
March 6, 2026 
 
Chester Anderson 
Managing Partner 
Irol Industries 
 
Dear Mr. Anderson,  
 
Thank you for the opportunity to analyze Irol Industries’ return-to-office transition and 
recommend a strategic communication response. The new four-day in-office requirement, 
introduced to strengthen collaboration and innovation after nearly three years of successful 
remote work, has generated significant pushback. Over 40% of employees signed an anonymous 
petition, and 24% reported that they are considering leaving. Two major clients have raised 
concerns about potential service disruptions, and a critical LinkedIn post has broadened the issue 
externally. 
 
My research suggests the crisis stems less from the mandate itself and more from the abruptness 
of the policy change; employees feel blindsided by the absence of any explanation for why their 
remote productivity metrics are not sufficient. Without reasoning, the policy reads as a dismissal 
of results rather than an investment in Irol’s long term success. Leadership is rightly concerned 
with mentorship, innovation, and culture, but has not clearly explained how these goals align 
with the mandate. 
 
I’ve attached a strategic memo outlining a plan to preserve Irol’s collaborative strengths while 
rebuilding trust. I recommend three main moves: launching a communication campaign that 
acknowledges employee concerns while explaining why four in-office days are essential for 
fostering genuine team collaboration rather than individual output, in a way remote work cannot 
replicate; secondly maintaining the four-day mandate with added flexibility for documented 
exceptions, and establishing feedback channels with specific metric to track retention, 
engagement, and client outcomes over the next 30 days. These three steps are designed to 
stabilize retention, maintain client service quality, and position Irol as a firm that listens without 
compromising the collaborative culture that defines it.  
 
I appreciate your consideration of this analysis and welcome the opportunity to discuss these 
recommendations with you and your leadership team.  
 
Sincerely,  
 
 
 
 
 
[Student Name Removed] 
Communication Consultant 
 

Enclosure 



Strategic Memo Report 

To: Chester Anderson, Managing Partner 

From: [Student Name Removed], Communication Consultant 

Date: March 6, 2026 

Subject: Strategic Communication Plan for Irol’s Return-to-Office Transition 

 

1. Situation Analysis 

Irol Industries has announced a mandatory four-day in-office policy following nearly three years 
of successful remote work. During that period, 78% of employees reported better work-life 
balance, 64% reported higher productivity, and client satisfaction remained strong. The 
announcement triggered significant backlash, including over 250 employees (more than 40% of 
the workforce) signing an anonymous petition, 65% opposing the policy, and 24% reporting that 
they are considering leaving.  

The main points of this crisis, according to employee communication, are perceived financial 
strain, specifically in commuting, housing, and childcare; loss of flexibility and accessibility, and 
erosion of trust due to the policy contradicting earlier expectations about remote work. It has led 
to increased concern that leadership values physical presence over results. This perception exists 
because leadership hasn’t articulated the policy is not a remote productivity rejection, but 
recognition that those metrics do not capture everything a consulting firm needs to sustain itself. 
Research from Microsoft’s 2021 Work Trend Index found that while remote workers report 
higher or equal individual productivity, managers observed lower rates of spontaneous 
collaboration and informal mentorship, outcomes which are difficult to measure but critical to 
professional service firms (Microsoft, 2021)1. Leadership is primarily concerned with declining 
mentorship opportunities, reduced innovation, weakened culture, and long-term competitiveness.  

Externally, a LinkedIn post by a consultant has garnered over 400 likes and 50+ comments, 
increasing reputational exposure during a time when competitors are offering more flexible work 
models. Two major clients have expressed concern about potential service disruption, 
emphasizing the need for visible stability and a carefully managed transition. 

  

 
1 Microsoft. “The Next Great Disruption Is Hybrid Work – Are We Ready?” Work Trend Index Annual Report. 
Microsoft WorkLab, 2021. https://www.microsoft.com/en-us/worklab/work-trend-index/hybrid-work 

https://www.microsoft.com/en-us/worklab/work-trend-index/hybrid-work


 

2. Stakeholder’s Assessment  

Below is a table consisting of Irol’s key stakeholder groups and their priorities.  

Stakeholder Group Primary Concerns Primary Priorities 

Gen Z and Millennial 
Staff 

• Commuting costs and time 
• Housing decisions based on 

remote work 
• Flexibility “bait-and-switch”, 

mental health 
• Ability to travel 
• Ability to support family 

while working 

• Reinstating 
flexibility 

• Increasing trust in 
leadership 

• Autonomy 

Employees with chronic 
conditions/disabilities 

• Loss of control over work    
environment 

• Health and accessibility 
problems 

•    Perception of discrimination 

• Reasonable 
accommodation 

• Remote 
Flexibility 

• Assurance of 
compliance with 
ADA 

Parents and caregivers 

• Childcare costs 
• Schedule challenges 
• Burnout risk 

• Consistent 
schedules 

• Providing 
relevant benefits 
and resources 

Senior consultants and 
Partners 

• Commute fatigue 
• Quality of life 
• Mentioned ability to mentor 

virtually 

• Remote 
flexibility 

• Virtual 
mentorship 
opportunities on 
remote days 

Executive leadership 

• Culture 
• Collaboration 
• Long-term client value 
• Innovation 

• Sustainable 
hybrid model 

• Strong employer 
brand 

Clients 

• Team stability 
• Continuity of service 

• Assure that Irol is 
well managed 

• Minimal 
disruption 

• Reliable delivery 

 

 



3. Communication Strategy 

The current communication strategy has not adjusted messages by stakeholder group, leading to 
a one-size-fits-all mandate that feels misaligned with the diverse realities of the stakeholders. 
Therefore, to respond effectively, leadership needs a clear strategic objective and a refined 
positioning for the policy.  

• Strategic Objective: Preserve Irol’s collaborative culture while reducing intent to leave 
and rebuilding stakeholder trust through a revised hybrid model.  

• Positioning: To reframe in-person office presence as purposeful, as it focuses on the 
main priorities of executive leadership, but simultaneously acknowledging life 
commitments are usually better supported remotely, the company's position can be: “In-
person scheduling is a powerful and strategic tool, not an uncompromising requirement.”  

o This position must be paired with a clear explanation that remote productivity 
data and in-person collaboration goals are not in conflict as one measures what 
employees deliver today, whereas the other protects what the firm can deliver 
years from now. 

Furthermore, the messaging framework can be improved by acknowledging and including 
employees in the hybrid model decision-making. A couple of examples explain the switch, 
creating a flexible weekly schedule, and establishing feedback channels.  

• Acknowledging: Publicly recognize the various concerns employees have raised. 
• Explaining: Openly share the reasoning and any available data that led to the need for 

more in-person collaborative days. These can include mentoring less experienced staff 
and having teams work on complex problem-solving for future projects. 

o A 2023 Gallup study found employees who strongly agree they received 
meaningful mentorship and feedback in the past year are twice as likely to be 
more engaged at work, which is needed in consulting firms like Irol who depend 
on long-term client delivery (Gallup, 2023)2. 

• Flexibility: Rather than a four-day schedule, commit to a hybrid model with a minimum 
of “collaboration days” and allow flexibility for the remaining days of the week.  

• Feedback: Ensure there are feedback channels for employees and schedule a policy 
review to look over changes in retention, collaboration, and client satisfaction.  

• Tone: The original statement’s tone was cold and factual. Moving forward, use an 
empathetic yet firm tone, especially by focusing on shared goals.  

  

 
2 Gallup. “Mentoring and Employee Engagement.” State of the Global Workplace Report. Gallup, 2023. 
https://chronus.com/blog/mentoring-statistics 

https://chronus.com/blog/mentoring-statistics


 
4. Recommended Actions  

Within the next month, there are three main plans to implement. We are focusing on adjusting the 
policy framework, launching a communication campaign, and ensuring feedback is accessible. 

1. Restructure How the Four Days Are Applied 
a. Allows teams to collectively determine which four days’ work best for their 

schedules within a firm-wide anchor window 
b. Allow managers to grant additional remote days for employees with 

documentation, such as extreme caregiving demands, disability related needs, or 
commuting constraints. 

2. Start a Communication Campaign 
a. Send out a firm-wide memo, schedule town hall meetings across all three offices, 

and create a LinkedIn post acknowledging and apologizing for the situation, then 
explain the revised approach, and reaffirm commitment to clients and employees 
alike. 

b. Clarify how the updated model will work alongside legal disability 
accommodation rights for those impacted. 

c. Emphasize scheduling stability and provide relevant benefits and resources to 
parents and caregivers. 

d. Have managers and partners update top clients on the transition plan, emphasizing 
the intention to enhance innovation for clients. 

3. Create Feedback Opportunities 
a. Create an internal channel where employees can submit concerns and suggestions, 

organized by demographics or office, and turn the input into regularly published 
internal summaries of responses. 

b. Create an anonymous survey with an intent-to-stay question to monitor 
employees’ voluntary leave from Irol. 

 

 5.   Implementation Roadmap 

Week Focus Key Actions 
1 

Announce and 
Clarify 

• Announce new hybrid policy and its rationale 
• Commence communication campaign 
• Train managers on reviewing and approving additional 

flexible remote days 
2 Engage 

Employees 
and Clients 

• Leaders/Managers meet with teams to discuss new in-
office expectations 

• HR discuss clear guidance regarding disability 
accommodation rights 



• Managers and Partners update top clients on transition 
plan 

3 Launch 
feedback and 

Support 

• Create internal feedback channel for employee concerns 
• Highlight scheduling stability alongside available 

resources and benefits for parents and caregivers 
4 

Adjustments 
and Readiness 

• Make necessary adjustments where needed based on the 
feedback channel and the first intent-to-stay survey  

• Confirm all managers have updated clients 
• Ensure teams are ready for normal operation under the 

new model in the upcoming month 
 

 6. Success Metrics

To ensure the communication and implementation strategy is effective, I recommend tracking 
retention rates, increases in employee engagement, and client outcomes. Given the current 30-
day timeframe, Irol’s goal should be to reduce the self-reported “considering leaving” sentiment 
from 24% to around 15% by monitoring voluntary turnover among high-performing employees. 
The participation rates during collaboration days should also be monitored to avoid steep 
declines and ensure teams adapt to the hybrid model in ways that support innovation. The 
internal feedback channel should help clarify office expectations and perceptions of fairness 
regarding the hybrid shift, and its key insights should be summarized and shared regularly with 
employees. Client outcomes should remain stable and improve, as evidenced by positive client 
feedback and continued renewal rates for the accounts most vulnerable to Irol’s situation. 

Area Metric Target How it will be measured 
 
 

Employee outcomes and 
Retention 

• Decrease of self-reported 
“considering leaving” 
from 24% to at least 15% 

• Avoid increasing turnover 
with high-performing 
staff 

• Collect and analyze data 
from the 1st month 
retention survey 

o Update self-
reported 
“considering 
leaving” rate 

 
 
 

Client Outcomes 

• Maintain consistent 
service 

• Keep key client 
satisfaction at or above 
current levels during the 
hybrid transition period 

• Have partners flag any 
issues related to the 
hybrid shift  

o Take necessary 
action to resolve 

• Review client feedback 
after the first month  

 

 


