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Abstract
This article explores how top and middle managers in geographically fragmented pro-
fessional service organizations made decisions about hybrid work arrangements, fol-
lowing COVID-19 (and the end of mandatory working from home). The article
reports a single case study of a regional banking corporation in a period when leaders
across the organization had to choose between consolidating change or returning to
pre-pandemic practices. By applying the concept of situated attention from attention-
based view-theory, the article explores what managers in different contexts are atten-
tive to through a potentially disruptive period. Managers’ attention capacity is limited
and the issues and answers they allocate their attention to in the immediate chaotic
period following a disruptive change in the organizational environment is important to
our understanding of future solutions. Various management issues and answers are
identified, and the analysis explores how these are formed by contingent consider-
ations and pressures across the diverging micro-contexts of the single managers.
The article provides a model of contextualized management types as they relate to
different contexts in a regional/rural organizational environment.
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Introduction

Widespread use of working from home (WFH) during COVID-19 affected staff pref-
erences and competencies, and organizational capacity for digitally enabled collabora-
tive work. Handling the pandemic required social distancing, but many employees and
organizations were surprised by how well they managed the disruptive shift to WFH
(Edelbroek et al., 2023). When COVID-19 subsided, organizations needed to find a
new normal of work arrangements and managers had to balance the diverging interests
of diverse groups of staff and organizational goals (Barrero et al., 2021b). Hybrid work
arrangements (HWA) became a preferred way of maintaining staff flexibility while
regaining the benefits of physical presence at work. Hybrid work is understood as a
work arrangement for employees that combines degrees of physical presence and
WFH (Halford, 2005; van der Velden & Deprez, 2023). Working and leading in a
hybrid arrangement requires new capabilities and in the initial, tumultuous period
during and after the COVID-19-lockdowns it was unclear what these were (Bergum
et al., 2023).

In professional service firms (PSFs), with their knowledge intensity, low capital
investment requirements and a professional workforce (von Nordenflycht, 2010), it
is relatively easy to quantify the short-term benefits of HWA (Empson, 2021). In
PSFs, employee flexibility can readily be converted to financial gain, with commuting
hours converted to productive capacity and costly real-estate burdens transferred to the
employee (Empson, 2021). Hence, we expect the dilemmas associated with increased
HWA to be amplified in contexts where short-term gains are readily available in the
absence of an established consensus about best practice. Managers in PSFs are
expected to be attentive to these dilemmas when implementing new work arrange-
ments. However, we have limited knowledge on a deeper level of how these dilemmas
could be manifested in the content of company policies or practices. Implementation of
HR policy is never a straight line (Bondarouk et al., 2018) but a dynamic process (van
Mierlo et al., 2018), where a multitude of organizational actors are involved in the
social processes that precede the formulation of clear policies and practices
(Bos-Nehles & Meijerink, 2018). These social processes are situated, meaning that
they take place in contexts that help define what can be considered reasonable
course of action. The micro-contexts of managers in a corporation vary a great deal
across seemingly uniform environments. The attention-based view (ABV), introduced
25 years ago by Ocasio, included the key concept of situated attention (Ocasio, 1997).
The situated attention of managers provides a theoretical concept that zooms in on the
situated context of the manager making day-to-day decisions. This is especially rele-
vant in relation to the current HWA changes, where foggy confusion of inexperience
rule and a lack of concept clarity, in many cases leaves managers to their own best
judgement when making decisions. The concept of situated attention grasps the
general characteristics of a situation (See theory sections on social dynamics, materi-
ality, temporality & strategic framing), to give us a way of understanding the intricate
relationship between managers micro-context and their preferred choice of action pre-
ceding a possible process of policy formulation and implementation.
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Situated attention have recently seen a revival in the research literature as a way of
understanding how managers make decisions influenced by the situations they are in
(Brielmaier & Friesl, 2023a, 2023b; Nicolini & Korica, 2021; Nicolini & Mengis,
2024). The specific situation after the COVID-19 lockdowns provided a unique oppor-
tunity to study how environmental jolts affect organizations in different contexts on the
level of the individual manager. This article aims to understand what leaders saw as
important management issues and answers during the transition to HWA regimes
and how these vary across different contexts to better understand the different dilem-
mas managers in regionally based PSFs are confronted with. This brings me to the fol-
lowing twofold research question:

(1) What problems and solutions did professional service managers see in the imme-
diate aftermath of COVID-19 regarding HWA?

And,

(2) How do these problems and solutions vary across different situations and orga-
nizational contexts?

The period of reducing or consolidating new practices of WFH/HWA took place
against a backdrop of limited management experience. Following COVID-19, initial
surprise at how well organizations handled short-term goals and objectives turned
into doubts about the long-term organizational consequences (Emanuel et al., 2023;
Spicer, 2020). To understand the long-term consequences of such an unprecedented
situation, a deeper understanding of the micro-foundations of management decision-
making is necessary. Our findings show that managers’ attention did vary remarkably
across different contexts. The professional service managers saw different answers to
the same issues depending on the specific situation they were in. Our analysis contrib-
utes with rich, descriptive empirical evidence of how HWA evolves and how organi-
zations simultaneously consolidate old practices and establish new ones. At the same
time the article extends ABV theory by nuancing the concept of situated attention and
developing a theoretical framework of situated attention that can account for the idea
that similar issues call for different answers throughout the organization. Based on this
nuance, the article suggests a conclusive theoretical model of how situated attention
varies depending on the decision maker’s organizational position relative to the orga-
nizational core with corresponding management metaphors that captures regional sit-
uational variations and points to the positional mechanisms that drive the development
of HWA.

HWA in Professional Service Firms

HWA is rapidly becoming a preferred term to capture efforts of balancing seemingly
contradictory means and ends. For example, when utilizing the flexibility of an agile,
digitally adept workforce, capable of working anywhere at any time, while still
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preserving the knowledge-sharing, creative and collaborative advantages of synchro-
nized on-site office work (Gratton, 2021; Holdt Christensen, 2022). Similar concepts
to HWA and WFH, such as telework, remote work, hybrid work (Bergum et al.,
2023; Bloom et al., 2015; Halford, 2005; Holdt Christensen, 2022; Olson, 1983;
Olson & Primps, 1984) have been studied at least since the upsurge of the personal
computer in the 1980s (Zuboff, 1988). What is new, however, is the global scale of
the collective change in the capacity and capabilities for digitally enabled collaborative
work caused by COVID-19.

Defining a PSF has traditionally been difficult. One characteristic is that PSFs com-
monly perform work requiring specialized, institutionalized, and codified knowledge
in service delivery. On the organizational level, PSFs often display governance struc-
tures involving considerable autonomy for practitioners (Hinings et al., 2015; von
Nordenflycht, 2010). PSFs come in various forms, such as hospitals, law firms, and
consultant agencies. Although these examples all deliver specialized, codified knowl-
edge to clients/patients, they also display obvious differences in, for example, organi-
zational goals or dependency on specific tools or capital investment. Von Nordenflycht
provides a definition of a PSF that contains degrees and varieties of its central charac-
teristics (von Nordenflycht, 2010). Here, PSFs are defined by one or more of the following
characteristics: knowledge intensity, low capital intensity and/or a professionalized work-
force. The classic PSFs like law or accountancy firms hold all of these, but hospitals could
hardly be called “low in capital intensity”, since considerable capital and resources are tied
to a specific building or workplace (von Nordenflycht, 2010).

Classic PSF’s is also characterized by a homogeneity of professions, with, for
example, lawyers or accountants’ dominating the professional identity of the organiza-
tion. Neo-PSF’s can be described as more heterogenic. Common examples of a
neo-PSF are consultancies or marketing agencies, where many types of professionals
collaborate toward the organizational goals. A central discussion in the concurrent
professionalism-research is whether the type of professional we know from the
classic understanding of the term (lawyer, accountant, doctors, academics, journalists,
etc.) is changing with the fragmentation of the labor markets along with the rapid polit-
ical and technological changes (Noordegraaf, 2020). Freelancing and shorter employ-
ment patterns is perhaps leading to dilution of the classic professions (Flatøy, 2023).
Noordegraaf has recently argued—in a much-debated article (2020)—that we are
seeing a shift that requires us to adjust the way we understand professionalism. A
shift from a fixed or closed protective type profession with expert knowledge, auton-
omy and authority to a more open and relational connective type professional that is
adaptive, critical and distributes expertise (Adams et al., 2020a; Noordegraaf, 2020;
Noordegraaf & Brock, 2021). This discussion perhaps mirrors the need to nuance
our understanding of PSF’s to also include the types of corporations engaged in
wider varieties of professional-type tasks, which is the case with neo-PSF’s, as von
Nordenflycht introduced (2010).

Individual professionalism is commonly understood to adhere to a form of profes-
sional identity. Empson et al. define the core activity of the professional specialist to be
“…applying specialist knowledge to creating customized solutions to clients’
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problems” (Empson et al., 2015). The professional specialist in knowledge-intensive
work (Alvesson, 2000) presumably has the right tools, competencies, and responsibil-
ity to manage a disruption of the classic in-office working arrangement toward more
flexible location-independent arrangements. Their primary activity has always been
partly based on the rather intangible (and mobile) application of specialist knowledge
to clients’ problems, involving extensive autonomy and contingent authority (Empson,
2021; Noordegraaf, 2020). But as Abbott pointed us to, it is the boundaries between
entities (professional fields, for example) that are important, not necessarily the entities
themselves (Abbott, 1995). And as many argue the professionals and the organizations
they inhabit are situated in increasingly complex landscapes (Adams et al., 2020a). The
political landscapes, the technological/digital landscapes and now with the ongoing
transition to HWA the physical and geographical landscapes of the workplace is
rapidly changing as well (Adams et al., 2020; Noordegraaf, 2020; Noordegraaf &
Brock, 2021). To ask whether the transition to HWA is accelerating the connectivity
change in professionalism or proliferating the protective professionalism of the old,
is perhaps a false dichotomy. As Falconbridge et al. (2021) argue that it would be
more fruitful to consider connective and protective professionalism as interlinked,
since it apparently already co-exist in a sort of protected connectivism. It is argued
that professional activity that increase connectedness, also gives rise to new forms
of protectiveness (Faulconbridge et al., 2021).

The transition to HWA thus permeates existing boundaries (e.g., between family
and work) and escalates complexity. Recent research suggest that professionals are
confronted with challenges when the barrier between work and family is removed
(De Clercq, 2020). They suffer a general reduction in energy as a consequence of con-
tinuous interference that a boundary free work/family situation might establish. This
then backfires to the in-office work-hours where they are less prone to display volun-
tary task behavior, due to individual energy conservation behavior (De Clercq, 2020).
They maintain the need for random socialization when at a distance, such as through
unscheduled meetings (Sporsem et al., 2023), or work-related task conflicts (De Clercq
& Pereira, 2021), as sources of knowledge-sharing and creative stimulation, but now
through digital channels. Digitization in the post-COVID era can be argued to increase
connectivity by pressuring professionals to connect to “outside” experts (Pareliussen
et al., 2022) or to accelerate a wider transition to digital work practices (Björkdahl
& Kronblad, 2021). However, the negative aspects of increasing physical distance
between co-workers are not fully compensated by the digital channels (Emanuel
et al., 2023). Emanuel and colleagues (2023) show that physical proximity between
co-workers matters a great deal, for example, when junior employees learn from
senior employees. In our view, these examples underline the relevance of understand-
ing how PSF managers will think and act when presented with the possible dilemmas
of HWA.

The dilemmas associated with HWA has spurred great interest from the scientific
community as an opportunity to study a natural experiment of radically changed work-
place conditions on a global scale (Adams, 2022; Ng et al., 2021). Studies approaching
HWA/WFH from a descriptive employee-perspective indicate a strong employee
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preference for preserving some of this flexibility of where/when to work (Barrero et al.,
2021a; Hansen et al., 2023; Šmite et al., 2022, 2023). Other studies target the presum-
ably connected international phenomena known as “quiet quitting” and “the great res-
ignation” that followed the pandemic. These studies support the impression that
employees were reluctant to return to pre-pandemic employee-employer relations
(Formica & Sfodera, 2022). Thus, a consensus on an HWA-balance is far from
achieved, and the employee-perspectives still indicate a concept evolving, and that
work arrangement preferences change when people and organizations gain greater real-
world experience (Bloom et al., 2015).

Studies approaching HWA/WFH from a descriptive employee-perspective indicate
that managers and leadership in general is in conflict and tend to prefer a return to the
familiar normality of on-site office work, while still recognizing the strategic necessity
of remaining competitive to attract talent in a situation where this talent seem to
demand high degrees of flexibility (Barrero et al., 2021b; Contreras et al., 2020;
Gratton, 2021). Top and middle management, however, is worried about losing
central elements of their basic leadership ability with the loss of social interaction
(Kirchner et al., 2021), and are afraid that the new flexibility will not be viable as an orga-
nizational form and a foundation for organizational culture, in the long run (Nachmias
et al., 2022; Spicer, 2020). The literature review gives some indications of possible tra-
jectories of the current changes, but only limited insight into the contextual dilemmas that
managers are faced with. We expect PSFs to be in a formative period post-pandemic,
where any individual or organizational preferences will be malleable to the emerging
experiences, as consolidation, balancing and/or reduction occurs.

The Relevance of Situated Attention as a
Theoretical Framework

The theory of the ABV was first developed by William Ocasio (Ocasio, 1997). It pre-
sents the basic assumption that the attention of decision makers is situation and context
dependent. Ocasio defines attention as

… the noticing, encoding, interpreting, and focusing of time and effort by organizational
decision makers on both (a) issues: the available repertoire of categories for making sense
of the environment and (b) answers: the available repertoire of action alternatives.
(Ocasio, 1997, p. 189)

The ABV theory builds on classic works on organizations and manager behavior. Its
foundation is an open systems view of organizations (Scott & Davis, 2015), where the
context of organizations plays a crucial part in understanding manager behavior.
Further, much like Herbert Simon’s work on rich information, it also assumes that
the organizational and the individual capacity for attention to details (and processing
them) is limited (Simon, 1996; Sullivan, 2010). ABV shares the chaotic view of the
contextual mess that fosters organizational solutions, as presented in the garbage can
model of Cohen, March, and Olsen (Cohen et al., 1972). The recent revival of the

6 The Journal of Applied Behavioral Science 0(0)



ABV can to some extend be attributed to the concept of situated attention (Brielmaier
& Friesl, 2023a; Ocasio, 2012) and its recent theoretical extensions (Nicolini &
Mengis, 2024). Whereas the above-mentioned classical works lead to a rather
narrow understanding of situatedness, limited to the specific occasions when an
issue manifests itself in a decision-making setting, the situated attention concept is
not constrained by the actual manifestation; it includes a broader notion of prior inter-
actions affecting decision makers and their understanding of the issue in focus and thus
the available repertoire of relevant answers (Ocasio, 2012). This form of gentle widen-
ing of situated attention to include the social baggage that individuals arrive at the sit-
uation with, aligns well with a dynamic understanding of HR implementation as a
process (Bos-Nehles & Meijerink, 2018; van Mierlo et al., 2018), without escalating
it to a level of institutional determinism that the novelty of the HWA phenomenon
do not justify. The specific focus on the situatedness of managers offers interesting ana-
lytical perspectives. The HWA phenomenon may possibly constitute a wholly new sit-
uation established “overnight.” This requires a theoretical framework that is sensitive
and open to radically new ways of thinking and acting.

The remarkable aspect of situated attention is that it directs the focus to the very spe-
cific situational context in which a manager “forms an opinion” about an issue or is influ-
enced by those around him or her, which will then influence the answer the manager
finds suitable (Brielmaier & Friesl, 2023a). An example of this is the case study by
Fu et al. (2020), which revealed that the presence of a chief sustainability officer
(CSO) had a certain positive influence on the corporate social responsibility (CSR)
efforts in an organization—sustainability and social responsibility in this case being dif-
ferent organizational units. They explain this by arguing that the situated attention of the
CSR-officer was influenced indirectly by the presence of a CSO (Fu et al., 2020).

COVID-19 was an example of a contextual event affecting the internal rationales in
organizations, creating a novel situation for most decision makers. Organizations had
limited experience and institutionalized practices to draw on. There was no clear direc-
tion for how to consolidate or reduce new HWA. While organizational behavior can
often be viewed as involving some level of goal orientation in the organization
(Bauer & Friesl, 2024), in this situation goal orientation would be a poor guide to
understand management decisions, giving the limited collective goal consensus at
the time. ABV rests on the premise that what decision makers do depends on their
focus of attention, that is, the issues and answers they see in the specific context and
situation they encounter. They allocate their attention according to this situatedness
and structural configuration (internal roles, rules, resources, and relationships) of the
organization is part of this situatedness (Ocasio, 1997, p. 188).

As mentioned, the concept of situated attention offers an open approach to the HWA
phenomenon. It emphasizes that what decision makers do, how they decide to solve
problems, is contextually situated. Combining this with the limited attentional capacity
of managers, attention need to be considered as differentiated and inconsistent within
the same organization (Nicolini & Mengis, 2024). Different types of attention are prom-
inent in different parts of an organization at different times (Barreto & Patient, 2013;
Joseph & Wilson, 2018; Ocasio, 2011). The individual manager, despite being part of
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the same organizational structure, still carries an individual view of the same problem.
Individual managers might see different answers, affected by the different situations
they encounter. The interactions they engage in, the physical meetings they attend, or
the exchanges they engage in through digital channels provide leeway for different
avenues of interpretation (Brielmaier & Friesl, 2023a, 2023b; Nicolini & Mengis,
2024; Ocasio, 2012). This makes attention inherently situation-dependent, and organiza-
tions thus can be understood as “systems of structurally distributed attention in which the
cognition and action of individuals are derived from the specific organizational context
and situations that individual decision-makers find themselves in” (Ocasio, 1997,
p. 198). This also means that attention is less rigid and robust and more transient and
perhaps temporary. As Ocasio put it, inspired by the garbage can model of Cohen
et al. (1972): “Attention ebbs and flows depending on how problems, solutions, and par-
ticipants become coupled in specific interactions, meetings, or email exchanges as choice
opportunities” (Ocasio, 2012, p. 301).

Attention differs between the various organizational levels: from the individual/cog-
nitive, via the situated group, to the structural organizational level. Ocasio (1997)
argues that the focus of attention is found on the individual level and is linked to indi-
vidual cognition and behavior. Situated attention is found on the level of social cogni-
tion. The structural distribution of attention encapsulates the changes on the
organizational level, such as work coordination between headquarters (HQs) and
branches (Ocasio, 1997). Studying this process of how managers’ attention is situated
regarding HWA enables us to account for the (perhaps) non-deliberate, emerging fea-
tures of how strategic agendas are formulated, communicated, and shared (Ocasio &
Joseph, 2018). This helps us to operationalize the relevant elements from theory to
explain managers’ attention. We are looking for the ways managers make sense of
the contextual changes, and the possible action alternatives they see to address these
issues. This may seem a very individual approach to the systemic and structured fea-
tures of organizations often targeted. However, as Ocasio (1997) underlines:

Individuals ultimately do the attending, individual attention is situated in the context of the
firm’s activities and procedures, and these situational contexts and the decision makers,
issues and answers they are linked to are distributed throughout the firm. (Ocasio,
1997, p. 189)

The situated attention of decision makers has been used to analyze specific change
phenomena such as absorptive capacity and innovation (Kim et al., 2016), mergers and
acquisitions (Bauer & Friesl, 2024), crises (Kudesia & Lang, 2023), and strategies
(Ocasio & Joseph, 2018). These studies demonstrate how relevant and valuable the
ABV approach is to address specific contexts where no obvious, consensus-based
goal orientation has been established to guide managers’ behavior in organizations.
We therefore zoom in on situated attention in the same way, as opposed to the
entire ABV theory, to grasp the initial attention of decision makers in a period of pos-
sible disruptive change dynamics brought on by massive contextual change.
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Developing a Theoretical Framework for Situated Attention

Situated attention can be understood as a practice perspective where the particulari-
ties of any given situation inherently affect the attention of the involved actors
(Nicolini & Mengis, 2024). According to Nicolini and Mengis (2024) any work prac-
tice is comprised of a range of mediatory element, like discursive elements or mate-
riality, that are inherent to the actors and the situation that a work practice unfolds in.
We view managers decision making as a work practice mediated by the situation. As
Brielmaier and Friesl underlined we have only limited insight into the specific vari-
ables and mechanisms in a theory of situated attention, apart from what is already
developed in the general ABV framework (Brielmaier & Friesl, 2023a; Ocasio,
2011). The HWA phenomenon is a rare opportunity to study a change situation on
an unprecedented scale, which might have disruptive impact. The concept of situated
attention offers a much needed open and explorative way of approaching this new
phenomenon. Inspired by the literature review on HWA in PSFs and the theoretical
ABV framework we can carve out a parsimonious theoretical model of situated atten-
tion. The model is focused on isolating key variables and mechanism, so that it is pos-
sible to convert the theory to a research design that will work in an open and
explorative approach. As with the general model of ABV (Brielmaier & Friesl,
2023a; Ocasio, 2012) our model of situated attention is a sort of input/output
model, where organizational structures and context change is inputs to an undis-
closed form of situatedness that determines the output of individual and organiza-
tional behavior (Brielmaier & Friesl, 2023a). Our model granulates this black box
of situatedness into three parts of a situated attention-process. The three parts are
the characteristics of the situation, the attention allocation, and the focus of atten-
tion. These will be presented in the following sections along with the variables
and mechanisms inherent to each (see Figure 1).

Figure 1. Situated attention.
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Characteristics of a Situation

The first part of the process within “the black box” is the characteristics of a situation.
Several conceptualizations have been made to describe what constitutes a situation.
Nicolini and Mengis (2024) argue that a situation is characterized by cultural, material,
social, and historical arrangements in their practice-based view of situated attention
(Nicolini & Mengis, 2024). In their review of 173 recent publications on ABV and sit-
uated attention, Brielmaier and Friesl (2023a) similarly argue that common character-
istics include materiality, social dynamics, temporality, and the framing of the strategic
setting. These differ only marginally from Nicolini and Mengis’ characteristics but
include an element of timing and thus underline the possible temporality of a situation.
This is a relevant addition considering the HWA phenomenon under study.

The first characteristic is the materiality. The material artifacts and the material
environment that underpin a particular contextual interaction (Brielmaier & Friesl,
2023a). This could be the technology and digital tools necessary to carry out profes-
sional service work. Technology can enable HWA as well as limiting them. Some
functions in a PSF corporation might require handling of sensitive data, making the
function less prone to flexibility. In other situations, digital communication and collab-
oration tools are essential to enable HWA. Materiality also entails differences in other
forms of material surroundings such as those in physical environments between the
affordances (Gibson, 1977) of a specific physical office or an individual home
office. The material surrounding of a situation is obviously a difficult thing to separate
from the virtual surrounding that the new HWA depend on. The relativized physical
distances that follow (Donnelly & Johns, 2021; Piezunka & Dahlander, 2015) gives
way to different means of interactions through available materiality.

The second characteristic is the social dynamics that lay down the basic rules of a
workplace. The social interactions, power mechanisms in hierarchies, delegation of
authority or the collective mechanisms of group thinking are examples of social
dynamics that affect situated attention. The study by Nicolini and Korica (2021) is
an example of the social dynamics of power in hierarchies, where higher level manag-
ers affect (by distribution) the situational attention of lower-level managers (Nicolini &
Korica, 2021). Group thinking is another well-known example of a social dynamics
that has a great effect on the situated attention of managers (Aldag & Fuller, 1993).
Group thinking describes the social dynamics where the desire for conformity in a
group can result in overlooking obvious answers or lead to irrational or dysfunctional
decisions. The social dynamics is obviously difficult to disentangle from the materiality
in relation to digitally enabled collaborative work. This becomes especially clear in our
case where the phenomenon of HWA is essentially a matter of the degree to which
social dynamics are lifted out of the realm of physical presence and into the non-
physical digital realm. One cannot be understood without the other. They are interde-
pendent. Increased digital social dynamics means increased materiality and vice versa
(Brielmaier & Friesl, 2023a).

The third important characteristic of a situation, according to Brielmeier and Friesl
(2023a) is the temporality. Temporality is an elusive concept and has been a central
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theme in different disguises through much organizational research (Brielmeier & Friesl
2023a). Three aspects of temporality seem to be central to the situations that managers
find themselves in when transitioning to HWA, namely temporal structures, time con-
straints and timing. Temporal structures, according to Brielmeier and Friesl (2023), are
the time structures of work, like deadlines or meeting schedules. In our case temporal
structures are relevant, for example, when the number of online meetings increases
because of a lower threshold for calling for an online meeting than a physical
meeting. Time constraints direct the focus to the pragmatism that guides decision-
making under time pressure. Timing describes the particularities of the specific situa-
tion at hand. A global pandemic such as COVID-19 creates a specific timing of situated
attention where, for example, certain forms of experience (best practice) are unavail-
able to everyone, while other forms of capacities suddenly are (digital competence).

The final characteristic mentioned by Brielmaier and Friesl (2023a) is the strategic
setting, or what we understand as the dominant strategic purpose of the organization as
it is understood and shared between participants. An example from our case of a specific
framing of the strategic setting in the case organization is the regional/rural sense of com-
munal obligation expressed in the strategic catchphrase; “For northern Norway!” and
referred to extensively by most of our interviewees. With a historic backdrop as a
private savings bank predating the expansion into other fields of expertise, such as
finance, accounting and real estate, the bank still preserves the collective understanding
of communal responsibility in the region, rural town or village. In this sense our under-
standing of the strategic framing combines cultural discursive arrangements and embod-
ied historic experiences and learnings which Nicolini and Mengis emphasize as central
characteristics of situated attention (Nicolini & Mengis, 2024). Framing the strategic
setting also describes, for example, the way in which branch-specific competitive environ-
ments invoke a certain competitive logic affecting the situated attention.

Attention Allocation

This brings us to the next part of the process within the black box of situated attention.
Essentially situated attention is about understanding what managers allocate their
attention to, and why they allocate attention to specific themes and not to others.
Attention allocation therefor is a central concept in our understanding of situated atten-
tion (Brielmaier & Friesl, 2023a).

Crowding. In Sullivans study of the rule-making process in the Federal Aviation
Administration (Sullivan, 2010), it is shown that the capacity for making new rules
goes down, as the amount of problems increase. It is argued that this is part of an insti-
tutional mechanism where the limited attentional capacity of the rule-makers results in
reproduction of already existing rules in a process of crowding. The problem-
identification, meaning the issues and answers they allocate attention to, is reduced
to crowding-in well-known sets of rules and crowding-out interpretations requiring
totally new perspectives (Sullivan, 2010). The flow (and amount) of new problems
thus eventually meet the limits of the individual managers attentional capacity
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(Brielmaier & Friesl, 2023a). Certain themes are prioritized, based on individual bias
and limits of attentional capacity (Piezunka & Dahlander, 2015; Tversky & Kahneman,
1974). In our case this limited attentional capacity of managers likely results in the pri-
oritization of certain issues and answers and therefor a priority delegated to some situa-
tional characteristics but not necessarily all of them with equal attention, depending on
the situation.

Focus of Attention

The last part of the process, the focus of attention, covers the zooming in on specific
management themes (Issues and answers), brought on by the focus following a crowd-
ing in or out certain themes. The focus of attention to certain issues and answers can be
elaborated by the concepts of attentional breadth and intensity of these issues and
answer.

Attentional Breadth and Intensity. Attentional breadth meaning attention to many issues
with limited answers to each. Attentional intensity meaning attention to few issues with
many answers (Brielmaier & Friesl, 2023b). This concept indicate that a manager has
limited attentional capacity and, that a prioritization is made, on a deliberate or intuitive
level, when a decision is made. This prioritization of what to allocate attention to is affected
by the situational circumstances. Whether breadth or intensity characterizes the focus of
attention, it will potentially vary across the organization and between individual decision.

With these three parts of the situated attention process we have a way of studying
how managers make decisions about the HWA phenomenon where limited experience
rule. With limited experience we need a theoretical framework that is adapted to focus
on the individual actor to better understand the possible collective and organizations
behavior. The different combinations of attention allocation, resulting in different com-
binations of individual attention to issues and answers, thus over time affects the orga-
nizational behavior and outcomes, and thus the output side of the black box of situated
attention (see Figure 1).

Research Design

A qualitative case study enabled us to study a contemporary phenomenon as it
unfolded in real time in a specific context. Organizational responses to COVID-19
require a patient, open and context-sensitive understanding, which aligns well with
an open, exploratory approach (Flyvbjerg, 2006). The current, perhaps fundamental,
changes call for an in-depth focus to explore the micro-dynamics of the ongoing
changes, especially through qualitative studies (Eisenhardt & Graebner, 2007).
Suitable cases are those where arguments for a transition to a HWA regime are
strong. Organizations that are fragmented across great distances, with internal distance
between branches and divisions and external distance between business and customers
are relevant (Young, 2006). These types of organizations and situations might amplify
the dilemmas of the HWA phenomenon. In our view, regionally based PSFs constitute
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these organizational characteristics and thus are the perfect case environment to tease
out some of the dilemmas associated with the HWA transition.

Case Description

We choose a regionally based private savings bank that fits the case selection criteria.
The bank has approximately 950 employees spread over 15 branches and four sub-
sidiary companies across different branches. The bank is part of a group that
consist of a mother company (the private savings bank), and the subsidiary compa-
nies, a financial institute, an accounting firm, and a real-estate agent. Top managers
are part of the executive team, which consists of eight top managers each responsible
for a specific division in the corporation.Middle managers are those at all other levels
in the organization. Most top managers have their main office in the HQ of the cor-
poration, while two are in branches. Middle managers are spread across all branches
and the HQ. A private banking company employ various knowledge workers such as
classic professional specialists, like accountants and legal advisers, and neo-type pro-
fessional specialists like finance advisers, management, and human resource (HR)
consultants and can as such be analyzed as a neo-PSF (von Nordenflycht, 2010).
The case organization comprises a range of contextual micro-variations spanning
both urban and rural areas. The regional dynamics of the periphery, involving vast
distances and little commuting, represents a different type of contextual environment
from an urban context, with a high standard of infrastructure and easy access to
public transportation (Bürgin et al., 2022; Sweet & Scott, 2024). At the time of
data collection, the case organization had experienced two years of tough
COVID-19 lockdown, followed by a gradual societal re-opening and diminishing
social distancing imperatives.

The legislative framework that regulates our case organization in working environ-
ment issues is rather extensive. In Norway (where our case corporation resides) WFH
had been regulated by a general Working Environment Act,1 updated in 2002.
However, following the exponential growth in WFH, the Norwegian Ministry of
Labor saw the need to update the Act again, and new legislation came into effect in
summer 2022, shortly after the last national COVID-19 lockdown. The new update
specified the need for formal written agreements to prevent general deterioration of
working environments. The updated WFH legislation only regulates work conducted
in primary homes, not in, for example, cafés, libraries, vacation homes, or abroad.
The regulation requires employers to formalize any permanent HWA/WFH arrange-
ment, that is, recurrent and systematic (specified as one day or more a week, for
more than two weeks). The legislation does not regulate WFH in short-term and/or
sporadic situations. If an HWA/WFH agreement is reached, formalized, and made per-
manent, a detailed description must be signed, obligating both employee and employer.
During our data collection, the national regulation was about to be implemented and
the organization was gearing up to this, expecting a lot of requests for permanent
HWA-agreements. During COVID-19, an internal survey had revealed that 85% of
the staff wanted to keep at least one a day a week for WFH post-pandemic.
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Data Collection

The case study was predominantly carried out based on in-depth qualitative interviews
with top and line management across all divisions, branches and subsidiaries.
Interviews were carried out on three different corporate locations during a 3-week
period in the summer 2022 two months after the final national lockdown. During
these three weeks the case organization provided a desk in an open-plan office in
HQ, as well as access to meeting room facilities. In addition to the formal and sched-
uled in-depth interviews the researcher participated in day-to day activities and thus
observed the general workflow and attended work-related meeting and social gather-
ings. These activities served as running validation of the interview-guide as well as
inspiration for follow-up questions and nuance.

Key documents describing the WFH process were provided in advance of the
in-depth interviews and is as such reflected in the interview-guide (specified
below). In addition, the 3-week stay in the case-organization uncovered additional
relevant material (formal guides, job-descriptions, templates, policies, strategies,
meeting summaries, etc.). These also helped develop—and individualize—the
general interview-guide, so it would be directed at the specific situations and con-
texts each informant had encountered. At the same time new informants were iden-
tified in-vivo through new material or via informal recommendations. Initially the
focus was on HR management and practitioners, since they were responsible for
developing and implementing new internal policies and regulations on HWA. But
from this starting point further informants were selected using a snowball sampling
method (Biernacki & Waldorf, 1981). Informants were encouraged to suggest col-
leagues who could share relevant information on HWA/WFH issues. Finally, 15
In-depth interviews were conducted with five Level-1 top managers, representing
both HQ and branch positions, six middle managers also representing both HQ
and branches, and four staff employees responsible for guidelines, policies, or
projects related to HWA or WFH, where carried out before a level of redundancy
was detected.

Interviews were based on a semi-structured interview guide and transcribed verba-
tim. A semi-structured approach was considered important given the in-vivo character
of our phenomenon. We needed to be open to following the conversation trails within
the themes that the Informants found important. The thematic interview guide was
developed based on initial informal conversations with representatives of the case
organization and the available descriptive documents. The basic interview guide was
tested with a manager from the organization in advance. The basic topics of the
guide were: (1) elaboration of the respondent’s organizational position, (2) choices
and practices related to HWA, (3) collaboration across intersections and the role of
HR, (4) central/non-central differences, (5) organizational issues, (6) technology and
competence, and (7) expectations for future developments. As mentioned, these only
functioned as a semi-structured guide. Participation in the office environment, provided
inspiration for delving in to deeper nuance by using examples and scenarios from the
informants’ work-environment.
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Data Analysis

Returning to our model of situated attention our analysis is carried out backwards when
compared to the progression through the tree parts of the situated attention process that
we have presented above. Simply put, the quotes’ express themes that we interpret as the
informants’ focus of attention. This mean that the process of attention allocation, and
possible crowding in/out specific themes and thus disregarding some of the characteris-
tics has already happened. The thematic analysis of the transcribed interviews started
from an ambition of identifying themes as openly as possible. It was carried out follow-
ing the basic idea of aggregated ordering of relevant quotes inspired by the Gioia method
(Gioia et al., 2012). The first-order category in the data structure model (Table 1) repre-
sents the quotes where informants argue for different issues and answers.

The data analysis was performed by open coding, where we searched for statements
that were understood as managers expressing issues and corresponding answers within
themes, they found important related to the transition to HWA. Initially more than 150
unique items (subthemes) were coded. Through conversations with colleagues and
peers, and through several re-readings of the material, the codes were aggregated to
wider theme-categories still representing, as neutrally as possible, the issues and
answers expressed by the managers from different parts of the organizations. The
aggregated themes were then analyzed against the situational characteristics, to see
if patterns of variability of the attention allocation of the managers would emerge
across the different micro-environments in the organization. As part of this process,
we would also evaluate whether the individual manager expressed mainly positive
or negative attitudes toward escalating HWA demands from employees. This helped
develop our understanding of how the different themes (issues and answers) expressed
a deliberate or intuitive prioritization and attention allocation. In other words, we
assumed that the themes the informants kept returning to, elaborated the most or dis-
cussed with passionate vigor, as opposed to themes being dismissed with short,
perhaps more schematic or political answers, were the ones the individual manager
allocated the most attention to. This part of the process can be described as axial
coding (Gioia et al., 2012), where it is increasingly the theoretical framework of situ-
ated attention that affects the interpretations of the data. From this point it became clear
that the same categories of issues/answers & characteristics were used to highlight dif-
ferent approaches to HWA. All four characteristics of the situations contribute differ-
ently to these, depending on the context. We differentiate between different positions
in the quotes in the finding section below by stating the informant’s organizational
position in either top or middle management, followed by an indication of whether
they are placed geographically in a branch division or in HQ.

Findings: Situated Attention of Hybrid Work Arrangements

This section presents various empirical findings structured according to the second-
order categories, that is, the four dominant characteristics affecting the situated atten-
tion. Thus, in the findings chapter we describe findings through a presentation of each
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of the characteristics of situations, namely themateriality, social dynamics, temporality
and the strategic framing. Within each section the progression is structured by present-
ing the themes (Issues & Answers) that we have ascribed to that specific characteristic.
Example quotes are presented in the data structure model (see Table 1) and referred to
by corresponding enumerations.

Materiality

The Materiality section is comprised by three themes that we would ascribe to an atten-
tion to the materiality characteristic of the situation. First the control—theme, where
the lack of solid knowledge to manage by and the absence of relevant system portfolio
to accommodate this leaves several mangers in the dark when it comes to employee
activity and performance. Second, the attention to objective fairness as the material sur-
roundings afford a degree of flexibility or not and third the ability to do networking in
the new arrangements.

Controlling Activity and Performance. Managers across the organizations saw increasing
control issues following the transition to HWA. They expressed interest in detailed
knowledge of the activity of their employees when they were WFH. There was a
general feeling of doubt (Quotes 1.1 and 1.2) when the managers lacked face-to-face
interactions with their staff. An informant from the HR department, who had
advised managers from across the corporation on how to handle the transition to
hybrid work, argued that managers feeling of doubt regarding performance and activity
was widespread, but uncalled for, since no available information supported it. This was
substantiated by several other informants (Quotes 1.1, 1.2, and 1.3). The issue of
missing basic information about employee behavior during working hours inspired
two different paths of responses. One was increased control through some form of
activity monitoring, while the other was to engage in performance measurements
(Quotes 1.2 and 1.3). The choice of solution to this issue for each manager was situa-
tionally dependent and varied somewhat between branches and HQ and between orga-
nizational levels. For frontline positions, where employees are in contact with customers,
activity monitoring was often the choice (Quote 1.2). This informant, a representative of
top management, clearly felt somewhat guilty at displaying worries about losing control.
However, it was also framed as a matter of basic fairness to suggest that an even distribu-
tion of everyday burdens should be foremost in the mind of middle managers. This then
legitimized engaging with the analytics team to figure out suitable ways of providing
insight into activity and performance. Consensus about what to measure, however, had
not been achieved to the extent where managers had access to data to guide decision-
making. Performance measurements were less controversial to managers across the orga-
nization. Several expressed interest in numbers to account for the full impact of the tran-
sition to HWA. Although most managers did not seem to have hard evidence or grounds
for suspecting underperformance, they were tempted by the possibility of validating their
expectation that WFH was equally productive and not a way of slacking or freeriding for
some staff.
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This also exemplify that the organization was in a situation of uncertainty where
the material surroundings and work tools perhaps wasn’t sufficiently in place to
provide management with the platform and information the managers felt they
needed to make the right decisions—neither in the physical office or in the digital
world (Quotes 1.4 and 1.5). There was a tendency that the closer a manager was to
HQ, the more the manager preferred a form of performance indicator to assist man-
agement decisions, while the further away (organizationally) a manager was from
HQ, the more simple activity measurement tools were in focus. The concentration
of the customer-oriented service tasks was higher the further away from HQ, while
the concentration of specialist functions was higher at HQ. These types of work
differ with regards to task autonomy and output measurability. The specialists
often have the privilege of defining their own output and are thus eligible for self-
leadership, as opposed to the workers in the production system, where the contribu-
tion is objectified and transparent. This also results in different foundational grounds
for extending HWA flexibility across branch and HQ (Quote 1.4). Power to deter-
mine output increases with proximity to top management and HQ. It decreases the
closer a function is to services with direct customer contact, involving middle man-
agers and branches.

Objective Fairness. The limited experience with widespread WFH/HWA for an
extended period also left the intuitive feelings of fairness unbalanced. Since task or
position related internal differences as mentioned above gave different opportunities,
HWA was expected to be interpreted as a privilege (Quote 1.6). The freedom to do
leisure activities, like doing exercise or physical training, during working hours
(Quote 1.7), would be considered unfair. At the same time others in the organization
expressed basic attention to fairness but from a position of assuming different ability
and needs, and there for a general optimism directed at the being able to bring about
fairness with increased flexibility (Quote 1.8). While others again se the flexibility
inherently allocating the workload disproportionally between people in HWA and
people permanent at the office (Quote 1.9).

Networking. Networking within the organizations and with external relations is increas-
ingly done virtually. COVID-19 necessitated a swift adaptation of work practices to
new communication platforms and tools. Staff thus improved their virtual skills and
digital competences quickly and accepted the new form of communication as a some-
thing that relativized distance between people. As a top manager from HQ explicitly
states, “where there used to be distance, it’s now much closer” (Quote 1.10). A new
CRM (customer relationship management) system had recently been implemented,
as well (Quote 1.11). The new system made possible a digital queue and assignment
of tasks/cases to professionals and specialists independently of location. Something
that apparently lowered the threshold for virtual networking, but in practice also
lowered the possibility of working unsupported in an HWA/WFH arrangement.
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Social Dynamics

In the social dynamics’ characteristics, we present four themes. Trusting your employ-
ees, re-establishing managerial authority, virtual collaboration and working environ-
ment. As mentioned in the theory section, the social dynamics are difficult to
disentangle from the materiality when our theme is about working via digital channels.
The reason behind bringing these four themes to the social dynamics rather than the
tech-based material characteristics,’ is that these cover themes where the social–
relational aspect was top-of-mind in the informants, as opposed to perhaps the more
technical side of having the right digital tool for network, for example.

Trusting Your Employees. In general, the employees have gained flexibility. And while
most managers we talked to agree with this (Quotes 2.1, 2.2, 2.8, and 2.11), several still
expressed worries of the situation escalating. Especially in HQ where the span of
control (and therefor the potential loss of control) was the largest, cautious approaches
was expressed (Quote 2.1). A different approach to the issue of loss of control was
expressed in branch offices and at the non-central level of the organization, where
the loss of control necessitated increased trust in the employees (Quote 2.2). Setting
employees free by trusting them was not so much a choice; it was a fundamental neces-
sity for managers, despite legitimate skepticism. Trust was considered a basic prereq-
uisite for a future of extensive HWA.

Re-Establishing Managerial Authority. There was a general worry that the managerial role
throughout the organization had changed and that managers had lost legitimacy
through increased WFH. Several expressed the importance of re-establishing manage-
rial authority and discretion as something else than system-supported management
information. Through the pandemic, and the lockdown periods of forced social distanc-
ing, the sense that managers had lost part of their authority, was prevalent. One middle
manager from a branch office described a situation where employees now seemed to
feel WFH was a basic right they had acquired. Regardless of company interests
(Quote 2.3). Insisting that managers had a right to manage, and that they needed to
re-establish this, was also matter of communicating to line managers that they were
expected to re-assert themselves in the social hierarchies at the offices (Quote 2.4).
Top management used the transition to consolidate a certain image of their preferred
type of manager. At HQ level the arguments of re-establishing managerial authority
were used to argue that managers had to claim authority by making individual deci-
sions contingent on their position in the company (Quote 2.5). This was used to
fend off arguments from lower levels for clear and distinct guidelines for when to
allow HWA and when not to. Simultaneously it was subtly communicated that a
further escalation of HWA was unwelcome. This then serves as an example of the hier-
archical distribution of attention, where top level managers try to contain the situational
variance by reiterating basic rules of appropriate social dynamics. The further away
these arguments were from the HQ part of the organization, the less weight they
seemed to have.
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Virtual Collaboration. Increased contact between peers because of virtual collaboration,
was described as a positive development. It required less effort to maintain remote rela-
tionships. However, it was also emphasized that virtual collaboration had drawbacks.
While it requires less effort to maintain good working relationships with already estab-
lished relations, it increases the effort to form new ones. Several managers mentioned
the limitations of virtually establishing new teams of colleagues with no prior experi-
ence of working together (Quote 2.6). In this sense, virtual collaboration, despite over-
whelmingly increasing, also drew attention to the difficulty of forming new work
relationships at the HQ level with managers in knowledge intensive functions
(Quote 2.6). While the same trend seen from a branch perspective, opened the organi-
zation to new relationships which was entirely positive (Quotes 2.7 and 2.8).
Simulating face-to-face experiences virtually was top-of-mind in many interviews
with managers. The tools available for digital and virtual collaboration are changing
rapidly and the updated system portfolio and the newly acquired employee skills
afford different types of interactions. The day-to-day ad hoc chatting and knowledge
sharing between a junior and a senior professional (the water cooler moments) were
no longer confined to the physical office space. They were increasingly also done
online. In fact, one branch-leader with a formal HWA referred to Teams meetings as
“face-to-face” as opposed to the phone calls of the old days. The threshold for
online encounters had been lowered and was by some managers considered a sufficient
substitute for (physical) face-to-face conversations, with subtle signals and just the
right level of rich communication (Quote 2.7).

Working Environment. Though everyone agreed on the increased flexibility, several
managers feared a loss of working environment and the positive and valuable elements
of a well-functioning working community (Quote 2.9). In praxis several recognized the
basic technical possibility of solving most tasks in the distance. But they argued against
it based on a felt experience of losing valuable social time with colleagues how elusive
and undefinable such a thing might be (Quote 2.9). From a HQ perspective the loss of
work environment was also a matter of caring for the employees who might not have
other social platforms to retrieve to (Quote 2.10). From a branch perspective the risk of
losing valuable elements of the work environment was balanced against the positive
elements of increasing work-life flexibility (Quote 2.11). Because the working environ-
ment was considered fragile the top management was reluctant to grant permanent
admission to HWA or to formalize agreements at a level, they might be reluctant to
accept on a broad scale and in the long run. They feared that losing a sense of commu-
nity would be far easier than to rebuild it. So, they preached cautious conservatism
(Quote 2.12). This was especially because they saw current events as still ongoing,
constantly changing, and without the right data to make long-term decisions yet.
They saw a general shift from initial excitement about the prospects of increased
WFH and remote work to a level where physical offices seemed obsolete to a cautious
approach, where preserving the office community and culture was an important part of
being an attractive employer.
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Temporality

Part of top management had a sense of timing that urged them to display some sense of
calm in the face of seemingly permanent changes, while other parts of top management
saw a need for fast adaptation to new ways of working, considering them vital to the
immediate strategic needs of the organization. This we consider a sort of tactic move as
a function of the chaotically changing times, and not a well thought out strategic con-
sideration. In this section we present themes related to temporality by being issues and
answer that were considered a temporary solution against the deeper interests of the
informants. Like the feeling that some managers had, that they needed to be a flexible
workplace to attract talent, though they really would prefer a return to the days of
the physical office dominating. And the expression that for—the time technical hin-
drances prevented some functions to be granted flexibility. And finally, the way
some practices have been carried from the structured reality during the WFH period
to the partly physical reality in the current situation.

Being an Attractive Employer. Top management was reluctant to make detailed over-
arching, objective rules to guide lower-level decision-making, although they insisted
on regulatory compliance. This was not only to re-establish managerial authority,
but also because they found it necessary to attract talent and future employees. The
context for recruiting employees to the region had changed in ways still not clear to
the informants. However, one change that seemed to be consolidating in the attention
of both middle and top management was the necessity of preserving some level of flex-
ibility for staff. They did not want to be perceived as a regressive company, when com-
pared to competitors (Quote 3.1).

Limitation by Timing and Data Access. It was uncontroversial in the organization to argue
that “everyone” appreciates increased flexibility. Some top management representa-
tives, however, frequently reminded us of the practical limitations of specific specialist
functions, especially data and system dependent specialists where security issues were
an example of an inflexibility difficult to overcome. They would, however, go to great
length to extend as much flexibility as possible without risking data security (Quote
3.2). These types of specialists would predominantly be situated centrally at HQ.
Increased data-driven complexity in the banking and finance sector necessitates
certain types of functions to be carried out within the safety perimeter and technolog-
ical affordances of HQ. This means increasing location dependency and limiting HWA
for nonfrontline functions. This counters the arguments at branch level that it is front-
line customer service that is location dependent. At HQ, the distinction between no cus-
tomer contact for tech specialists and customer contact for business divisions (business
customers) is used to argue who is eligible for HWA privileges. At branch level, almost
the opposite logic is applied. Here those without customer contact, such as back-office
administrators, are considered location independent, while staff with customer contact
like bank clerks are considered location dependent.
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Structuring Windows of Concentration and Sociality in Timeslots. Different forms of work
require different types of environments, according to the managers. There were
many open-plan offices in the corporation. To afford a knowledge sharing and col-
laborative environment while ensuring sufficient peace and quiet to prevent staff in
deep concentration from being disturbed is a familiar challenge. Some managers
preferred a structured and systematic approach with designated timeslots for quiet
working even on the days people were at the physical office. This meant developing
a practice of online communication (in one branch) as opposed to free conversation
when at the physical office. A manager had established a practice with “silent hours”
in the open-plan office where employees were only allowed to communicate by
digital messaging, to ensure peace and quiet (Quote 3.3). One source of disturbance
was internal knowledge sharing. Internal knowledge sharing could be controlled and
focused by diverting it to designated timeslots (e.g., after lunch). In a financial advi-
sory office, where workflow was business customer dependent, another source of
disturbances came from customer inquiries, which could not be diverted to desig-
nated timeslots. Here, the solution was headphones to exclude background noise
(Quote 3.4). An example of finding material answers to temporal issues. Both
these approaches can be considered solutions to concentration issues and are a
way of structuring work to enable windows of deep concentration in the open-plan
office. They introduced these solutions in the post-pandemic period to counter
employee arguments of frequent disturbances at the physical office and better
affordance of deep concentration at the home office, thus using it to limit the
need for HWA.

Structuring designated timeslots for social activity was also a widespread practice in
this period. During COVID-19, many offices had naturally needed to designate time-
slots for being sociable with colleagues online. These were meetings without an
agenda, for small talk and coffee break-type conversations (Quote 3.5). From a
branch perspective this practice quickly became obsolete when COVID-19 subsided,
and face-to-face (the real version) interaction was possible again (Quote 3.5).
However, at HQ, some offices continued the practice; it had brought valuable experi-
ence for the post-pandemic era. Several managers saw it as improving aspects of social
life in the organization. A HQ middle manager argued that structuring the social aspect
ensured that it actually happened, having experiences of forgetting to tend to social
needs in times of high activity (Quote 3.6). Structuring social encounters by insisting
on dedicated timeslots just for socializing obliges people to attend, in contrast to an
everyday randomization of a social contact point, where you might miss specific col-
leagues for extended periods (Quote 3.7). Social distancing during COVID-19 made
this manager aware of certain blind spots in the way they had social interactions at
work. This indicates the manager’s reflections on the quality of the social interactions.
This manager realized that just seeing each other at work was not necessarily sufficient
social interaction. Insisting on agenda-free chatting in dedicated timeslots seemed to
have a function in that regard, so the practice was continued into the HWA period
post-pandemic.
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Strategic Framing

The strategic framing targets the strategic thematizations and reflections from the infor-
mants. Differentiating between what themes would be considered part of temporary
tactics and what would be part of a more strategic long-term consideration is difficult.
The delineation between these is based on our discretion of the intended longevity
behind the theme. The section is comprised by the themes Geographical recruitment
and downsizing and Changing the Narrative.

Geographical Recruitment and Downsizing. The historical backdrop of being the original
regional private savings bank in the region was ingrained in the basic identity of the
organization. It had maintained a recruitment principle of only hiring people living
in the region and not enabling any form of trans-regional job commuting. This was
somewhat challenged by what they saw as a strategic need to attract skilled workers
in an escalating demographic marginalization (Quote 4.1). Being an organization
based in an area with a decreasing population gave them additional responsibility to
make the right decisions about the level of flexibility for remote work. The balance
was about figuring out how to attract skilled workers (and possibly increase work migration
to the region) without jeopardizing the office environment and the work community and
culture. The organization had on some occasions used the HWA flexibility to maintain
its regional obligations and local rootedness to keep jobs in peripheral areas, where they
had to close branches with too little activity to maintain a full-scale branch (Quote 4.2).
They used HWA to enable strategic downsizing while allowing the affected employees
to work at home. On a trans-regional/national level, however, HWA were generally not
accepted as a way of solving sometimes crucial recruitment problems in the organization
(Quote 4.3), based in arguments of regional anchoring. This was a well-established logic
in the organization. Apart from the historical obligations to the region, the logic/argument
rests on the practical issue that a remote relationship, in everyday work or recruitment, will
generally be less valuable than face-to-face interactions. A respondent from top manage-
ment expressed a different dilemma attached to following a too liberal approach to instru-
mentalizing HWA as a solution in downsizing scenarios. It removed the most obvious and
legitimate argument for laying off staff in the branch closing. Closing a branch was no
longer enough to lay off an employee, since they could always work online. Managers
needed to find a better argument, a dilemma some managers struggled with (Quote 4.4).
This again is an example of the ambivalence management felt about giving up the in-office
platform for their management position. In one sentence, the positive aspect of flexibility
from the employee perspective is countered by the management dilemma of losing core
arguments for management decisions regarding downsizing processes.

Changing the Narrative. The last finding related to the strategic framing addresses the
changing of the general narrative of HWA, or WFH. Where the initial expectation
was that home-office was the equivalent of a “hideaway-office”, where the unobserved
employee could go about their private business and only being partly engaged in their
official task-responsibilities. In Norwegian, the word for home (hjemme) and the word
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for hideaway (gjemme) are tauntingly close, leaving an almost too obvious path for
adding the ironical double meaning to the concept (Quote 4.5). However, past the
initial taunting, from a branch perspective, some managers express a shift in attitude
toward colleagues at home office, and a general idea of at least equal efficiency at
home office has rooted (Quote 4.5).

Findings: A Pattern of Situated Attention

The findings that I have presented above reveals a pattern of regularity through the
seemingly irregular confusion of diverging attention of the individual managers. The
theoretical framework directs focus to the situational characteristics of the individual
attention. The attention of the managers cluster in a way that allows us to carve out
four crude types of managers based on their general positive or negative attitude
toward HWA (see Table 1) and their physical position in either HQ or a branch
(Figure 2). Each of the four positions are crowding in/out different characteristics of
the different forms of situated attention in the organization. This is illustrated by the
size of the specific characteristic’s bubbles. It indicates the amount of attention

Figure 2. Variations of situated attention of HWA in the case organization.
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allocated to that specific characteristic. Large bubble meaning great attention. The
model goes a bit further than depicting an objective description of the informants
and their attention in an ultimate sense. It uses narratives to give illustrative examples
and is as such also part of the analytical contribution of the study. Each manager type is
supported by a reference to the enumerated quotes, to substantiate the model typology.

The four types are metaphorically labelled the Regional Champion, Progressive Globalist,
Urban Realist and Rural Idealist. Despite a certain tackiness, the labels are intended to
provide a level of relevant association for the reader. The model illustrates how attention allo-
cated to different situational characteristics gives a fragmented pattern of situated attention. In
the following, a rich narrative for each of the four typologies are provided.

The Regional Champion

The regional Champion is characterized by great attention to the social dynamics and
the strategic framing. These were, for example, predominantly attentive to preserving
the position of the organization as a regionally anchored service provider (strategic
framing). They clearly stated that the organization should take steps to underline
that the place of work was the office on site. They expressed a high degree of trust
in their employees (social dynamics) and did not see great need for an increased
control regime (materiality). They considered it important to maintain a strategy of
predominantly recruiting from within the geographical region to preserve local
anchoring (strategic framing). They managed functions characterized by a high
degree of autonomy, knowledge intensity and low capital intensity, as in what von
Nordenflycht would characterize as neo-PSFs (von Nordenflycht, 2010), but still
their attention to practical mobility was overshadowed by their skepticism toward
losing the local anchoring (strategic Framing) and the on-site work environment.
They insisted on re-establishing the social aspects of working life, but were reluctant
to formalize HWA agreements, opting for trust-based informal flexibility when pos-
sible (social dynamics). These managers we characterize as “regional champions”
because their allegiance and sense of purpose is derived from contributing to a thriv-
ing regional civil society and a healthy economy as part of their strategic outlook. As
such, the regional champion was reluctant to move too fast into a company setup
dominated by HWA.

The Progressive Globalist

The Progressive Globalist is characterized by great attention to the materiality and tempo-
rality side of situated attention. As opposed to the regional champions the progressive glob-
alists in the HQ displayed great attention to the emerging possibilities of global
technological developments (materiality). As the findings indicate, we see types of manag-
ers that are trying actively to push or escalate an HWA transition but based on a logic of
technological progress (materiality & temporality). From this position the need to transition
to HWA is unavoidable and unproblematic, because the capability of close digital collab-
oration is escalating simultaneously (temporality). Therefore, working in HWA would not
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necessarily mean a loss of control (materiality). Several of these managers managed
knowledge-intensive, specialist and digitally based types of work, which could be com-
pared to PSFs engaged in technology development and R&D (von Nordenflycht, 2010).
They downplayed the need for local anchoring and geographical recruitment (strategic
framing) as something that would hinder their ability to attract the right talent. These man-
agers were interested in creating working environments that were flexible and hybrid, yet
with clear work output agreements (materiality) and rather extended HWA autonomy for
their employees. This meant organizing in open plan offices, where technical solutions
concentration issues where top of mind.. They provided tools to facilitate this, but saw
no point in being rigid about it, since they found virtual collaboration to be effective.
As such, the progressive globalist was positive about the transition to HWA.

The Urban Realist

The Urban Realist is similarly to the progressive globalist allocating great attention to
materiality and temporality, but from a branch perspective and with different conclu-
sion. Several branch managers expressed worries about losing additional control over
employees if the HWA trend continued (materiality). In middle-sized regional towns
this was particularly clear. Managers expressed clear intentions of quantifying through
activity monitoring or performance measurements, as a necessity to account for WFH
staff. These managers had employees that typically had direct customer contact and
would be characterized as a different form of PSF’with a lower degree of knowledge inten-
sity, lesser autonomy, but higher degrees of professionalism (von Nordenflycht, 2010).
They saw the on-site office as the natural workplace but accepted the changes as temporary
(temporality) but used the increased digital competence as an opportunity to add coordina-
tion flexibility in building a new digital case systems to provide a more efficient way of
allocating tasks in the future (materiality), but also to some degree undermining the phys-
ical work environment (social dynamics) and the preference for geographical recruitment
(strategic framing). They did, however, see how this was counterproductive regarding the
wish to keep people in the physical offices, and thus complemented it with a structured
approach to maintain a work environment that afforded concentration in timeslots (tempo-
rality), to enable employees to use the office daily, free of disturbances. Routines of struc-
tured behavior in the office were seen as key elements in ensuring this. Virtual work and
digital collaboration were associated with an increase in networking ability and relations
beyond the boundaries of the specific branch. These managers were attentive to the
HWA privileges that the knowledge-intensive functions throughout the organization had
been given, and hence expressed a need for clear rules and overarching, objective criteria
to inform their decisions about granting HWA privilege to employees. As such, the Urban
realist was cautious in advancing HWA.

The Rural Idealist

The rural Idealist is allocating great attention to the strategic framing and social dynam-
ics characteristics. Other branch managers were attentive to the risk of losing contact
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with the smallest rural communities, which for different reasons struggled to maintain
sufficient levels of economic activity to justify a branch (strategic framing). In these
places HWA enabled flexible patterns of employee commuting, to preserve local rela-
tions (social dynamics) and anchoring with the help of rural “agents”, who were com-
muting between smaller communities and a rural town center. These managers had
employees, like the Urban realists, employees with functions characterized by low
knowledge intensity, but a high degree of customer service (von Nordenflycht,
2010). However, the asymmetry associated with the privilege to have an HWA agree-
ment for knowledge-intensive functions and the general need for flexibility to commute
across rural distances led to great attention to a widespread expression of trust as a
necessity (social dynamic). Unlike in other parts of the organization, this also
applied to customer-related work with low knowledge intensity (von Nordenflycht,
2010). As such, Rural idealists were positive about increasing HWA.

Discussion

I would argue that one reason for the pattern of diverging attention is that for each indi-
vidual manager some issues seem more prevalent than others given the differences in
micro-context. This can be explained by a crowding effect (Piezunka & Dahlander,
2015; Sullivan, 2010). When the number or character of the problems they meet
pushes their capacity limit (Sullivan, 2010), they prioritize their attention. The more
complex a situation is, the sooner the capacity limit and crowding effects will set in.
Managers across our case organization were perhaps a bit surprised by the complexity
associated with a full transition to HWA. Managing the professional service workers
would suggest a relatively easy transition to HWA/WFH, with the inherent mobility
in specialized knowledge and extensive autonomy (Empson, 2021). The managers
did, however, not act in unison and perhaps this suggests that that the intangible,
knowledge intensive type of function aren’t as mobile as would be expected
(Empson, 2021). It at least underlines that this mobility is dependent on several
other factors, and not just the superficial identification of practical mobility of intangi-
ble knowledge. The cautious approach to HWA transition in Neo-PSFs, as our case
bears witness to, tells a story of big differences between different parts of and organi-
zation and between different types of PSFs. Neo-PSFs are characterized by low capital
intensity, high knowledge intensity and a low degree of professionalized workforce
(von Nordenflycht, 2010). Perhaps part of the reason for the fragmented pattern is
caused by the lack of a consensus around codified knowledge and the professional
authority that follows (Hinings et al., 2015; Suddaby et al., 2019). In the PSF, or at
least in a neo-PSF, the combination of extended autonomy and limited professionali-
zation seems to also minimize the collective calibration of cognitive schemas/heuristic
to lean on, in times of uncertainty. On one hand this creates conditions for widespread
fragmentation and perhaps clashes of conflicting interests (Smite, 2023), and thus a
limited alignment of the emerging HWA policy and intentions (Smite & Moe,
2024). On the other hand, this also necessitate a level of connectivity within the orga-
nization but between different branches when coordinating and reorganizing tasks and
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when they—on an ad hoc level—seek knowledge of how peers within the corporation
handle the difficulties.

The dominating mechanism however is that with limited codified professionalism to
bring about solid (and perhaps routinized) work-practices, my case study suggests that
the capacity for attention also diminishes. This can be explained by crowding effects
and overloading of new type problems (Sullivan, 2010). This escalates the fragmented
behavior and subsequently results in a crumbling foundation for collective action in
unison. This is a risk when managers see themselves as being pulled in all directions
(Brielmaier & Friesl, 2023b).

In other words, in a situation of post-pandemic chaos, where no clear path forward
was formulated at the organizational level, with limited knowledge of best practice and
no institutionalized practices to lean on, neo-professional service managers (von
Nordenflycht, 2010), are perhaps equally lost as is other forms of knowledge intensive
types of work (Alvesson, 2000). I encourage further studies, for example, in a more
classic PSF, to explore whether (or not) the same irregular pattern of fragmentation
in transition to HWA can be observed.

The available repertoire of issues and answers (Ocasio, 1997) to the individual
manager is constrained by the characteristics of the situation and the individual man-
ager’s cognitive schemas or heuristics (Tversky & Kahneman, 1974). Both the external
context (e.g., COVID-19 and HWA requirements) and the internal context (e.g., the
PSF variables; the degree of knowledge-intensive functions, professionalism, or auton-
omy) determines the structural distribution of attention in the specific organization
(Ocasio, 1997, p. 193; Swidler, 1986). In the PSF, or at least in a neo-PSF like the
presented case organization, the combination of extended autonomy and limited
professionalization seems to also minimize the collective calibration of cognitive
schemas/heuristic to lean on, in times of uncertainty.

Recalling the black box of situated attention (see Figure 1), the internal varieties of
situated attention (see Figure 2) can be considered the outcome of the situated
attention-black box. It is the combined outcome of the individual decision-making
and its effect on the organizational behavior, resulting in a fragmented and confusing
pattern. Despite the seemingly confusing pattern, as the figure indicates, the model also
displays some form of diagonal similarity. For example, the situated attention to social
dynamics and the strategic framing is answered by negative approaches HWA by
several managers placed in HQ (the regional champions), while the same situated
attention are answered by positive approaches to HWA in a branch context (the
rural idealist). This also applies (but in the opposite way) to the other diagonal
(between the urban realist and the progressive globalist). This is interesting and is
perhaps a key finding; namely that attention to the same issues can bring about
completely opposite approaches to HWA. An example of this is that at HQ, several
of our informants expressed a drawback of extended virtual collaboration as the rigidity
arising from a limitation in acquiring new teams or networks. Already established
teams and networks worked well, but forming new relationships online was difficult.
Through a “the strength of weak ties”-perspective (Granovetter, 1973), it would be
suggested that this is a problem because it will eventually result in fewer weak-ties
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relations and more strong-ties relations between workers. At HQ they were aware of
this, and thus were, to some extent negative toward increased HWA. From a branch
perspective the same issue of virtual collaboration, was seen as something enhancing
social relations across the organization and strengthening the weak-ties relations with
colleagues at other locations (Granovetter, 1973). It enabled them to extend their local
anchoring in smaller communities as well as virtually ensuring a sense of connected-
ness to HQ and the central part of the organization (Noordegraaf, 2020; Pareliussen
et al., 2022). This increased connectedness as seen from the decentral branches, esca-
lated what could be characterized as the professional identity (Flatøy, 2023; von
Nordenflycht, 2010) of the branch service workers. They saw an opportunity to con-
tribute to other types of tasks requiring more skill and thus welcomed the change to
participate in professional-type, knowledge intensive work in a cross-branch hybrid
setting that seem to support a shift of professionalism toward the connectivity type
at a branch level, while simultaneously spawning protective counter measures at the
HQ level. Branch-based super-users of new case systems were delegated responsibility
of project management and training other service workers across the decentral
branches, thus enabling horizontal collaboration (connectivity) and to some extent lim-
iting the need for vertical HQ distributional obstacles. At the HQ level, several man-
agers expressed a need to retract the analytical and specialist type responsibilities
and thus protecting the classic types of knowledge intensive professional functions.
This resulted in what could be seen as a murky pattern of simultaneous protective and con-
nective professionalism within the same neo-PSF (Adams et al., 2020a; Faulconbridge
et al., 2021; Noordegraaf & Brock, 2021). A murky pattern based on the differences
within the organizational micro-contexts and based on the varied situated attention of
the managers (see Figure 2). This development might over time contribute to a new pro-
fessional service worker identity based in fragmented decentral arenas, thriving on the con-
nectivity made possible by increased digitization (Björkdahl & Kronblad, 2021; Flatøy,
2023; Pareliussen et al., 2022; von Nordenflycht, 2010).

The link between the managers and their context in our case thus becomes a ques-
tion of understanding how the managers’ attention are formed by the characteristics of
a situation. An example of this is the hybrid meeting technology that was implemented
in the case corporation post pandemic. This can be viewed as an HWA issue which is
answered by new technology situated in both the characteristics of materiality and
social dynamics. For some managers (perhaps placed centrally), materiality dominates,
and attention is directed to the digital competence of the employees and since it has
changed drastically post-COVID, it thus presents no real barrier to HWA. For others
(also placed centrally), the social dynamics was the dominant characteristic and the
lack of richness in this type of communication or the way it structured meetings
toward task-related conversations alone, made managers prone to worry about the
developments as something to be opposed, thus limiting the HWA transition.

To sum up, this study contributes with rich descriptive empirical evidence of how
our understanding of the HWA phenomenon evolves in PSFs. By applying a new
theory of situated attention, the study reveals a fragmented pattern of different
manager-attentions across the different micro-contexts in a seemingly similar PSF
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context. Thus, highlighting that different characteristics of the PSF type work and man-
agement can result in completely different attentions within the same organization.

Additionally, the study extends the theory of situated attention with a parsimonious
and operational conceptualization of the theory (Nicolini & Mengis, 2024), as well as
responding to the call by Brielmaier and Friesl (2023) to focus on situated attention that
“capture the dynamics of individual action in particular situations” (Brielmaier &
Friesl, 2023, p. 120). The study supports the argument that an organizational-level
approach to the situatedness of attention can be too crude a filter, and that within the
firm, on the individual manager-level, significant differences in situated attention
may occur (Nicolini & Mengis, 2024). Finally, the article suggests a model of internal
variance of managers’ attention. This model brings awareness to the vast internal dif-
ferences that can unfold across seemingly similar circumstances, when transitioning to
HWA in PSFs. It provides supportive arguments for a dynamic implementation per-
spective as well as practical applicability when organizations develop and implement
HWA policies (van Mierlo et al., 2018).

Conclusion

This study documents the wide range of situated attention that is at play when manag-
ers make decisions about transitioning to HWA, following an unprecedented period of
turmoil and chaos with a need for either consolidation or change. The article asked:
What problems and solutions did professional service managers see in the immediate
aftermath of COVID-19 regarding HWA? They saw a range of different issues and
answers ranging from material opportunities and barriers to worries about the changing
social dynamics. They acted on these in ways which varied from a conservative tem-
poral approach to a progressive strategic approach. Most significant was the degree of
variation in these types of managerial attention across the organization. This also represents
the answer to the second part of our research question: How do these problems and solu-
tions vary across different situations and organizational contexts? They vary greatly and
as Figure 2 shows, the same issues lead to different answers in a seemingly chaotic manner,
across the organizations. However, in this case, there was a structured pattern to this chaos.
What managers are attentive to in their day-to-day decision-making will shape the way the
organization behaves in the long run. By drawing on the theory of ABV, and the concept of
situated attention, we uncover a process where managers across a PSF were attentive to
different elements depending on their contextual circumstances. The article reveals
issues and answers of managers as affected by the situated attention characteristics of mate-
riality, social dynamics, temporality and framing the strategic setting. These are then aggre-
gated into a model that shows how the different attentions cluster in different manager
types across different micro-contexts in the organization.

Limitations and Practical Implications

One limitation of a single-case qualitative study is the limited generalizability. The
study aim, however, was to provide detailed and valuable insights into a complex
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phenomenon rather than quantitative generalizability. This study complements the
quantitative and descriptive employee-perspective studies and accounts of the HWA/
WFH phenomena (Barrero et al., 2021a; Formica & Sfodera, 2022; Hansen et al.,
2023; Šmite et al., 2022, 2023) with a qualitative account of managers’ ways of under-
standing and making sense of this unique and unprecedented situation. Further studies
into how the framework of situated attention could uncover patterns of differences
within other forms of PSFs—for example, classic PSF’s. This would extend our theo-
retical understanding of HWA in PSFs. In this study, it is only implicitly suggested that
managers’ situated attention is temporal, elusive and somewhat under constant change.
A future study targeting whether and how managers change their attention allocation
over time in a developmental/dynamic understanding of how situated attention
evolve over time, would be theoretically and practically interesting.

One practical implication of this study is to increase practitioners’ awareness of the
deeply distorting effect different contexts can have on seemingly similar issues.
Depending on circumstances, the same issues of attention can lead to very different
answers. Hence, organizations and managers in general need to be aware that different,
autonomous (and perhaps laissez-faire) approaches to HWA/WFH across organiza-
tions will probably not lead to a convergent process toward homogeneous practices.
It is equally possible, or perhaps most likely, that such an approach will lead to con-
solidation of different attentions that maintain opposing elements and tensions.
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Note

1. The WFH regulation, part of the Working Environment Act, which was updated during the
COVID-19 pandemic, can be found here: https://lovdata.no/dokument/SF/forskrift/2002-
07-05-715

The Norwegian working environment legislation https://lovdata.no/dokument/NL/lov/
2005-06-17-62
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Provisions relevant to WFH can be found here: https://lovdata.no/dokument/SF/
forskrift/2002-07-05-715

References

Abbott, A. (1995). Things of boundaries. Social Research, 62(4), 857–882. https://www.jstor.
org/stable/40971127

Adams, T. L. (2022). Drivers of regulatory reform in Canadian health professions: Institutional
isomorphism in a shifting social context. Journal of Professions and Organization, 9(3),
318–332. https://doi.org/10.1093/jpo/joac018

Adams, T. L., Clegg, S., Eyal, G., Reed, M., & Saks, M. (2020). Connective professionalism:
Towards (yet another) ideal type. Journal of Professions and Organization, 7(2),
224–233. https://doi.org/10.1093/jpo/joaa013

Adams, T. L., Kirkpatrick, I., Tolbert, P. S., &Waring, J. (2020a). From protective to connective
professionalism: Quo Vadis professional exclusivity? Journal of Professions and
Organization, 7(2), 234–245. https://doi.org/10.1093/jpo/joaa014

Aldag, R. J., & Fuller, S. R. (1993). Beyond fiasco: A reappraisal of the groupthink phenomenon
and a new model of group decision processes. Psychological Bulletin, 113(3), 533. https://
doi.org/10.1037/0033-2909.113.3.533

Alvesson, M. (2000). Social identity and the problem of loyalty in knowledge-intensive compa-
nies. Journal of Management Studies, 37(8), 1101–1124. https://doi.org/https://doi.org/10.
1111/1467-6486.00218

Barrero, J. M., Bloom, N., & Davis, S. (2021a). Why working from home will stick. https://
EconPapers.repec.org/RePEc:nbr:nberwo:28731

Barrero, J. M., Bloom, N., & Davis, S. J. (2021b). Let me work from home, or I will find another
job. University of Chicago, Becker Friedman Institute for Economics Working Paper.

Barreto, I., & Patient, D. L. (2013). Toward a theory of intraorganizational attention based on
desirability and feasibility factors. Strategic Management Journal, 34(6), 687–703.
https://doi.org/https://doi.org/10.1002/smj.2029

Bauer, F., & Friesl, M. (2024). Synergy evaluation in mergers and acquisitions: An attention-
based view. Journal of Management Studies, 61(1), 37–68. https://doi.org/10.1111/joms.
12804

Bergum, S., Peters, P., & Vold, T. (2023). Introduction. In S. Bergum, P. Peters, & T. Vold
(Eds.), Virtual management and the new normal: New perspectives on HRM and leadership
since the COVID-19 pandemic (pp. 1–14). Springer International Publishing. https://doi.org/
10.1007/978-3-031-06813-3_1

Biernacki, P., & Waldorf, D. (1981). Snowball sampling: Problems and techniques of chain
referral sampling. Sociological Methods & Research, 10(2), 141–163. https://doi.org/10.
1177/004912418101000205

Björkdahl, B., & Kronblad, C. (2021). Getting on track for digital work: Digital transformation in
an administrative court before and during COVID-19. Journal of Professions and
Organization, 8(3), 374–393. https://doi.org/10.1093/jpo/joab015

Bloom, N., Liang, J., Roberts, J., & Ying, Z. J. (2015). Does working from home work?
Evidence from a Chinese experiment. The Quarterly Journal of Economics, 130(1),
165–218. https://doi.org/10.1093/qje/qju032

Bondarouk, T., Trullen, J., & Valverde, M. (2018). Special issue of international journal of
human resource management: It’s never a straight line: Advancing knowledge on HRM

Reimers 37

https://lovdata.no/dokument/SF/forskrift/2002-07-05-715
https://lovdata.no/dokument/SF/forskrift/2002-07-05-715
https://lovdata.no/dokument/SF/forskrift/2002-07-05-715
https://www.jstor.org/stable/40971127
https://www.jstor.org/stable/40971127
https://doi.org/10.1093/jpo/joac018
https://doi.org/10.1093/jpo/joac018
https://doi.org/10.1093/jpo/joaa013
https://doi.org/10.1093/jpo/joaa013
https://doi.org/10.1093/jpo/joaa014
https://doi.org/10.1093/jpo/joaa014
https://doi.org/10.1037/0033-2909.113.3.533
https://doi.org/10.1037/0033-2909.113.3.533
https://doi.org/10.1037/0033-2909.113.3.533
https://doi.org/10.1111/1467-6486.00218
https://doi.org/10.1111/1467-6486.00218
https://doi.org/10.1111/1467-6486.00218
https://EconPapers.repec.org/RePEc:nbr:nberwo:28731
https://EconPapers.repec.org/RePEc:nbr:nberwo:28731
https://EconPapers.repec.org/RePEc:nbr:nberwo:28731
https://doi.org/10.1002/smj.2029
https://doi.org/10.1002/smj.2029
https://doi.org/10.1111/joms.12804
https://doi.org/10.1111/joms.12804
https://doi.org/10.1111/joms.12804
https://doi.org/10.1007/978-3-031-06813-3_1
https://doi.org/10.1007/978-3-031-06813-3_1
https://doi.org/10.1007/978-3-031-06813-3_1
https://doi.org/10.1177/004912418101000205
https://doi.org/10.1177/004912418101000205
https://doi.org/10.1177/004912418101000205
https://doi.org/10.1093/jpo/joab015
https://doi.org/10.1093/jpo/joab015
https://doi.org/10.1093/qje/qju032
https://doi.org/10.1093/qje/qju032


implementation. The International Journal of Human Resource Management, 29(22),
2995–3000. https://doi.org/10.1080/09585192.2018.1509535

Bos-Nehles, A. C., & Meijerink, J. G. (2018). HRM implementation by multiple HRM actors: A
social exchange perspective. The International Journal of Human Resource Management,
29(22), 3068–3092. https://doi.org/10.1080/09585192.2018.1443958

Brielmaier, C., & Friesl, M. (2023a). The attention-based view: Review and conceptual exten-
sion towards situated attention. International Journal of Management Reviews, 25(1),
99–129. https://doi.org/10.1111/ijmr.12306

Brielmaier, C., & Friesl, M. (2023b). Pulled in all directions: Open strategy participation as
an attention contest. Strategic Organization, 21(3), 709–720. https://doi.org/10.1177/
14761270211034515

Bürgin, R., Mayer, H., Kashev, A., & Haug, S. (2022). Far away and yet so close: Urban–rural
linkages in the context of multilocal work arrangements. Regional Studies, Regional
Science, 9(1), 110–131. https://doi.org/10.1080/21681376.2022.2042370

Cohen, M. D., March, J. G., & Olsen, J. P. (1972). A garbage can model of organizational choice.
Administrative Science Quarterly, 17(1), 1–25. https://doi.org/10.2307/2392088

Contreras, F., Baykal, E., & Abid, G. (2020). E-Leadership and teleworking in times of
COVID-19 and beyond: What we know and where do we go. Frontiers in
Psychology, 11(590271). https://doi.org/10.3389/fpsyg.2020.590271

De Clercq, D. (2020). I can’t help at work! My family is driving me crazy! How family-to-work
conflict diminishes change-oriented citizenship behaviors and how key resources disrupt
this link. The Journal of Applied Behavioral Science, 56(2), 166–194. https://doi.org/10.
1177/0021886320910558

De Clercq, D., & Pereira, R. (2021). Taking the pandemic by its horns: Using work-related task
conflict to transform perceived pandemic threats into creativity. The Journal of Applied
Behavioral Science, 57(1), 104–124. https://doi.org/10.1177/0021886320979649

Donnelly, R., & Johns, J. (2021). Recontextualising remote working and its HRM in the
digital economy: An integrated framework for theory and practice. International
Journal of Human Resource Management, 32(1), 84–105. https://doi.org/10.1080/
09585192.2020.1737834

Edelbroek, R., Coun, M., Peters, P., & Blomme, R. J. (2023). Leadership in hybrid workplaces:
A win-win for work-innovation and work-family balance through work-related flow? In
S. Bergum, P. Peters, & T. Vold (Eds.), Virtual management and the new normal: New per-
spectives on HRM and leadership since the COVID-19 pandemic (pp. 243–265). Springer
International Publishing. https://doi.org/10.1007/978-3-031-06813-3_13

Eisenhardt, K. M., & Graebner, M. E. (2007). Theory building from cases: Opportunities and
challenges. Academy of Management Journal, 50(1), 25–32. https://doi.org/10.5465/amj.
2007.24160888

Emanuel, N., Harrington, E., & Pallais, A. (2023). The power of proximity to coworkers.
Training for tomorrow or productivity today. Working paper.

Empson, L. (2021). Researching the post-pandemic professional service firm: Challenging our
assumptions. Journal of Management Studies, 58(5), 1383–1388. https://doi.org/10.1111/
joms.12697

Empson, L., Muzio, D., Broschak, J. P., & Hinings, C. R. (2015). The Oxford handbook of
professional service firms. Oxford Handbooks.

Faulconbridge, J., Henriksen, L. F., & Seabrooke, L. (2021). How professional actions connect
and protect. Journal of Professions and Organization, 8(2), 214–227. https://doi.org/10.
1093/jpo/joab008

38 The Journal of Applied Behavioral Science 0(0)

https://doi.org/10.1080/09585192.2018.1509535
https://doi.org/10.1080/09585192.2018.1509535
https://doi.org/10.1080/09585192.2018.1443958
https://doi.org/10.1080/09585192.2018.1443958
https://doi.org/10.1111/ijmr.12306
https://doi.org/10.1111/ijmr.12306
https://doi.org/10.1177/14761270211034515
https://doi.org/10.1177/14761270211034515
https://doi.org/10.1177/14761270211034515
https://doi.org/10.1080/21681376.2022.2042370
https://doi.org/10.1080/21681376.2022.2042370
https://doi.org/10.2307/2392088
https://doi.org/10.2307/2392088
https://doi.org/10.3389/fpsyg.2020.590271
https://doi.org/10.3389/fpsyg.2020.590271
https://doi.org/10.1177/0021886320910558
https://doi.org/10.1177/0021886320910558
https://doi.org/10.1177/0021886320910558
https://doi.org/10.1177/0021886320979649
https://doi.org/10.1177/0021886320979649
https://doi.org/10.1080/09585192.2020.1737834
https://doi.org/10.1080/09585192.2020.1737834
https://doi.org/10.1080/09585192.2020.1737834
https://doi.org/10.1007/978-3-031-06813-3_13
https://doi.org/10.1007/978-3-031-06813-3_13
https://doi.org/10.5465/amj.2007.24160888
https://doi.org/10.5465/amj.2007.24160888
https://doi.org/10.5465/amj.2007.24160888
https://doi.org/10.1111/joms.12697
https://doi.org/10.1111/joms.12697
https://doi.org/10.1111/joms.12697
https://doi.org/10.1093/jpo/joab008
https://doi.org/10.1093/jpo/joab008
https://doi.org/10.1093/jpo/joab008


Flatøy, C. (2023). I am not an employee, am I then a professional? Work arrangement, profes-
sional identification, and the mediating role of the intra-professional network. Journal of
Professions and Organization, 10(2), 137–150. https://doi.org/10.1093/jpo/joad012

Flyvbjerg, B. (2006). Five misunderstandings about case-study research. Qualitative Inquiry,
12(2), 219–245. https://doi.org/10.1177/1077800405284363

Formica, S., & Sfodera, F. (2022). The great resignation and quiet quitting paradigm shifts: An
overview of current situation and future research directions. Journal of Hospitality
Marketing & Management, 31(8), 899–907. https://doi.org/10.1080/19368623.2022.
2136601

Fu, R., Tang, Y., & Chen, G. (2020). Chief sustainability officers and corporate social (Ir)respon-
sibility. Strategic Management Journal, 41(4), 656–680. https://doi.org/10.1002/smj.3113

Gibson, J. J. (1977). The theory of affordances. In R. Shaw & J. Bransford (Eds.), Perceiving,
acting, and knowing (pp. 67–82). Lawrence Erlbaum.

Gioia, D., Corley, K., & Hamilton, A. L. (2012). Seeking qualitative rigor in inductive research:
Notes on the Gioia methodology.Organization Research Methods, 16(1), 15–31. https://doi.
org/10.1177/1094428112452151.

Granovetter, M. S. (1973). The strength of weak ties. American Journal of Sociology, 78(6),
1360–1380. https://doi.org/10.1086/225469

Gratton, L. (2021). How to do hybrid right. Harvard Business Review, 99(3), 66–74.
Halford, S. (2005). Hybrid workspace: Re-spatialisations of work, organisation and manage-

ment. New Technology, Work and Employment, 20(1), 19–33. https://doi.org/10.1111/j.
1468-005X.2005.00141.x

Hansen, S., Lambert, P. J., Bloom, N., Davis, S. J., Sadun, R., & Taska, B. (2023). Remote work
across jobs, companies, and space. IZA Discussion Papers 15980, Institute of Labor
Economics (IZA).

Hinings, B., Muzio, D., Broschak, J., & Empson, L. (2015). Researching professional service firms:
An introduction and overview. In L. Empson, D. Muzio, J. Broschak, & B. Hinings (Eds.), The
Oxford handbook of professional service firms (pp. 1–22). Oxford University Press.

Holdt Christensen, P. (2022). Hybridarbejde: Balancen mellem nye og gamle måder at arbejde
på [Hybrid work: Balancing between new and old ways of working]. Samfundslitteratur.

Joseph, J., & Wilson, A. J. (2018). The growth of the firm: An attention-based view. Strategic
Management Journal, 39(6), 1779–1800. https://doi.org/10.1002/smj.2715

Kim, B., Kim, E., & Foss, N. J. (2016). Balancing absorptive capacity and inbound open innovation
for sustained innovative performance: An attention-based view. European Management
Journal, 34(1), 80–90. https://doi.org/https://doi.org/10.1016/j.emj.2015.10.002

Kirchner, K., Ipsen, C., & Hansen, J. P. (2021). COVID-19 leadership challenges in knowledge
work. Knowledge Management Research & Practice, 19(4), 493–500. https://doi.org/10.
1080/14778238.2021.1877579

Kudesia, R. S., & Lang, T. (2023). Toward an attention-based view of crises. Strategic
Organization, 22(1). https://doi.org/10.1177/14761270231189935

Nachmias, S., McGuire, D., & Ghosh, R. (2022). Is the dream of flexible work fading? Human
Resource Development International, 25(5), 501–505. https://doi.org/10.1080/13678868.
2022.2130298

Ng, M. A., Naranjo, A., Schlotzhauer, A. E., Shoss, M. K., Kartvelishvili, N., Bartek, M.,
Ingraham, K., Rodriguez, A., Schneider, S. K., Silverlieb-Seltzer, L., & Silva, C. (2021).
Has the COVID-19 pandemic accelerated the future of work or changed its course?
Implications for research and practice. International Journal of Environmental Research
and Public Health, 18(19), 10199. https://doi.org/10.3390/ijerph181910199

Reimers 39

https://doi.org/10.1093/jpo/joad012
https://doi.org/10.1093/jpo/joad012
https://doi.org/10.1177/1077800405284363
https://doi.org/10.1177/1077800405284363
https://doi.org/10.1080/19368623.2022.2136601
https://doi.org/10.1080/19368623.2022.2136601
https://doi.org/10.1080/19368623.2022.2136601
https://doi.org/10.1002/smj.3113
https://doi.org/10.1002/smj.3113
https://doi.org/10.1177/1094428112452151
https://doi.org/10.1177/1094428112452151
https://doi.org/10.1177/1094428112452151
https://doi.org/10.1111/j.1468-005X.2005.00141.x
https://doi.org/10.1111/j.1468-005X.2005.00141.x
https://doi.org/10.1111/j.1468-005X.2005.00141.x
https://doi.org/10.1002/smj.2715
https://doi.org/10.1002/smj.2715
https://doi.org/10.1016/j.emj.2015.10.002
https://doi.org/10.1016/j.emj.2015.10.002
https://doi.org/10.1080/14778238.2021.1877579
https://doi.org/10.1080/14778238.2021.1877579
https://doi.org/10.1080/14778238.2021.1877579
https://doi.org/10.1177/14761270231189935
https://doi.org/10.1080/13678868.2022.2130298
https://doi.org/10.1080/13678868.2022.2130298
https://doi.org/10.1080/13678868.2022.2130298
https://doi.org/10.3390/ijerph181910199
https://doi.org/10.3390/ijerph181910199


Nicolini, D., & Korica, M. (2021). Attentional engagement as practice: A study of the attentional
infrastructure of healthcare chief executive officers. Organization Science, 32(5),
1273–1299. https://doi.org/10.1287/orsc.2020.1427

Nicolini, D., & Mengis, J. (2024). Toward a practice-theoretical view of the situated nature
of attention. Strategic Organization, 22(1), 211–234. https://doi.org/10.1177/1476127023
1183731

Noordegraaf, M. (2020). Protective or connective professionalism? How connected profession-
als can (still) act as autonomous and authoritative experts. Journal of Professions and
Organization, 7(2), 205–223. https://doi.org/10.1093/jpo/joaa011

Noordegraaf, M., & Brock, D. (2021). Protective and connective professionalism: What we have
learned and what we still would like to learn. Journal of Professions and Organization, 8(2),
228–236. https://doi.org/10.1093/jpo/joab009

Ocasio, W. (1997). Towards an attention-based view of the firm. Strategic Management Journal,
18(S1), 187–206. https://doi.org/10.1002/(SICI)1097-0266(199707)18:1+<187::AID-
SMJ936>3.0.CO;2-K

Ocasio, W. (2011). Attention to attention. Organization Science, 22(5), 1286–1296. https://doi.
org/10.1287/orsc.1100.0602

Ocasio, W. (2012). Situated attention, loose and tight coupling, and the garbage can model. In
A. Lomi & J. R. Harrison (Eds.), The garbage can model of organizational choice:
Looking forward at forty (Vol. 36, pp. 293–317). Emerald Group Publishing Limited.
https://doi.org/10.1108/S0733-558X(2012)0000036014

Ocasio, W., & Joseph, J. (2018). The attention-based view of great strategies. Strategy Science,
3(1), 289–294. https://doi.org/10.1287/stsc.2017.0042

Olson, M. H. (1983). Remote office work. Communications of the ACM, 26(3), 182–187. https://
doi.org/10.1145/358061.358068

Olson, M. H., & Primps, S. B. (1984). Working at home with computers – Work and nonwork
issues. Journal of Social Issues, 40(3), 97–112. https://doi.org/10.1111/j.1540-4560.1984.
tb00194.x

Pareliussen, B., Æsøy, V., & Giskeødegård, M. (2022). Professions, work, and digitalization:
Technology as means to connective professionalism. Journal of Professions and
Organization, 9(1), 100–114. https://doi.org/10.1093/jpo/joab023

Piezunka, H., & Dahlander, L. (2015). Distant search, narrow attention: How crowding alters
organizations’ filtering of suggestions in crowdsourcing. Academy of Management
Journal, 58(3), 856–880. https://doi.org/10.5465/amj.2012.0458

Scott, W. R., & Davis, G. (2015). Organizations and organizing: Rational, natural and open
systems perspectives. Routledge.

Simon, H. A. (1996). Designing organizations for an information-rich world. International
Library of Critical Writings in Economics, 70, 187–202.

Smite, D. (2023). Conflicting interests in the hybrid workplace: Five perspectives to consider. In
DMendez, . D. Winkler, J. Kross, S Biffl, & . J. Bergsmann (Eds.), Software quality: Higher
software quality through zero waste development. SWQD 2023. Lecture notes in business
information processing (Vol. 472). Springer. https://doi.org/10.1007/978-3-031-31488-9_1

Smite, D., & Moe, N. B. (2024). Defining a remote work policy: Aligning actions and intentions.
In P. Kruchten, & P. Gregory (Eds.), Agile processes in software engineering and extreme
programming – workshops. XP XP 2022 2023. Lecture Notes in Business Information
Processing (Vol. 489). Springer. https://doi.org/10.1007/978-3-031-48550-3_15

40 The Journal of Applied Behavioral Science 0(0)

https://doi.org/10.1287/orsc.2020.1427
https://doi.org/10.1287/orsc.2020.1427
https://doi.org/10.1177/14761270231183731
https://doi.org/10.1177/14761270231183731
https://doi.org/10.1177/14761270231183731
https://doi.org/10.1093/jpo/joaa011
https://doi.org/10.1093/jpo/joaa011
https://doi.org/10.1093/jpo/joab009
https://doi.org/10.1093/jpo/joab009
https://doi.org/10.1002/(SICI)1097-0266(199707)18:1+%3C187::AID-SMJ936%3E3.0.CO;2-K
https://doi.org/10.1002/(SICI)1097-0266(199707)18:1+%3C187::AID-SMJ936%3E3.0.CO;2-K
https://doi.org/10.1002/(SICI)1097-0266(199707)18:1+%3C187::AID-SMJ936%3E3.0.CO;2-K
https://doi.org/10.1287/orsc.1100.0602
https://doi.org/10.1287/orsc.1100.0602
https://doi.org/10.1287/orsc.1100.0602
https://doi.org/10.1108/S0733-558X(2012)0000036014
https://doi.org/10.1108/S0733-558X(2012)0000036014
https://doi.org/10.1287/stsc.2017.0042
https://doi.org/10.1287/stsc.2017.0042
https://doi.org/10.1145/358061.358068
https://doi.org/10.1145/358061.358068
https://doi.org/10.1145/358061.358068
https://doi.org/10.1111/j.1540-4560.1984.tb00194.x
https://doi.org/10.1111/j.1540-4560.1984.tb00194.x
https://doi.org/10.1111/j.1540-4560.1984.tb00194.x
https://doi.org/10.1093/jpo/joab023
https://doi.org/10.1093/jpo/joab023
https://doi.org/10.5465/amj.2012.0458
https://doi.org/10.5465/amj.2012.0458


Šmite, D., Moe, N. B., Klotins, E., & Gonzalez-Huerta, J. (2023). From forced
working-from-home to voluntary working-from-anywhere: Two revolutions in telework.
Journal of Systems and Software, 195(111509). https://doi.org/10.1016/j.jss.2022.111509.

Šmite, D., Moe, N. B., Tkalich, A., Hanssen, G. K., Nydal, K., Sandbæk, J. N., Aamo, H. W.,
Hagaseth, A. O., Bekke, S. A., & Holte, M. (2022). Half-empty offices in flexible work
arrangements: Why are employees not returning? Product-Focused Software Process
Improvement. PROFES 2022. Springer. https://doi.org/10.1007/978-3-031-21388-5_18

Spicer, A. (2020). Organizational culture and COVID-19. Journal of Management Studies,
57(8), 1737–1740. https://doi.org/10.1111/joms.12625

Sporsem, T., Strand, A. F., & Hanssen, G. K. (2023). Unscheduled meetings in hybrid work.
IEEE Software, 40(02), 42–49. https://doi.org/10.1109/ms.2022.3229554

Suddaby, R., Bévort, F., & Strandgaard Pedersen, J. (2019). Professional judgment and legiti-
macy work in an organizationally embedded profession. Journal of Professions and
Organization, 6(2), 105–127. https://doi.org/10.1093/jpo/joz007

Sullivan, B. N. (2010). Competition and beyond: Problems and attention allocation in the orga-
nizational rulemaking process. Organization Science, 21(2), 432–450. https://doi.org/10.
1287/orsc.1090.0436

Sweet, M., & Scott, D. M. (2024). What might working from home mean for the geography of
work and commuting in the Greater Golden Horseshoe, Canada? Urban Studies, 61(3),
567–588. https://doi.org/10.1177/00420980231186499

Swidler, A. (1986). Culture in action: Symbols and strategies. American Sociological Review,
51(2), 273–286. https://doi.org/10.2307/2095521

Tversky, A., & Kahneman, D. (1974). Judgment under uncertainty: Heuristics and biases: Biases
in judgments reveal some heuristics of thinking under uncertainty. Science, 185(4157),
1124–1131. https://doi.org/10.1126/science.185.4157.1124

van der Velden, J., & Deprez, F. L. (2023). Shaping hybrid collaborating organizations. In
S. Bergum, P. Peters, & T. Vold (Eds.), Virtual management and the new normal: New per-
spectives on HRM and leadership since the COVID-19 pandemic (pp. 39–58). Springer
International Publishing. https://doi.org/10.1007/978-3-031-06813-3_3

van Mierlo, J., Bondarouk, T., & Sanders, K. (2018). The dynamic nature of HRM implemen-
tation: A structuration perspective. The International Journal of Human Resource
Management, 29(22), 3026–3045. https://doi.org/10.1080/09585192.2018.1443957

von Nordenflycht, A. (2010). What is a professional service firm? Toward a theory and taxon-
omy of knowledge-intensive firms. Academy of Management Review, 35(1), 155–174.
https://doi.org/10.5465/amr.35.1.zok155

Young, N. (2006). Distance as a hybrid actor in rural economies. Journal of Rural Studies, 22(3),
253–266. https://doi.org/https://doi.org/10.1016/j.jrurstud.2005.11.007

Zuboff, S. (1988). In the age of the smart machine: The future of work and power. Basic Books.

Reimers 41

https://doi.org/10.1016/j.jss.2022.111509
https://doi.org/10.1016/j.jss.2022.111509
https://doi.org/10.1007/978-3-031-21388-5_18
https://doi.org/10.1007/978-3-031-21388-5_18
https://doi.org/10.1111/joms.12625
https://doi.org/10.1111/joms.12625
https://doi.org/10.1109/ms.2022.3229554
https://doi.org/10.1109/ms.2022.3229554
https://doi.org/10.1093/jpo/joz007
https://doi.org/10.1093/jpo/joz007
https://doi.org/10.1287/orsc.1090.0436
https://doi.org/10.1287/orsc.1090.0436
https://doi.org/10.1287/orsc.1090.0436
https://doi.org/10.1177/00420980231186499
https://doi.org/10.1177/00420980231186499
https://doi.org/10.2307/2095521
https://doi.org/10.2307/2095521
https://doi.org/10.1126/science.185.4157.1124
https://doi.org/10.1126/science.185.4157.1124
https://doi.org/10.1007/978-3-031-06813-3_3
https://doi.org/10.1007/978-3-031-06813-3_3
https://doi.org/10.1080/09585192.2018.1443957
https://doi.org/10.1080/09585192.2018.1443957
https://doi.org/10.1016/j.jrurstud.2005.11.007
https://doi.org/10.1016/j.jrurstud.2005.11.007

	 Introduction
	 HWA in Professional Service Firms
	 The Relevance of Situated Attention as a Theoretical Framework
	 Developing a Theoretical Framework for Situated Attention
	 Characteristics of a Situation
	 Attention Allocation
	 Crowding

	 Focus of Attention
	 Attentional Breadth and Intensity


	 Research Design
	 Case Description
	 Data Collection
	 Data Analysis

	 Findings: Situated Attention of Hybrid Work Arrangements
	 Materiality
	 Controlling Activity and Performance
	 Objective Fairness
	 Networking

	 Social Dynamics
	 Trusting Your Employees
	 Re-Establishing Managerial Authority
	 Virtual Collaboration
	 Working Environment

	 Temporality
	 Being an Attractive Employer
	 Limitation by Timing and Data Access
	 Structuring Windows of Concentration and Sociality in Timeslots

	 Strategic Framing
	 Geographical Recruitment and Downsizing
	 Changing the Narrative


	 Findings: A Pattern of Situated Attention
	 The Regional Champion
	 The Progressive Globalist
	 The Urban Realist
	 The Rural Idealist

	 Discussion
	 Conclusion
	 Limitations and Practical Implications

	 Acknowledgments
	 Note
	 References


<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile ()
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 5
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness false
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages false
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Average
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages false
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Average
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages false
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Average
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /PDFX1a:2003
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError false
  /PDFXTrimBoxToMediaBoxOffset [
    33.84000
    33.84000
    33.84000
    33.84000
  ]
  /PDFXSetBleedBoxToMediaBox false
  /PDFXBleedBoxToTrimBoxOffset [
    9.00000
    9.00000
    9.00000
    9.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV <>
    /HUN <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames false
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks true
      /AddColorBars false
      /AddCropMarks true
      /AddPageInfo true
      /AddRegMarks false
      /BleedOffset [
        9
        9
        9
        9
      ]
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks true
      /IncludeHyperlinks true
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MarksOffset 6
      /MarksWeight 0.250000
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PageMarksFile /RomanDefault
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
    <<
      /AllowImageBreaks true
      /AllowTableBreaks true
      /ExpandPage false
      /HonorBaseURL true
      /HonorRolloverEffect false
      /IgnoreHTMLPageBreaks false
      /IncludeHeaderFooter false
      /MarginOffset [
        0
        0
        0
        0
      ]
      /MetadataAuthor ()
      /MetadataKeywords ()
      /MetadataSubject ()
      /MetadataTitle ()
      /MetricPageSize [
        0
        0
      ]
      /MetricUnit /inch
      /MobileCompatible 0
      /Namespace [
        (Adobe)
        (GoLive)
        (8.0)
      ]
      /OpenZoomToHTMLFontSize false
      /PageOrientation /Portrait
      /RemoveBackground false
      /ShrinkContent true
      /TreatColorsAs /MainMonitorColors
      /UseEmbeddedProfiles false
      /UseHTMLTitleAsMetadata true
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


