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81% of employees want flexibility in where they work; vast majority want 
regular time together with their teams

of middle managers would 
quit or take 20% pay cut 
vs going back to 5 days

50%

Future Forum Pulse, Wave 9, conducted Nov 16–Dec 22, 2022. Number of completed responses = 10,243.
McKinsey surrey of 13,000 office workers, spring 2023

Flexibility is a key element in the battle for talent

Yellow: #ecb22e #ecb22e
Lt blue:#0096a2 
Dark Blue: #004561
Green: #00cd7e
Red: #f2606aopen to new roles if 

don’t get flexibility

75%
Percentage of Global Employees
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50% of pre-pandemic norms means ~25% actual average utilization

Kastle Systems Workplace occupancy Barometer, May 8, 2023; adjusted based on pre-pandemic norm of 50.3% (source: CBRE)

RTO drives increasingly ineffective
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Common 

challenges 

Polarization: CEOs vs employees and the 
“echo chamber”

Productivity concerns

Leadership development and demands 
on managers

Culture, connection and employee 
engagement

Onboarding new employees and 
developing junior talent

Innovation and creativity
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Vast majority want it in a framework

want flexibility in 
where they work

81%

want flexibility in 
when they work

93%

Future Forum Pulse, Wave 9, conducted Nov 16–Dec 22, 2022. Number of completed responses = 10,243.

Employees want flexibility and choice
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Future Forum Pulse, Wave 9, conducted Nov 16–Dec 22, 2022. Number of completed responses = 10,243. 
comparison of populations; HBS Raj Choudhury, et al 4.4% at USPTO, Is Hybrid Best of Both Worlds (2022), Bloom et 
al 2 hours/week 2023, 5% productivity book ; 13% example from Bloom et al

Flexibility boosts 

productivity 8%

39%
higher productivity 
scores

Schedule flexibility:

Location flexibility:

higher productivity 
scores

Time matters more than place

/in/belliott

https://futureforum.com/2021/12/15/raj-choudhury-on-why-the-future-of-work-is-borderless/
https://www.hbs.edu/ris/Publication%20Files/Work%20from%20Anywhere_forthcoming%20SMJ_ee8cc7c5-c90e-4ad9-a1f4-47309d693a5c.pdf
https://www.hbs.edu/ris/Publication%20Files/22-063_639195cc-e7b5-47d3-9281-62d192c5b916.pdf
https://wfhresearch.com/wp-content/uploads/2023/01/w30866.pdf
https://wfhresearch.com/wp-content/uploads/2021/04/w28731-3-May-2021.pdf
https://www.gsb.stanford.edu/faculty-research/working-papers/does-working-home-work-evidence-chinese-experimentord+13%25&oq=nicholas+bloom+stanford+13%25&aqs=chrome..69i57j69i59.7319j0j7&sourceid=chrome&ie=UTF-8


Future Forum Pulse, Wave 8 conducted August 3-21, 2022. Number of completed responses = 10,766.
Charter’s Erin Grau in Fortune; What is Proximity Bias; ; 

Flexibility creates 

opportunity for more 

inclusive redesign

Federal government job applicants 

are more diverse for flexible roles

38%

44%

more women

more veterans 

of working mothers 

want to work from the office 
2 days a week or less

59%

Employment rate of people with 

a disability at an all-time high
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https://fortune.com/2023/05/14/flexible-work-feminist-women-return-office-power-men-careers-erin-grau/
https://futureforum.com/2022/09/07/what-is-proximity-bias/


Fully Flexible
33% (+2 ppt)

Structured Hybrid
28% (+8 ppt)

Fully On-Site
39% (-10 ppt)

Companies moving towards more flexible models
%
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f c
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es

Employee choice models 
on the rise, especially 
among younger 
companies 

Hybrid: minimum time 
guidelines growing fastest

● 50% at 3 Days
● 39% at 2 Days

+3%

+7%

-10%

Fully on-site policies are declining, regardless of headlines
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Distributed



Microsoft “Moments that Matter” and HR Business Insights (HRBI), April 2023

Teams are more distributed post-pandemic

Managers have to be trained, supported and given the tools to 
manage distributed teams

/in/belliott

https://www.microsoft.com/en-us/worklab/in-the-office-it-is-all-about-moments-that-matter


Purpose-driven hybrid: highest compliance and satisfaction

Source: BCG surveys of ~1,500 global desk/office-based workers conducted March 2023 through May 2023

Common elements: team-centered, support space and tools, focus on key events that 
account for distributed teams

Team-level agreements 
Revenue growth rate (LTM) 

Employee choice + key events 
Revenue growth rate (LTM) 

%
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ll 
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+23% +26%

private +30%

+14% +22% +13%

/in/belliott



Five days a 
week in office

Hybrid, fixed 
days/week

Hybrid, min 
time guidelines

Employee 
choice & space

Fully remote

Other:
Plant based fully onsite, Sales or Corporate roles tend to 
be hybrid or fully remote

Some roles in the office, but most are hybrid & leave it to 
leaders whether they want to set guidelines for their 
teams. Most teams are distributed.

Hybrid approach but not very clear

Other (please 
specify)



Flexibility within a framework:

● Guidelines and 

Agreements, not Policies

● Team-Level, not top-down 

or individual free-for-all

● Outcomes-driven 

leadership

● Reskilling managers

Pick one big challenge…
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Breakout #2:

What’s your 

biggest 

challenge? 

Polarization: CEOs vs employees and the 
“echo chamber”

Productivity concerns

Leadership development and demands 
on managers

Culture, connection and employee 
engagement

Onboarding new employees and 
developing junior talent

Innovation and creativity

What else…?
/in/belliott



Breakout #2





Flexibility boosts culture and connection

Future Forum Pulse, Wave 9, conducted Nov 16–Dec 22, 2022. Number of completed responses = 10,243.

Remote and hybrid workers are

57%
to say their company culture has 
improved over the past two 
years

more

likely

These workers are

14%
to say they feel “very connected” with 
their direct manager, executive leader, 
and company values 

more

likely

Culture isn’t about slogans and connections aren’t about perks: it’s how you work together, 
what you resource, who you reward … and whether you demonstrate trust

/in/belliott



Intentional Design

Building 

Connection

Intentional redesign of onboarding
● In-person culture and connection
● Team design, mentors day one
● Build networks: 6 x 3

Team-level connection
● Personal User Manuals
● Check-ins / icebreakers

Intentional gatherings
● Team and function minimums
● Intentional cross-fertilization

Redesigning space

Cross-team: donuts, BBLs, give-a-toss

What else…?
Resources: Building Connection; Social Connection at Work; Future of 
Work Glossary /in/belliott

https://futureforum.com/2021/06/15/building-a-connected-organization/
https://futureforum.com/2020/12/09/social-connection-matters-as-much-as-internet-connection-for-your-employees/
https://futureforum.com/2022/09/26/future-of-work-glossary/
https://futureforum.com/2022/09/26/future-of-work-glossary/


Intentional Design 

Culture and 

Engagement

Culture shows in what we reward, who we 
reward, and where we invest

● Outcomes vs Activity
● Opportunities and promotions
● EX → CX

Executive visibility and transparency
● Investment in digital literacy
● Transparency & guardrails
● Limit to areas of organization purpose

Mission-driven cross functional task forces

Measurement: eNPS & outcomes

What else…?
Resources: Future of Work Glossary; Work From Home Doesn’t Have To 
Dilute Your Corporate Culture (HBR); Modern Leaders Guide to 
Organizational Transparency 

/in/belliott

https://futureforum.com/2022/09/26/future-of-work-glossary/
https://hbr.org/2021/02/wfh-doesnt-have-to-dilute-your-corporate-culture
https://hbr.org/2021/02/wfh-doesnt-have-to-dilute-your-corporate-culture
https://slack.com/blog/transformation/a-modern-leaders-guide-to-organizational-transparency
https://slack.com/blog/transformation/a-modern-leaders-guide-to-organizational-transparency


Intentional Design

Productivity: 

Outcomes and 

Manager 

Training

Moving to outcomes-driven management
● OKRs, V2MOM frameworks
● Clear measurable goals & priorities
● Ladder all the way down; regular reporting 

all the way up
If it’s not hard, you’re not doing it right

Manager as leaders, not monitors: create 
clarity, build trust, unlock potential

● Building networks
● Tactical help: 1:1s, status reporting
● Burnout and focus time

Unlocking potential requires performance 
management

Mentorship and coaching

What else…?
Resources: How to Help Middle Managers Thrive; It’s Time to Free the 
Middle Manager (HBR); Measuring Success

/in/belliott

https://futureforum.com/2021/10/05/how-to-manage-through-uncertainty-playbook/
https://www.notion.so/HBR-It-s-Time-to-Free-the-Middle-Manager-c11afb256a1e4f13acfb70377c1b9c00?pvs=4
https://www.notion.so/HBR-It-s-Time-to-Free-the-Middle-Manager-c11afb256a1e4f13acfb70377c1b9c00?pvs=4
https://futureforum.com/2021/10/05/how-to-measure-outcomes-playbook/
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When you ask frontline employees what matters, emotional 
needs are not top of mind … but it's why they end up leaving



Intentional Design and

Managers and 

Leadership 

Development

Moving to outcomes-driven management
● OKRs, V2MOM frameworks
● Goals, priorities and escalations

Executive transparency and engagement

Manager as leaders, not monitors: create 
clarity, build trust, unlock potential

● Building networks
● Tactical help: 1:1s, status reports
● Burnout and focus time

Mentorship and coaching

Performance management and 3x3s

What else…?

Resources: How to Help Middle Managers Thrive; It’s Time to Free the 
Middle Manager (HBR)
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https://futureforum.com/2021/10/05/how-to-manage-through-uncertainty-playbook/
https://www.notion.so/HBR-It-s-Time-to-Free-the-Middle-Manager-c11afb256a1e4f13acfb70377c1b9c00?pvs=4
https://www.notion.so/HBR-It-s-Time-to-Free-the-Middle-Manager-c11afb256a1e4f13acfb70377c1b9c00?pvs=4


Team generation of new ideas, products, 
services, campaigns, or processes 

Impact differential:

Team co-location

Comfortable asking 
for help

Team willingness 
to take risks

Org investment in
new tools and 
processes

What drives 

innovation?

1.0-1.1X
It’s not watercoolers and 
whiteboards 

Source: Future Forum Creativity Deep Dive Survey of 760 US-based knowledge workers, 
March 2021; Office Brainstorms Are a Waste of Time (WSJ), Do Chance 
Meetings at the Office Boost Innovation? There’s No Evidence of It.
(NYTimes)

1.5X

1.8X

2X
/in/belliott

https://www.wsj.com/articles/cancel-that-brainstorm-theres-a-better-way-to-spur-good-ideas-f3c462d3?st=cfzpsl1pan79tdf&reflink=desktopwebshare_permalink
https://www.nytimes.com/2021/06/23/upshot/remote-work-innovation-office.html
https://www.nytimes.com/2021/06/23/upshot/remote-work-innovation-office.html


Future Forum Pulse, Wave 9, conducted Nov 16–Dec 22, 2022. Number of completed responses = 10,243.

Execs vs Employees: the headlines are misleading

Yellow: #ecb22e #ecb22e
Lt blue:#0096a2 
Dark Blue: #004561
Green: #00cd7e
Red: #f2606a

Percentage of Global Employees

56% of non-Execs

62% of Execs
Employee 

preference 
for work 
location

Execs want ~3 days/week, employees ~2 days/week

/in/belliott



% of all employees 
rating ‘in office” as 

best

Purpose for coming together: relationships, deep 

interaction & mentoring
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Execs and individuals just have a very different mix!

% of all employees 
rating ‘in office” as 

best

ICs time
Mgr/Exec time

9%
8%

27%
28%

0%
28%

42%
18%

21%
17%

63% of IC time

64% of Manager / 
Exec time

/in/belliott



Laggard

Late adopter

Early adopter

Innovator

Technology innovators dramatically 

outpace laggards 

Future Forum Pulse scores by company’s 

approach to adopting new technology 

People who work at 
companies they describe as 
technology innovators see

Future Forum Pulse, Wave 9, conducted Nov 16–Dec 22, 2022. Number of completed responses = 10,243.

2x

1.7

x
1.6

x

ability 
to focus

access to 
resources

productivity

Access to resources

39.6

34.9

30.3

23.8

Ability to focus

20.2

28.1

34.3

40

Productivity

25.7

31.4

36.3

41.2

2.2x sense of 
belonging


