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INTRODUCTION

This Is Not a Preference Decision

The choice between hiring virtually or bringing someone on-site is one of the most consequential decisions a

growing business makes.

Most businesses approach it as a preference. Familiar with remote work, they lean virtual. Rooted in a physical operation,
they default to on-site. Neither approach gets to the real answer. The right model is not determined by preference —
it is determined by how your business actually delivers work, what the role genuinely requires, and what is needed to

move forward.

The question is not: virtual or on-site? The question is: where is delivery breaking down, and what does
this role need to fix it?

Starting with Delivery, Not Structure

Capacity issues surface in predictable ways — work slows down, key people become stretched, quality becomes inconsistent.
These are not hiring problems in isolation. They are delivery constraints. The role of any new hire is to remove those

constraints and restore the ability to deliver.

Senior team members absorb administrative and coordination work simply because there is no one else. This creates

inefficiency at the top and slows everything underneath it.

The goal is not to add headcount. It is to rebalance how work is distributed so the right people are focused on the

right activities. That rebalancing is where the distinction between virtual and on-site becomes meaningful.
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VIRTUAL HIRING

Where Virtual Roles Create Immediate Impact
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Lower employment cost for many

virtual roles vs equivalent local hiring
training
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ADMIN & BACK-OFFICE

Scheduling, inbox management, document preparation, client
onboarding, data entry, and internal coordination — typically

absorbed by people whose time is worth considerably more.

ESTIMATING & DOCUMENTATION

Preparing quotes, tender documents, specification libraries, and
compliance documentation. High-value, process-driven —

integrates well into a virtual model.

Virtual Hiring vs Outsourcing

Outsourcing

Tasks at arm's length — limited accountability, limited
visibility, and limited connection to how the rest of the

operation runs.
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Deep pool of qualified professionals
with strong communication and
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DEVA

Virtual team members integrate into

your systems and workflows from
the outset
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PROJECT COORDINATION

Managing timelines, following up on dependencies, and
maintaining visibility across workstreams. Requires attention

and clear communication — not a desk in your office.
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DATA MANAGEMENT & REPORTING

CRM systems, dashboards, operational reports, and data
integrity. Creates real commercial value; requires process

discipline — not physical proximity.

Virtual Hiring (done properly)

The person works in your systems, follows your processes,
attends your check-ins, and is held to the same standards as

anyone else in the business.
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ON-SITE HIRING

Where On-Site Roles Are Essential

There are roles that cannot be performed remotely. It is important to be clear about what they are, rather than assuming all

roles require presence.

Physical with equipment, infrastructure, or materials. A site supervisor cannot supervise a site remotely. An
interaction operator cannot run plant and equipment virtually.

Direct team Oversight of a crew doing physical work requires presence. In trades, construction, resources, and
supervision. logistics, this is non-negotiable.

On-site decision  under time pressure or in complex environments — particularly where compliance and safety

making requirements mandate physical accountability.

Customer-facing that depend on physical relationship-building. In these sectors, presence is a functional requirement,

roles not a preference.

Immigration as a Workforce Planning Tool

Australia's employer-sponsored visa frameworks exist precisely because local supply for certain occupations is insufficient to
meet demand. For businesses that need skilled tradespeople, engineers, technical specialists, or healthcare professionals,

engaging with these pathways is a rational response — not a last resort.

A <+

Define the role clearly Structured planning Prepare your business

Align with visa and occupation Managed as a workforce plan Support structures must be in place

frameworks before the process begins. — not reactively — it becomes a before the individual arrives.

predictable process.

For businesses in trades, construction, engineering, and healthcare, skilled migration is often the only
viable route to filling roles that cannot be sourced locally.
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THE COMBINED MODEL

Building a More Resilient, Scalable Operation

For most businesses, the answer is not choosing between virtual and on-site — it is combining both in a way that matches

each model to the function it suits best.

Virtual team members handle coordination, documentation, administration, and support. On-site team

members focus on execution, supervision, and delivery. Senior people are freed from work that does not require

their judgment.

Making the Decision

There is no universal answer — but there are consistent indicators.

ON-SITE IS TYPICALLY RIGHT WHEN...

— Work can be structured and systemised — Physical presence is required for the role to function

— Communication can be managed digitally without loss — The role involves supervision, execution, or site-based decisions
— Outputs are clearly defined and measurable — Compliance, safety, or regulatory requirements mandate presence
— The goal is operational efficiency and team support — The business needs to strengthen on-the-ground capability

— No physical interaction with equipment, sites, or clients — Customer relationships depend on physical presence and trust

In most businesses, both will apply across different parts of the operation. The task is identifying which model belongs with

which function.
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GETTING STARTED

A Practical Starting Point

A straightforward four-step approach grounds the decision in how the business actually operates — and surfaces the

real constraint.

Identify where work is slowing down

Pinpoint where quality is inconsistent or delivery is under pressure. These are the areas where the decision needs to be

made first.

Break down the tasks involved in detail
Map specific activities — not just the job title, but the actual work. This reveals where time is going and whether the right

people are doing it.

Separate what requires presence from what does not

Be honest about which tasks genuinely require someone on-site and which can be done well remotely with the right setup.

Match the model to the role
Use those requirements — not preference — to determine the hiring model. The real constraint is often an imbalance in how

existing people spend their time.

What Drives the Outcome

The success of either model comes down to how well the role is defined, how clearly expectations are set, and how effectively
the individual is integrated. A poorly defined role will underperform regardless of location. A well-structured role, with clear

accountability and the right support, will perform.

Virtual and on-site are not competing options. They are tools. Used correctly, they allow businesses to
build more resilient, scalable teams.

Disclaimer: This guide provides general information only and does not constitute legal, migration, or professional employment advice. The suitability of
any hiring model depends on individual circumstances. Seek appropriate professional advice before making workforce planning decisions. Fluid accepts

no liability for decisions made on the basis of this guide.
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Remove capacity constraints.
Strengthen delivery.

Fluid helps organisations embed qualified, dependable talent from the

Philippines into their teams, both virtually and in person.
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