
PURPOSE: The segment that may have struggled most 
through the pandemic’s crises were deskless workers—
nurses, pharmacists, truck drivers, delivery people, 
food services and hotel staff, construction workers, and 
others. While the nature of their “essential” work limits 
their ability to have the same employee experience (EX) 
as deskbound workers, there are many opportunities to 
create a new and differentiated deskless experience.

As a follow-up to The Big Reset: Deskless Workers, 
this strategy guide helps companies chart the path 
forward and operationalize a great deskless employee 
experience.
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Segment the deskless 
workforce to identify 
personas and create 
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Define your overall EX vision and how it translates for deskless workers.

Capitalize on key drivers: 

• Mission and 
purpose 

• Cultural experience 

• Strategic priorities

• Leadership behaviors

Address key questions:

• What does “excellence in EX” really mean for our deskless 
workers and why does it matter?

• How does the deskless worker experience relate to the 
deskbound worker experience and our hybrid work strategy?

• How can we optimize our EX for deskless workers to accelerate 
business performance, and the health and wellbeing of our 
workers?

• To what degree is the experience of our deskless workers 
aligned with our purpose and mission?

• Where are there integrations or departures from our purpose or 
mission in our current deskless employee experience?

• What cultural elements do we want to ensure we retain as part 
of our deskless EX design strategy?

• What are our three biggest strategic priorities to deliver on in 
the next 3 to 5 years?

• What are the critical behaviors we need deskless workers to 
demonstrate to achieve our priorities?

• How do we foster new behaviors and ideas to exceed customer 
expectations?

• How do we evolve our leadership approach to support new 
behaviors and ways of working for our deskless workers?

• How do we define new ways of working, without being 
prescriptive?

Step 1. 

2. BUILD 3. SEGMENT 4. LISTEN 5. DESIGN 6. TEST
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Optimize collaboration across 
functions:

• Facilities and real estate 

• HR 

• IT 

• Legal 

• Finance 

• Operations

• Deskless workers 

Step 2. 

Build a cross-functional team, including dedicated people to care 
for the deskless workforce and their unique needs.

T O O L S T R A T E G Y  G U I D E

Address key questions:

• Who is our governing body to set the deskless EX strategy?

• How do we integrate and align with our overall EX strategy and our 
hybrid work strategy?

• Who are the executive sponsors of the deskless EX strategy and what 
is our cadence for reporting out or escalating decisions that need to be 
made?

• As we define our deskless EX strategy, what resources do we need 
from the cross-functional team to support the work required to 
implement?

• How can we engage senior leaders across various functions to weigh 
in on the strategy and get their buy-in?

• How can we engage representatives across different types of deskless 
roles to weigh in on the strategy and get their buy-in?

• Who will be responsible for what in the RACI (responsible, 
accountable, consulted, informed) matrix for our deskless EX 
strategy? 

• What are the key decisions that each functional leader needs to make?

• What are the key milestones that we want to have decisions made by?

• What information will they need to make these decisions?

• By when should the deskless EX strategy and plan to action be 
finalized?

• Throughout the process, how will we reinforce care and empathy 
toward deskless workers?

2. BUILD 3. SEGMENT 4. LISTEN 5. DESIGN 6. TEST

NAVIGATION
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Design for and with employees:

• Consider all aspects  
of EX. 

• Design thinking 
processes. 

• Deskless employees as 
customers.

Address key questions:

• How will we capture the needs of our deskless workers across 
different types of deskless roles, geographies, business units, and 
levels of the organization?

• How will we check our blind spots to ensure we’re designing an 
equitable experience for all deskless employees?

• How will we optimize the experience of deskless workers across 
all elements in the EX Framework that matter (meaningful work; 
strong management; positive workplace; health and wellbeing; 
growth opportunity; trust in the organization; and technology 
and services)?

• What are the different groups for which we want to define this 
experience, and what are the different personas we want to 
create?

• Which channels can we use to gather employee input to create 
journey maps for each of these personas?

• What are the potential pain points for each of these personas 
that we need to eliminate?

Step 3. 

Segment the deskless workforce to identify personas and create  
journeys maps.

T O O L S T R A T E G Y  G U I D E
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Institute a measurement 
system and listening strategy:

• Listen continuously.

• Establish critical metrics.

• Determine systems 
and data sources for 
measurement.

Address key questions:

• What listening channels do we have? Do we need new channels 
or new sources of data?

• How can we design listening to deskless workers (e.g., mobile 
access to surveys, text-based or available on iPads, etc.)? 

• How can we integrate listening into the work systems of deskless 
workers? 

• What are the key metrics we look at today to measure EX?

• Of these, which 3 to 5 metrics matter the most for the experience 
we are striving to design for deskless workers? (productivity/
performance/promotion rates/employee engagement/health 
and wellbeing/collaboration/workforce diversity/inclusion and 
belonging/safety/retention/culture, etc.) 

• What systems and data do we have to measure changes in any of 
these metrics?

• How often will we measure, and how will we respond to the 
findings from our data?

Step 4. 
 

 Listen to the deskless workforce and define measures. 

T O O L S T R A T E G Y  G U I D E
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Design for the most critical 7 
components:

• Connections and creativity

• Coaching and 
development

• Commute support and 
belonging

• Care and coverage

• Career pathways and 
development

• Culture and community

• Communication and 

collaboration tools

Address key questions:

• How can we create an environment where deskless workers 
can connect with each other and feel a sense of community and 
belonging in the workplace?

• What are the capabilities that our managers need to develop 
to lead deskless workers with empathy, care, and development 
focus?

• What can we do to facilitate a safe and easy commute to and 
from work?

• How will we ensure the physical, emotional, and financial 
safety and wellbeing of our deskless workers (safety protocols, 
caregiver support, financial wellness, sick time, etc.)?

• How will we ensure deskless workers have break times amid 
continuous customer-facing interactions to create room for 
creativity, innovation, and rest?

• What is the longevity of each role? Which of these roles are ripe 
for automation or likely to become redundant in the next 2 to 3 
years? How can we upskill and reskill workers in these jobs to 
futureproof their careers?

• What are the career pathways and support we can provide to 
our deskless workers to help them grow and develop, within and 
outside these roles?

• What are the communication and collaboration needs of our 
deskless workers, and what platforms and tools do we need to 
adopt to facilitate these needs?

Step 5. 

Design across the entire experience with a focus on the 7 critical Cs.

T O O L S T R A T E G Y  G U I D E
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Adopt agile practices:

• Roll out in stages and 
short turnaround times.

• Learn quickly.

• Iterate rapidly.

Address key questions:

• What pilot groups will we have? (Check back to the different 
personas and identify small subsets to test out with)

• How do we roll this out? 

• How does this fit into other work (e.g., hybrid experiences)?

• What’s working, and what’s missing?

• What do we need to do differently?

• Are there other cohorts/groups of deskless workers we need to 
consider in our deskless EX approach?

• What capabilities do we need to build as an organization, as 
HR and leaders to sustain and improve the desired deskless 
employee experience?

• What else can we do to create an irresistible employee 
experience for all workers?

Step 6.  

Test, iterate, improve.

T O O L S T R A T E G Y  G U I D E
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The Definitive Guide: Employee Experience

The Voice of the Employee (Program)

The Big Reset Playbook: Human-Centered Leadership

The Big Reset Playbook: Deskless Workers

Accelerate Strategic Success with Insights  
from The Josh Bersin Company:

T O O L S T R A T E G Y  G U I D E

the
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https://joshbersin.com/ex-definitive-guide-2021/
https://bersinacademy.com/the-voice-of-the-employee
https://joshbersin.com/wp-content/uploads/2021/04/Big-Reset-Playbook_Human-Centered-Leadership_Josh-Bersin_2021.pdf
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