO/WKP(2019)19&docLanguage=En
3 Autor, D.H. The “task approach” to labor markets: an overview. Journal for Labour Market Research 46, 185–199 (2013). https://doi.org/10.1007/s12651-013-0128-z
https://labourmarketresearch.springeropen.com/articles/10.1007/s12651-013-0128-z#citeas
4 Upwork Customer Service & Support | Upwork Help. (n.d.). Hourly vs. Fixed-Price Projects. [online] Available at:
https://support.upwork.com/hc/en-us/articles/211063418-Hourly-vs-Fixed-Price-Projects [Accessed 24 Aug. 2021]
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Workers who adopt this type of work usually have no direct manager. Their output might be measured
by algorithms, as occurs with Uber and Upwork. These algorithms can also effectively match workers
to clients, and they can track demand for products in real time. A study in the US found that capacity
utilisation was 50% higher for Uber drivers relative to traditional taxi drivers.5 Uber drivers are also
rated on a 5-star system to incentivise performance.6 The inbuilt rewards system improves trust
between client and worker.

2.2 The pay-per-hour model
The pay-per-hour model is nothing new. Lawyers have been using such a model for years. Zero-hour
contract work in the UK has been rising in popularity, as companies seek to improve efficiency by reducing
the number of traditional contracts. This model has been picked up by the gig economy. On Upwork and
TaskRabbit, clients can hire a worker for a fixed price per task or for an hourly rate, with pay levels being
related to the worker’s expertise and to the category of work.
Figure 4: In employment on a zero-hours contract in the UK (thousands)
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Source: Deutsche Bank, ONS Labour Force Survey.

In a remote setting, the pay-per-hour model is more difficult to control than the pay-per-task model, but it
offers greater flexibility. On the one hand, when pay is based on time, the worker has an incentive to stretch
out the hours it takes to complete the project. On the other hand, it is easier to make changes to the scope
of the project before it is finished. When work is done in-person, such as cleaning services, it is easier to
verify the number of hours worked. Upwork has introduced a Work Diary for hourly services with an ability
to dispute the reported hours.7 Overall, the pay-per-task model offers the client more control over the total
cost and the quality of the end product.

2.3 The red flags
Despite their advantages, these models present red flags related to their sustainability. Gig platforms like
Uber and Upwork saw share-price gains in 2020, but they have seen losses of more than 40% and 60%
since the beginning of 2022, respectively. Due to the end of Covid-19 restrictions and inflation, Deliveroo
has seen losses of 50% in the first half of 2022.8 These may be surface issues, but the predicament of these
companies (Deliveroo has never turned a profit)9 suggests deeper problems.

5 OECD (2019), Gig economy platforms: Boon or Bane?, ECO/WKP(2019)19
6 Source: OECD (2019), Gig economy platforms: Boon or Bane?
7 Upwork Customer Service & Support | Upwork Help. (n.d.). Hourly vs. Fixed-Price Projects. [online] Available at:
https://support.upwork.com/hc/en-us/articles/211063418-Hourly-vs-Fixed-Price-Projects [Accessed 24 Aug. 2021]
8 Source: Bloomberg Finance LP
9 Source: Bloomberg Finance LP
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Figure 5: Share price of major gig economy companies
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Worker compensation
Traditionally, workers in pay-per-task industries, such as tailoring or design, have set their own prices
according to skill and reputation. However, on most gig platforms, like Fiverr and Handy, the worker
relinquishes pricing control; financial reward is instead determined by algorithm. Regardless of their resume
quality and professional reputation, workers who use these platforms need to complete low-paying tasks to
build a score on the app. It is not uncommon for earnings to fall below minimum wage.

Lacking the human element: algorithmic management
Face-to-face communication is highly effective, a key ingredient of high performing teams.10 Of the
variables that affect team performance, 35% is related to the number of face-to-face exchanges among
team members.11 The remote work models described above may boost efficiency, but there are benefits to
social interaction. Gig economy workers often lack interaction with management and employees. The UK
Health and Safety Executive found that participation in gig economy style employment relationships may
have adverse psychological implications for some individuals.

Workers become less loyal to companies
Employment churn within these models of work is endemic, particularly for pay-per-task jobs. Some gig
economy startups have estimated an average turnover of up to 500% per year, compared to 55-75% per
year for the restaurant industry.12 There are several reasons for this: (i) little to no employment benefits; (ii)
unreliable work schedule; (iii) fewer promotional opportunities. High employment churn can be disruptive to
companies. Research on the impact of high turnover in smartphone production in China has found a stable
workforce improves product quality.13 In the high-turnover weeks following paydays, field failures were
10.2% more common than during the lowest turnover weeks. Maintaining a stable workforce coupled with a
loyal workplace is critical for product reliability.

10 Newsweaver (now Poppulo), “Delivering Effective Internal Communications,” 2014
11 MIT’s Human Dynamics Laboratory, study of communication patterns in teams across multiple industries, April 2012
12 Harms, P., Keith, M. and Long A. (2020), ‘Worker Health and Well-Being in the Gig Economy: A Proposed Framework and Research Agenda’, in Entrepreneurial
and Small Business Stressors, Experienced Stress and Well-Being, Emerald Publishing Limited, and, ONS.
13 Bergemann, P., Cohen, J., Loyalka, P. and Moon, K. (2022), ‘The Hidden Cost of Worker Turnover: Attributing Product Reliability to the Turnover of Factory Workers’,
Management Science, Vol. 68.
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Key learnings
–

Telework has led businesses to control outputs rather than inputs when measuring employee success.

–

The pay-per-task and pay-per-hour models are common ways for businesses to reward the quality and
quantity of remote workers’ outputs.

–

However, these two models have led to several issues that weaken employees’ loyalty to companies.

In this section, we examine several solutions through which companies can rebuild employee loyalty. We
draw from sport to emphasise the need for a strong company purpose.
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3. Three solutions for company
loyalty: motivation, cohesion, and
alignment of interest
So, what have we learned from our analysis of sport at the highest
level? What does it take to consistently win?

3.1 Motivation is key
Athletes must earn their spot on the pitch every week. Their pay levels
evolve in relation to their performance. Players have a finite contract
that covers employment duration and compensation, and the contract
is renegotiated based on current market value and performance. This
spiral is typically upward at the beginning of a career and downward
at the end. Some players, like Ronaldo and Messi, have had incredible
longevity. Others, like Ronaldinho, stayed at the top for a short time.
Sports teams do a better job of unemotionally embracing the concept
of a player’s current value to the team, which strengthens the players’
loyalty to the team.

Talent wins games,
but teamwork and
intelligence win
championships.
— Michael Jordan, winner of six
NBA championships with the
Chicago Bulls, and integral in
popularising NBA globally.

In business, there is an assumption most employment will go on indefinitely and that compensation will
either remain stable or continuously increase. Financial and contractual elements are rarely adapted, and
so real wages remain relatively unchanged. On average, only 36% of employees have seen a pay raise from
2021 to 2022. There is a larger concentration of labour in lower quality work relative to the last thirty years,
as measured by the number of jobs with incomes above or below a mean weekly income. Since 1990, the
US private sector job quality index has fallen 15%. Linking opportunities and financial rewards to current
performance may help companies foster a high-performance mentality, and to strengthen employee
loyalty.14
Figure 6: US Private Sector Job Quality Index
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Source: Haver Analytics, Deustche Bank. Note: An index reading of 100 indicates an even distribution of high and low quality jobs (quality is determined by calculating
the mean weekly income and then measuring the number of jobs with incomes above or below that mean). A reading below 100 indicates a larger concentration in
lower quality work.

14 There are some major downsides associated with linking current performance to financial reward, particularly with its impact on risky behaviour. Prior to the 2008
Financial Crisis, origination bonuses created incentive to approve very risky loans, typically without background checks.
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3.2 Focus on team cohesion
Academics Battilana and Kimsey identify three roles played by participants in effective social change
movements: agitator, innovator, and orchestrator. These roles are transferable to the world of work. The
agitator spots inefficiencies and failures in the current system. The innovator designs a solution to said
issues, and the orchestrator coordinates and scales the response. Although the lines between these roles
are often blurry, these players should be part of any effective team that is tasked to make changes. Leaders
must be effective at communicating, organising, and evaluating the team’s progress. With remote work,
communication is essential in establishing how individuals relate to the company’s main goal. To succeed,
the company needs a cohesive team that communicates well and that understands how each person will
contribute to the overall mission of the organization.

3.3 Set clear objectives to align the interests of employers and employees
In sports, the rules of the game are very clear and often have a clear impact on the final match result. One
of the best examples is that of the New York Giants. Tom Coughlin, from 2004 to 2015, instilled a tough
disciplinary style, insisting that all players show up to training five minutes before start time. If they showed
up late, they might face a fine. The New York Giants won Super Bowl XLII and Super Bowl XLVI under
Coughlin’s strict policies.15
It can be difficult for most corporates to measure work in direct relation to results, except when the
outputs can be quantified, such as in sales. The use of 360-degree feedback, where both employer and
employee provide an evaluation of a worker’s performance, may be essential for an accurate measure of
success. For this reason, the rules and expectations must be clear, otherwise problems like inconsistent
roles, office politics, incorrect invoicing, and even legal issues can emerge. The best time to explain the
rules and expectations is during the on-boarding process, but routine reminders and an open-door policy
are also important. Some companies, like Quicken Loans in Detroit, have unique expectations that are
communicated front and centre nearly every day. This company’s policy is that all client requests will be
addressed on the same day they are received. Founder Dan Gilbert takes this policy so seriously that he
would take hundreds of calls himself if his employees were too busy. Quicken Loans is now one of the
largest originators in the US.16

Key lessons
–

Motivation is key to achieving success, so monetary and non-monetary benefits may be important tools.

–

Strengthen team cohesion by making sure you have an agitator, innovator, and orchestrator on your team,
and ensure clear communication among all team members.

–

The rules of the business must be clear to your employees and the rules must align with your business
philosophy.

15 Harvard Business Review. (2019). To Build a Strong Culture, Create Rules That Are Unique to Your Company. [online] Available at:
https://hbr.org/2019/12/to-build-a-strong-culture-create-rules-that-are-unique-to-your-company.
16 Harvard Business Review. (2019). To Build a Strong Culture, Create Rules That Are Unique to Your Company. [online] Available at:
https://hbr.org/2019/12/to-build-a-strong-culture-create-rules-that-are-unique-to-your-company.
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From water polo to business: What can we learn from Michael Ilgner?
I was lucky to attend a presentation by Michael Ilgner, Deutsche Bank’s Global Head of HR, who competed
in the 1996 Olympics in water polo. I was deeply impressed by his philosophy and how he translated sports
coaching into business leadership. The five important performance attitudes in sports that we can employ
in business, highlighted by Ilgner, are led by the overarching theme of mindset, making the difference, as
success emerges from a combination of talent, training, and attitude. With the right attitude, talent and
training can multiply success.
1. Strive for personal best: You can learn from the competition you face, but it is most important to focus
on doing your personal best.
2. Defeat is an accelerated learning opportunity: Defeat can accelerate learning, but only if we overcome
the fear of failure and are willing to take reasonable risks.
3. Work hard, but smart: Ensure your team is dedicated and committed to delivering the best possible
results, and have people in place who can fill roles when certain workers need to pause or are overly
occupied. Remember muscles only grow when at rest.
4. Always move forward, but enjoy team successes: Look forward to the future, but enjoy the present
successes with your team members, and remember that every athlete counts.
5. Actively own crunch time: True champions emerge at crunch time.
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Conclusions: What does sport tell
us about the future of work?
Human memories are short. It is easy to draw conclusions based on what we experience today and then
miss the big picture.
The global post-pandemic economy has been defined by high inflation, a tight labour market, deepening
geopolitical tensions, and an energy crisis caused by the Ukrainian-Russian war. The roles for workers and
companies have been altered. The changes we have seen in the last thirty months will either be a catalyst
for pre-existing trends, or the trends will revert to the pre-pandemic mean. Here are our four predictions for
the future of work.

#1 The Big Quit’s effects will likely continue longer than anticipated
In the Big Quit, workers took advantage of the mismatch between the job opening rate and the hire
rate to switch employment in search of improved work-life balance, higher real wages, and employment
opportunities. We have now reached the peak; however, the impact is likely to linger due to the persistent
mismatch between the demand and supply of talent. We predict that developed economies will continue to
face skill shortages over the next years. To prevent the skill shortage from widening further, companies must
(i) provide training before the need for workers becomes critical, and they must (ii) encourage continual
learning.
Figure 7: US quit, hire and job opening rates, 2001-2022 (YTD)
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Source: Haver Analytics, Deutsche Bank. Note: All rates are a percentage of total employment.
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#2 Institutionalising the gig economy
In both the US and the UK, there is pressure to institutionalise the gig economy. In the UK, Deliveroo is
being challenged in the UK Supreme Court by the IWGB Union to achieve formal collective bargaining
rights. A series of UK court rulings in 2021 has declared Uber’s drivers to be employees, not independent
contractors. This change entitles them to employment rights like minimum wage and a pension. The Biden
administration has proposed a new rule that would lower the threshold for gig workers to be classified as
employees. We anticipate the gig economy to be formally institutionalised over the next years.

#3 The reshoring of the global supply chain is just beginning
Modern international production is usually organised according to global value chains, where stages of
production are divided across different regions according to specialisations. The pandemic has exposed
this structure’s vulnerability. In response, a process of reshoring the global supply chain has begun. Rising
geopolitical tensions will continue this trend. The Russia-Ukraine conflict has revealed what could be the
formation of three international blocs: (i) US and allies; (ii) China and allies; (iii) rest of the world. This may
further incentivise the reshoring of activities and labour, as well as potentially fragmenting the global supply
chains according to US-China allegiances, in the medium term.
Figure 8: Number of corporate documents by keyword across the US and Europe, quarterly
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Source: Alphasense, Deutsche Bank.

#4 Automation is on a steep rise but will take longer to become mainstream
The tight labour market in the US and the Covid-19 crisis have led to an increase in the use of capital
relative to labour through automation. However, harbingers of rapid automation may be overestimating
how much will change in the next years. As is widely known, we overestimate the impact of
technological change in the short term, but we underestimate the long-term impact. And, technological
change typically creates more jobs than it destroys. Going forward, we predict that automation will
continue, but it may take several more years before entering the mainstream.
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