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Most firms remain flexible

66% of firms embrace flexible work

42% have a structured hybrid model; 24% are fully flexible

RTO trends are strongest in F100; combination of increased 
5-day demands and 3 day hybrid policies

Smaller and new firms remain more flexible; 67% of firms under 
500 employees are fully flexible (remote or employee choice)

Policy isn’t compliance: policy days are up 12%, office usage up 
only 1-3% through end of Q2

RTO mandates negatively impact employees, culture and 
retention

Flexible work boosts productivity and engagement



67% of US-based firms flexible; 43% are “structured hybrid” 
Full-time in office up from 31% to 33% of firms in last year; average days + 13%

Sources: Flex Index Q3 2025 report on workplace policies of 9.1k+  US-based organizations

https://www.flexindex.com/stats


Fortune 500 policies getting more strict
F100 more stringent than F500; smaller, newer firms are less likely to be following suit

Sources: Flex Index Q3 2025 report on workplace policies of 9.1k+  US-based organizations
Fortune 100 data updated as of July 18th, 2025

https://www.flexindex.com/stats


Policy and Compliance gap persists
Since Q1 ‘24, policy days +12% vs office days only +1-3%

Sources: Flex Index Q3 2025 report on workplace policies of 9.1k+  US-based organizations

https://www.flexindex.com/stats


Office utilization up 1-3% year on year through end ‘Q2
Based on multiple data sources: Stanford, US Census, Gallup, Kastle, Placer.ai

Placer.ai change in 
office traffic ‘25 vs ‘24

● Q1: -0.3%
● Q2: +3.0%
● July: +7.6%



Fully Flexible firms grew 1.7X faster than mandate-driven
Even after accounting for size and industry, growth advantage of 1.3x annually

Based on BCG and Flex Index analysis of 493 publicly 
traded companies revenue growth 2019 through 2024

● Comparing Fully Flexible firms (fully remote or 
employee choice) vs Company Manadates 
(structured hybrid or full time in office)

● Adjusting for industry and size of firm, differential 
of 1.3X is statistically significant (p-0.026)

Sources: Flex Index Q3 2025 report and BCG analysis

https://www.flexindex.com/stats


Location has little impact 
on productivity

higher productivity 
scores

8%

time together, at 
team discretion

~25%

Employees with location flexibility report

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

Optimal for team outcomes:

Academic studies are variable, but 
basically depend on management

● Negative outcome studies of remote: 
2020 in India, unmanaged workers

● Positive outcome studies of remote: 
3-6% gains in controlled experiments

● Higher and consistent gains for hybrid: 
+0-12% higher productivity

Key learnings:
● 35-50% of commute time goes back to 

work (balance to personal life)
● People self-select home vs office based 

on personal productivity 
● Time together best set at team level 

(ex., 1-2 days/week vs 1 week/month

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://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


Hybrid and Remote workers more engaged
Five days in office results in decreased engagement

Source: Gallup, October 2024
/in/belliott

https://www.gallup.com/401384/indicator-hybrid-work.aspx


Access to flexible schedules matters – often more than location
Work-life balance increasingly important

Source: JLL Workforce Preference 2025 /in/belliott

57% say flexible hours are important – only half have access overall, 
higher for men than women

https://www.jll.com/en-hk/newsroom/as-hybrid-work-models-standardize-the-global-workforce-views-workplace-policies-positively


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

People on teams that regularly review 
their working norms are 

less likely to leave

Teams that set their flexible work 
policies together are more effective 
and happier at work than if policies 
are top-down or individually set  

2.4x 

Team-oriented flexibility drives higher engagement
Common elements: minimum standards for team gatherings, team-level agreements

/in/belliott



Gallup: Team-based norms perform best

Hybrid is still the most popular policy for 
workers, by far – small dip coupled with rise 
in remote, some in fully on-site = net even

Who sets the policy? Roughly 1/3rd each 
individual, team and senior leadership

Team-based norms perform best:
● Team or individual policies both seen as 

equally “fair” by employees (91%)
● Team policies result in lower burnout 

and fatigue than individual choice

“When teams establish shared norms, people 
are more productive and less anxious.”

Aka, lowers the coordination tax!

Source: Gallup, Sep 2025 /in/belliott

https://www.gallup.com/workplace/694361/hybrid-work-retreat-barely.aspx


Mandates damage engagement, diversity and top talent
Research: no positive financial or stock impact; flex firms outperform peers

Sources:1) Ma, University of Pittsburgh re fin impact, declining engagement; 2) Lattanzio re flex and stock 3) Flynn, Ghent et al Cornell 2024 re no equity impact; 4) Gartner 
2023 survey high performers, 5) Austin et al U Chicago more experienced employees 6) Upwork Aug 2024 impact on women; 7) Gartner 2024 survey of executive leaders;

https://business.pitt.edu/return-to-office-mandates-dont-improve-employee-or-company-performance/
https://editorialexpress.com/cgi-bin/conference/download.cgi?db_name=SIEP2021&paper_id=58
https://finance.darden.virginia.edu/wp-content/uploads/2024/03/Andra_Ghent_CIFM_Seminar_RTOPolicies.pdf
https://www.gartner.com/en/newsroom/press-releases/2024-01-30-gartner-hr-research-finds-high-performers-women-millennials-are-greatest-flight-risks
https://harris.uchicago.edu/sites/default/files/wright-return-to-office.pdf
https://fortune.com/2024/07/23/women-workplace-return-to-office-mandates-losing-talent-upwork/
https://www.gartner.com/en/newsroom/press-releases/2024-05-09-one-third-execs-given-a-rto-mandate-plan-to-leave


Gallup: “The Achilles’ heel of remote work is trust”
82% of managers who manage remote 
workers trust their teams to be productive 
when they are working remotely; 54% 
strongly agree

(Note: only 4% disagree or strongly disagree)

4 practices that crank up trust by 30 
percentage points:

● Timely and consistent communication 
about what’s happening on my team.

● My team has a strong sense of 
community.

● My manager holds me accountable for 
meeting performance expectations.

● I receive the same opportunities for 
feedback and development.

Source: Gallup, Sep 2025 /in/belliott

https://www.gallup.com/workplace/694361/hybrid-work-retreat-barely.aspx
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Vast majority of firms are flexible

Source: Flex Index

http://flexindex.com/stats


Structured Hybrid still dominant (Min Days / Week)

Source: Flex Index

http://flexindex.com/stats


Digging deeper: Structured Hybrid highest growth year on year
Fully Flexible (Fully Remote + Employee) down from 29% in Q3 ‘24 to 24% today

Source: Flex Index

http://flexindex.com/stats


Digging deeper: Fortune 100 still Hybrid, but less flexible 
16 of the Fortune 100 have 4 day a week hybrid policies; 45 have 4 or 5 days

Source: Flex Index

http://flexindex.com/stats


Smaller companies more likely to be Fully Flexible
67% of firms under 500 employees are fully flexible vs 11% over 25k

Source: Flex Index

http://flexindex.com/stats


Smaller companies creating almost all net new jobs in ‘25
In 2024, the split between large companies and small companies was nearly even

Source: BLS JOLTS data YTD (Jan-Feb, Mar-Jun)

https://www.bls.gov/news.release/archives/jolts_04012025.pdf
https://www.bls.gov/news.release/jolts.t07.htm


Average US firm now requires 2.87 days / week in office
12% increase from Q1 2024

Source: Flex Index

http://flexindex.com/stats


Policy and compliance gap persisted through end of Q2

Source: Flex Index

http://flexindex.com/stats


Newer companies are flex natives

Source: Flex Index

http://flexindex.com/stats


Federal Reserve Aug ‘25: “multiple Districts reported reducing headcounts through attrition—encouraged, 
at times, by return-to-office policies and facilitated, at times, by greater automation”

Strict RTO policies are an effort to reduce headcount

/in/belliott

Big Tech: correlation visible back in ‘23Stricter RTO typically associated with 
cost cutting, office investments

Stricter policies following layoffs
● Amazon
● AT&T
● Dell
● UPS

Financial stake in commercial real estate
● Blackstone
● Goldman Sachs
● JP Morgan Chase

Intention to shrink stated: Federal agencies
(note reversals at some Fed agencies, State of 
Texas)

Key question: do the “right” people leave? 

https://www.federalreserve.gov/monetarypolicy/files/BeigeBook_20250903.pdf
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Key question: is your team co-located, or distributed across locations?

Future Forum Pulse, Wave 9, Feb ‘23, Number of completed responses = 10,243.

Some form of “hybrid” fits what most people want

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

Percentage of Global Office Employees

/in/belliott

https://futureforum.com/2023/02/15/pulse-winter-snapshot-2022-2023-workplace-flexibility-company-culture-productivity/


Key question: is your team co-located, or distributed across locations?
Some form of “hybrid” fits what most people want

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

Percentage of All Employees, SWAA

/in/belliottSource: Barrera, Bloom & Davis Survey of Working Arrangements and Attitudes (SWAA), see www.wfhresearch.com

Data on all workers, 
including frontline 

employees

https://wfhresearch.com/wp-content/uploads/2025/05/WFHResearch_updates_May2025.pdf


Measure of all employees, not just office employees

Bloom et al: WFH largely stable for the last two years

Source: Barrera, Bloom & Davis Survey of Working Arrangements and Attitudes (SWAA), see www.wfhresearch.com /in/belliott

https://wfhresearch.com/wp-content/uploads/2025/07/WFHResearch_updates_July2025.pdf


Employer Plans and actual days working from home are 
largely stable

Source: Barrera, Bloom & Davis Survey of Working Arrangements and Attitudes (SWAA), see www.wfhresearch.com /in/belliott

https://wfhresearch.com/wp-content/uploads/2025/07/WFHResearch_updates_July2025.pdf


33% Say Their Employer Has Announced More than One 
RTO Policy Since Fall 2020

Source: Barrera, Bloom & Davis Survey of Working Arrangements and Attitudes (SWAA), see www.wfhresearch.com /in/belliott

https://wfhresearch.com/wp-content/uploads/2025/07/WFHResearch_updates_July2025.pdf


RTO rates are higher for firms with older, male CEOs

Source: Barrera, Bloom & Davis Survey of Working Arrangements and Attitudes (SWAA), see www.wfhresearch.com /in/belliott

https://wfhresearch.com/wp-content/uploads/2025/07/WFHResearch_updates_July2025.pdf


WFH rates have largely stabilized globally in 2024-25

Source: The global persistence of work from home, PNAS July 2025; data from ~43k college-educated workers in 23 countries, surveyed 2022, 23 and 24/25 /in/belliott

https://www.pnas.org/doi/epub/10.1073/pnas.2509892122


Hassell survey of 15k global office workers (Australia, Hong Kong, Singapore, South Korea, UK, US)  

Slight uptick in attendance, sizable cost in engagement

Mandates miss the mark: stricter policies have 0% impact on 

office attendance and reduce satisfaction by 14%. 

No reason, no return: 41% lower compliance when companies 

give no reasons for their RTO policies.

Good design = higher attendance: 15% higher attendance at 

companies that have recently renovated spaces or upgraded 

equipment 

Source: Hassell Studies survey 2025

https://www.hassellstudio.com/research/the-mandate-mirage-2025-workplace-futures-survey


Offices were only 50-65% utilized pre-pandemic
Cushman & Wakefield and JLL data from 2019

Sources: Cushman & Wakefield Feb 2020; JLL 2018-2019 Occupancy Report
/in/belliott/in/belliott

https://drive.google.com/file/d/1pbLYHrMrymq1qUU453N41TuECfvhKJ5L/view?usp=sharing
https://www.us.jll.com/content/dam/jll-com/documents/pdf/research/am-research-jll-occupancy-benchmarking-guide-2018-2019.pdf?utm_source=Eloqua&utm_medium=email&utm_content=reportF&utm_campaign=Occupancy%20Benchmarking%20Report%20Launch


Not a surprise: pre-pandemic when 5 days was norm, 3 days was reality
CBRE: Companies asking for 3 days, getting 2

/in/belliott

Policy average 3.2 days
Attendance average 2.2 days 
Compliance gap 1.0 days

Smaller companies report being more 
likely to monitor and enforce vs large:
“Only 22% of the largest companies 
(10,000+ employees) report enforcing 
their attendance policy”

Source: CBRE Q2 2025 report (Aug ‘25)

https://www.cbre.com/insights/reports/2025-americas-office-occupier-sentiment-survey


Gallup: Little to no change in office attendance for last 
two years

“Hybrid workers now spend 46% of their 
workweek in the office, or the equivalent of 2.3 
days. That’s up from 42% in 2022.  But all that 
increase happened in 2023. There has been 
no movement in the past year.” 

Held true even after the impact of Federal 
workforce RTO (flexibility fell from 61% to 
28%)

Why would this be?
● Federal workforce is shrinking – higher 

percentage going in, but fewer people
● Big companies pushing RTO hardest 

are also flat or shrinking employees
● Employment growth in 2025 is in small 

companies which are more flexible

Source: Gallup, Sep 2025 /in/belliott

https://www.gallup.com/workplace/694361/hybrid-work-retreat-barely.aspx


Gallup: Team-based norms perform best

Hybrid is still the most popular policy for 
workers, by far – small dip coupled with rise 
in remote, some in fully on-site = net even

Who sets the policy? Roughly 1/3rd each 
individual, team and senior leadership

Team-based norms perform best:
● Team or individual policies both seen as 

equally “fair” by employees (91%)
● Team policies result in lower burnout 

and fatigue than individual choice

“When teams establish shared norms, people 
are more productive and less anxious.”

Aka, lowers the coordination tax!

Source: Gallup, Sep 2025 /in/belliott

https://www.gallup.com/workplace/694361/hybrid-work-retreat-barely.aspx


/in/belliott

Kastle Systems: utilization up ~2% last two years
Kastle Systems tracking is vs “pre-pandemic” norm, est at 50.3%

Kastle Systems 

https://www.kastle.com/safety-wellness/getting-america-back-to-work/


/in/belliott

Placer: Traffic flat Q1, up 3% in Q2 then 7.6% in July
Placer.ai tracks cell phone usage; note that origin point shifts monthly

https://www.placer.ai/anchor/articles/placer-ai-office-index-july-2025

Change vs ‘24:
Q1: -0.3%
Q2: +3.0%
July: +7.6%
 

Monthly visits compared to July 2019

http://placer.ai


JLL data, Q2 2025
US office vacancy rates at new high of 22.5%

Source: JLL Market Dynamics, Q2 2025

https://www.jll.com/content/dam/jllcom/en/us/documents/reports/research-reports/25-insights-us-office-market-dynamics-q2-2025.pdf?utm_medium=email&utm_campaign=&utm_source=&utm_content=191567


US trails in “RTO”, over 50% of space unused even on peak days, peak months
Vergesense: globally, 2024 looks almost like 2023

Vergesense 2025; Sensor-based utilization data on offices for 200 global enterprises

Avg global utilization ‘24 was ~1% higher than ‘23 US Peak Day Utilization 47% in Peak Months 

/in/belliott

https://www.vergesense.com/hubfs/Tier%201%20Guides/2025-Workplace-Occupancy-Utilization-Index-CV.pdf


Density

RTO Mandates impact declines over 1-2 months
Density: ~40% attendance bump declines to 10%; Basking similar trend (143 offices gobally)

Density April 2025; Basking: 143 offices 

Basking

/in/belliott

https://insights.density.io/hubfs/From%20Zooms%20to%20Rooms%20report_2025.pdf?hsLang=en
https://basking.io/basking-q1-2025-global-occupancy-benchmarks-report-thank-you/


McKinsey: modest increase to office usage policies

Source: McKinsey & Co, May 2025 /in/belliott

https://www.mckinsey.com/industries/real-estate/our-insights/flexible-works-enduring-appeal-affects-workers-employers-and-real-estate


Q4 ‘24: vacancies at all time high
RTO push not as significant as headlines would lead you to believe

Aug ‘25: office mortgage delinquencies at all-time high

Source: Moody’s January 2025; Wolfstreet Jan ‘25 CBMS: Wolfstreet delinquency rate of office mortgages securitized into commercial mortgage-backed securities

/in/belliott

https://www.moodyscre.com/insights/cre-trends/q4-2024-preliminary-trend-announcement/#:~:text=The%20national%20office%20vacancy%20rate,registered%20in%20the%20final%20quarter.
https://wolfstreet.com/2024/12/31/office-cmbs-delinquency-rate-spikes-to-a-record-11-surpassing-the-peak-of-the-financial-crisis/


Source: Robert Half, Feb 2025

Job listings: mix shift to hybrid in ‘24

% of job 
postings 
(Robert Half)

/in/belliott

https://www.roberthalf.com/us/en/insights/research/remote-work-statistics-and-trends?#toc3
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Survey of 150,000 firms: essentially unchanged
US firms predict no major change in WFH next five years

Source: US Census Bureau, June 2025 /in/belliott

https://www2.census.gov/library/working-papers/2025/adrm/ces/CES-WP-25-36.pdf


What problem are we trying to solve?

What’s our talent strategy?

Are our teams co-located, or distributed?

Does one size fit all our businesses, 
functions?

Will we enforce? Really?

Work Forward
/in/belliott

https://theworkforward.substack.com/p/your-ceo-wants-to-rto


Mandates damage engagement, diversity and top talent
Research: no positive financial or stock impact; flex firms outperform peers

Sources:1) Ma, University of Pittsburgh re fin impact, declining engagement; 2) Lattanzio re flex and stock 3) Flynn, Ghent et al Cornell 2024 re no equity impact; 4) Gartner 
2023 survey high performers, 5) Austin et al U Chicago more experienced employees 6) Upwork Aug 2024 impact on women; 7) Gartner 2024 survey of executive leaders;

https://business.pitt.edu/return-to-office-mandates-dont-improve-employee-or-company-performance/
https://papers.ssrn.com/sol3/papers.cfm?abstract_id=4293700
https://finance.darden.virginia.edu/wp-content/uploads/2024/03/Andra_Ghent_CIFM_Seminar_RTOPolicies.pdf
https://www.gartner.com/en/newsroom/press-releases/2024-01-30-gartner-hr-research-finds-high-performers-women-millennials-are-greatest-flight-risks
https://harris.uchicago.edu/sites/default/files/wright-return-to-office.pdf
https://fortune.com/2024/07/23/women-workplace-return-to-office-mandates-losing-talent-upwork/
https://www.gartner.com/en/newsroom/press-releases/2024-05-09-one-third-execs-given-a-rto-mandate-plan-to-leave


RTO mandates have 3:1 impact on women
Note: most of the mandates studied to date have been 3 day, not 5 days in office

Sources:1) Ma et 2024 study of over 3M employees of tech, financial service firms under RTO mandates; 2) Bloom et al, Nature 2024’ 3) Upwork Aug 2024 impact on women; , 

RTO mandates in Tech and Fin Services drove 
3X higher turnover among women than men1

Shift from full time office to 3 day hybrid reduced 
attrition 54% for women vs 16% for men2

63% of C-suite leaders whose companies mandated RTO said the policy led a disproportionate 
number of women to quit; over 50% also saw negative impacts on productivity3

https://download.ssrn.com/2024/12/16/5031481.pdf?response-content-disposition=inline&X-Amz-Security-Token=IQoJb3JpZ2luX2VjEPf%2F%2F%2F%2F%2F%2F%2F%2F%2F%2FwEaCXVzLWVhc3QtMSJHMEUCIGzSAhM8WLfE3T%2B739o30TiNXGJBvPgbilgQtMW3PO6KAiEA9nNM%2BKedBdOH%2BtRJUFm4JhZoPw3E6py7%2F6%2FD8F%2FYiFgqxwUI8P%2F%2F%2F%2F%2F%2F%2F%2F%2F%2FARAEGgwzMDg0NzUzMDEyNTciDICStEKCNxBLW21%2FdSqbBU6zVdIO7yxf3vSP%2BSmrRDw5smEjGGORKCQxlpNlkB9Dc0jFouRxJocQGr3GFYiAVLAyrn3DRws3bta2kclKTEvsbsC6B3VyU1S4UZpxDex5Dr39gpYcYC6bINm0ADStoQCEDFAQabCR4HyFLStnh6KrI6TGZDEu%2Fa7zqAP%2FOVQgnG%2BuZ%2F4AevpmHxryaR%2Fr01vnOnHowC990yd%2FkB4yuIxtO2MR%2Fl43q9esd0xUc501laS8HKXiLU%2BaRAqg3Atr4OZzRKRqbS8kUd1%2ByF9OpUZGaGd2sIc4KuwFj5qwUnXI%2FLbzcRolqY%2FOoBDW9xy8Pudwx%2BEzPkvF5nPYmGTaCbEv5UyBLSiXtLLtukFaPq%2BzqdBRwAm74UGnkTvRVbz38Y6kq4jglpDAxhpi4IOsgQuXYCbIotaLstQH1SwlrbYGWxCdLxKkJ8xmHZ1BPp%2Fi5fs1QOPS7thmOxTqQ9EKa30zn6ekFYxaWpMGUpPVYBvJTgXk1iWZ16yA7WheKoJ9rqGujEv9s3hLOZXSBO9pChk5o8jafbsh7e5k7PJ0sdx3lg%2B4EBKOFRrmAAI0vuyzIUYH7D4YJqe87%2F9xDARu55RvCTBfS2rSHeWwqvUgk8AYPfZTApk2dWXLIciQlmcrqmOEWd3Igabg3yWT9vxjuBEsWPD71VxW%2F7AOHreswzrSyd0YCvbPBCQEDfrhyrZyfCC5j3uV4yRy9PljQhOYcx%2FylfVwepilk5vWw2nh5aX0uns572E1oX9%2FBA48ocoJAjOaYjF%2BZVWVdXdIFa9dmD59UAgV0TnQC6nAtw5Jurh0a5jig6p46GYPaxeaeU2Pl9%2BxRKi7uIlca2Cs29z8YR%2F9zYA9yEk9yYsahNI3z3l%2FaclEJ%2Ftf%2Ft3oOvYwv6nJvAY6sQFLspKYRsBXN3Ss1QGlKBCEsB7gOvAd7lwPP1oetAkqKpL7fDvaS2BEWxqdnH07xntaZKsQ91SwzLaLT7XNqSX4NzFw1Ks64xC8gkBl8bTEKLqtYkcl2u6bd4vKBNgfPPGea%2BYU6OeiM1psVk0LXiphZC8YY2TNDPqf27BNdTEu3KolrFQu3dQ%2Fc9ngkRRpCOqZRej%2B5ks1UVrpmblxw7JpbtEH6RhnkSYuVPGinK%2FkJIg%3D&X-Amz-Algorithm=AWS4-HMAC-SHA256&X-Amz-Date=20250123T144759Z&X-Amz-SignedHeaders=host&X-Amz-Expires=300&X-Amz-Credential=ASIAUPUUPRWEVS55RVCW%2F20250123%2Fus-east-1%2Fs3%2Faws4_request&X-Amz-Signature=cb4a6519e74d60c820ab9164817e00bbaf6695fbd0d4a366b801a3aeeaf1080a&abstractId=5031481
https://www.nature.com/articles/s41586-024-07500-2
https://fortune.com/2024/07/23/women-workplace-return-to-office-mandates-losing-talent-upwork/


Women and other historically underrepresented 
groups have stronger preference for flexibility
Research shown consistent gap for over 5 years, regardless of caregiving

Source: Cushman & Wakefield Experience per Square Foot; August 2025

https://www.cushmanwakefield.com/en/united-states/insights/experience-per-square-foot-instant-insights#august%202025


Labor force participation among women with children 
under 5 has dropped 3 ppt from peak in Sep ‘24

Source: Washington Post

"It's become harder for women, 
particularly those with 
caregiving responsibilities, to 
thrive in this job market. It's 
clear that we're backsliding … 
that the return-to-office chest 
pounding is having a real ripple 
effect."

– Labor economist Misty 
Heggeness

https://www.washingtonpost.com/business/2025/08/11/mothers-leaving-workforce-large-numbers/


% of women who 
experienced 
gender bias & 
discrimination

Women 2X more likely to experience discrimination 
at work when on-site
Impact doubles when on a team composed of mostly men

1.8x

2.2x

Source: Doering & Tilsic Location Matters: Everyday Gender Discrimination in Remote and On-site Work; Dec 2024

https://pubsonline.informs.org/doi/10.1287/orsc.2022.16949


Amazon case study: rocky road, may never get there
Amazon, JPMC are high-paying, high brand quality companies: not the Federal gov’t

“Further, 80% of Amazon professionals … 
know of a colleague considering looking for 
another job.”

Sources: CNBC Sep 2024; Fast Company

Amazon 5-day RTO
● Announced Sep, target January, delayed in 

December in multiple locations to spring or summer; 
rumors of “never” in many locations

● Insufficient seats, space even for those pressed back
● Management by exception: can’t lose top talent

January 2025 survey: distributed teams as a key issue
○ >66% say they’re likely to leave during 2025
○ 45% say they report to different offices than their 

managers
38% say they work in the same office as one-fifth or less 
of their team members.

○ 87% say the policy will reduce their productivity.

/in/belliott

https://www.cnbc.com/2024/09/26/73percent-of-amazon-workers-considering-quitting-after-5-day-rto-mandate.html
https://www.fastcompany.com/91248618/exclusive-amazons-rto-policy-nearly-half-corporate-workers-looking-new-jobs
https://www.cnbc.com/2024/12/18/amazon-delays-5-day-rto-for-some-workers-because-its-offices-arent-all-ready.html
https://www.cnbc.com/2024/12/18/amazon-delays-5-day-rto-for-some-workers-because-its-offices-arent-all-ready.html


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

Teams don’t have to be remote to be distributed
Forcing 3-5 days/week in office for people whose teams are distributed across locations 
makes them less productive

Any organization past minimum scale is 
distributed 

Project teams are spread across 
buildings, cities and countries

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

Distributed teams need core hours, not 
days/week in the office (ex., 9am-noon PT)

/in/belliott

% of teams fully co-located

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


Effective programs leverage purpose over policy

% 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 Mgr/Exec time

Reminder: executives and ICs have a very different mix of work



Individual 
free-for-alls

donʼt work either



Traditional

Organization

Team

Individual

Pandemic

Individual

Team

Organization

Future State

Team

Organization

Individual

Team agreements: moving from “me” to “we”
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Location has little impact 
on productivity

higher productivity 
scores

8%

time together, at 
team discretion

~25%

Employees with location flexibility report

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

Optimal for team outcomes:

Academic studies are variable, but 
basically depend on management

● Negative outcome studies of remote: 
2020 in India, unmanaged workers

● Positive outcome studies of remote: 
3-6% gains in controlled experiments

● Higher and consistent gains for hybrid: 
+0-12% higher productivity

Key learnings:
● 35-50% of commute time goes back to 

work (balance to personal life)
● People self-select home vs office based 

on personal productivity 
● Time together best set at team level 

(ex., 1-2 days/week vs 1 week/month

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://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


UK government workers: +12% average productivity 
boost

Source: Not Incentivized Yet Efficient: Working From Home in the Public Sector, Fenizia & Kirchmaier 2025 /in/belliott

On average, WFH increased productivity +12%; gains 
consistent over time, primarily driven by reduced distractions

Individual performance can vary; assignment in cooperation 
with supervisor led to 2X better average performance

https://papers.ssrn.com/sol3/papers.cfm?abstract_id=4956580


US Patent & Trade Office: 4.4% productivity gain from 
“work from anywhere”

Source: Choudhury, et al 2020

/in/belliott

https://onlinelibrary.wiley.com/doi/abs/10.1002/smj.3251


BLS: Productivity increases as remote work increases 

Source: BLS, October 2024
64/in/belliott

https://www.bls.gov/opub/btn/volume-13/remote-work-productivity.htm


Flexible workers: more resilient, more focused on 
customers, higher retention

Source: Office of Personnel Management, Federal Employee Viewpoint Survey, 2022

Telework = term for work 
not done in agency office

35%

38%

Percentage of Federal employees who agree

52%

19%

30%

38%

/in/belliott



Remote call-center employees more productive, diverse 
and benefit from initial in-person training
Study of call center workers in Turkey

+10% higher productivity
(ex: calls/hour

Remote Work, Employee Mix, and Performance, Aksoy, Bloom, Davis, Marino & ozguzel May 2025
/in/belliott

More diverse, higher educated, 
same cost (ex., female agents)

Onsite training improves performance, 
retention
(ex: calls/hour)

https://www.nber.org/papers/w33851


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

heightened 
productivity

39%

improved 
ability to focus

64%

Employees with schedule 
flexibility report

Future Forum Pulse, Wave 9, Number of completed responses = 10,243. 

Time matters more 
than place
80% of people want location flexibility; 93% 
want schedule flexibility



Blend in-sync and async for optimal results

/in/belliott



Employees who feel trusted 

2x higher 
productivity 
scores

1.3x more likely to 
put in extra 
effort at work

0.5x less likely to 
be looking for  
another job

Trust drives engagement and 
productivity

High-performance organizations are 

more likely to have leaders who trust 
their employees.

11x 

 The Productivity Predicament 2023, Institute for Corporate Productivity (i4cp).
Slack Pulse survey conducted February 13  March 6, 2023. Number of completed responses = 10,387.

https://22174435.fs1.hubspotusercontent-na1.net/hubfs/22174435/Download%20Assets/The%20Productivity%20Predicament%20Brief%20-%20i4cp.pdf?__hstc=19521511.7fb425f5ff70dfcecd3d34fb0cad4cb5.1690325532389.1691954255997.1692220793541.7&__hssc=19521511.1.1692220793541&__hsfp=3529731725&hsCtaTracking=f9eea0a0-4f7c-4194-9607-66c759c7b584%7C68b94154-f16c-4e54-8b58-b9fef0cebf4d
https://d34u8crftukxnk.cloudfront.net/slackpress/prod/sites/6/Slack-Pulse-Survey-data-July-2023.pdf


Atlassian on outcomes-driven leadership 
● Focus: 3-5 SMART goals, per team per quarter
● Alignment: goals ladder up to organization
● Transparent: goals visible to everyone
● Low lift: weekly (& monthly) tweet-sized updates

This is more about culture than about tools and processes 
(but you need both)87%

of executives say their 
teams do not have 
visibility into each
other’s goals

Atlassian time study, Dec 2023 Newsletter

https://www.atlassian.com/blog/distributed-work/calendar-redesign-experiment
https://theworkforward.substack.com/p/goals-that-matter-the-atlassian-blueprint


Gallup: “The Achilles’ heel of remote work is trust”
54% of managers who manage remote 
workers "strongly agree" they trust their 
teams to be productive when they are 
working remotely. 
(How many simply “agree”?)

4 practices that crank up that trust by 30 
percentage points:

● My manager holds me accountable for 
meeting performance expectations.

● Timely and consistent communication 
about what’s happening on my team.

● My team has a strong sense of 
community.

● I receive the same opportunities for 
feedback and development.

Source: Gallup, Sep 2025 /in/belliott

https://www.gallup.com/workplace/694361/hybrid-work-retreat-barely.aspx


Distributed is the same as remote: results same if people are in different office 
buildings as “fully remote”

Mentorship and L&D can be problematic

Research study on software engineers 
at F500 firm

● Engineers in same building receive 
22% more online feedback (Jira 
comments) than those separated

● Impact same if remote
● Worse for women engineers

Tied to post-standup interactions based 
on timing

● Build digital interventions
● Drive manager awareness
● Reinforce weekly 1:1s

Source: NBER Nov 2023
/in/belliott

https://www.nber.org/papers/w31880


Studies vary in outcomes, but show at least modest positive impacts
Environmental impacts can be a benefit

Tao, et al: impact on carbon emissions 
based on number of days WFH

● Commuting, non-commuting travel, office 
energy, home energy and tech energy 
usage

● 2 days WFH reduces carbon use by 11%, 4 
days by 29% and 5 days a week by 58%

● Mainly from less commuting, closing offices 

Ma, et al: satellite based impact on 
greenhouse gas emissions find less 
impact on commuting specifically

● Based on 2019-2023 data
● Little to no impact on CO2 (trips)
● Sizable impact on NO2 (congestion)

T
Source: Tao et al, 2023; Ma et al, 2025

/in/belliott

https://www.dropbox.com/scl/fi/hvnu4vsvfdjw6h6dg3k64/tao-et-al-2023-climate-mitigation-potentials-of-teleworking-are-sensitive-to-changes-in-lifestyle-and-workplace-rather.pdf?rlkey=xrdk55bfk7i6p8wz8rjvao7ab&e=2&dl=0
https://www.dropbox.com/scl/fi/60n3hy46j0ihtv7taldps/WFH-GHG_02202025.pdf?rlkey=kny0m8x8jazbqtv67tz5i6t35&e=1&st=l20v9jy0&dl=0
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Hybrid and Remote workers more engaged
Five days in office results in decreased engagement

Source: Gallup, October 2024
/in/belliott

https://www.gallup.com/401384/indicator-hybrid-work.aspx


Gallup: fully remote workers more engaged, less “thriving”, more lonely 

Remote workers: more engaged, higher potential for 
burnout

Causation or correlation? 
Remote roles are more likely 
in industries like tech and 
roles like engineering – 
under a lot more pressure.

Remote workers are the 
tail on the whip of the 
drive for efficiency. 
Demands that people “do 
more with less” results in a 
feeling that every moment 
has to be productive. 

Fully remote isn't what 
most people want. Need to 
invest in regular connection 
– both in-person and virtual

Source: Gallup May 8, 2025
/in/belliott

https://www.gallup.com/workplace/660236/remote-work-paradox-engaged-distressed.aspx


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

https://www.linkedin.com/company/futureforum/


Fully flexible wins on work-life balance, culture and comp
Comparison of 450k Glassdoor ratings at 554 public companies

C
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p 
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Remote and hybrid workers are

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

more 
likely

Future Forum Pulse, Wave 9, Number of completed responses = 10,243. 
/in/belliott



Structured hybrid wins for career opportunities, big firms
Comparison of 450k Glassdoor ratings at 554 public companies



Employees who work for companies they describe as 
innovators or early adopters of technology

higher productivity 
scores 

1.6x
greater sense 
of belonging

2.2x
higher overall 
satisfaction

2.8x

Digital investments yield outsize results on 
connection, not just productivity

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



In-person gatherings: Airbnb, Atlassian, Zapier & Zillow

Atlassian 1000 days report, January 2024; Lessons on In-Person Time, May 2024 

● zRetreats: 2-4X / year

● From strong to weak ties

● Instrument everything

● Monthly in-person Product

● Regional Gatherings

Most shifted from office-centric to remote-first, all have a “gatherings” strategy

● Bi-annual company gatherings

● Regional meet-ups (funds)

● Team in-person, when approp.
/in/belliott

https://atlassianblog.wpengine.com/wp-content/uploads/2024/01/lessonslearned.pdf
https://www.charterworks.com/brian-elliott-lessons-on-in-person-time/


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

People on teams that regularly review 
their working norms are 

less likely to leave

Teams that set their flexible work 
policies together are more effective 
and happier at work than if policies 
are top-down or individually set  

2.4x 

Team-oriented flexibility drives higher engagement
Common elements: minimum standards for team gatherings, team-level agreements

/in/belliott



Flexible work is 
a gamechanger 
for inclusion

Future Forum Pulse, Wave 8 conducted August 321, 2022. Number of completed responses = 10,766.
Charterʼs Erin Grau in Fortune; What is Proximity Bias; ; 
Bureau of Labor Statistic survey of US Households, 2022

Flexibility also creates 
risk of proximity bias

Change in work from office 
from 2021 to 2022

Women vs men’s share of 
housework in 2022

17%

 <1%

for men

for women

>2X Household chores, 
childcare basics

Executives top concerns about affording 
employees more flexibility

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/


Flexibility reduces quit rates; engagement through 
gatherings and digital headquarters

For those with option to WFH 
4 days/week

50%
for those with option to WFH 
2 days/week

33%
Introduction of work-from-home reduced 
quit rates:

Stanford: Bloom et al: 2015 and 2023 follow-on study

Building connection & 
engagement in hybrid

● Minimum standards for team 
gatherings (ex., 3-4 times/year)

● Local social gatherings

● Digital communities

● Leadership engagement in 
digital tools

/in/belliott

https://drive.google.com/file/d/1DPhkrgydBA7Xt9ZHHQv8ZcpBSbzgfy-F/view
https://www.dropbox.com/s/qmiy55ssva6fc6z/w30292.pdf?dl=0
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/in/belliottNYTimes

https://www.nytimes.com/2021/06/23/upshot/do-chance-meetings-at-the-office-boost-innovation-theres-no-evidence-of-it.html#:~:text=Yet%20people%20who%20study%20the,been%20inhospitable%20for%20many%20people.


What matters is willingness to take risks, comfort asking for 
help … aka "psychological safety”

Better

Worse

My team’s willingness to 
take risks

My comfort level asking for 
help

1.8X
1.5X

My team is generating as many or more new ideas, products, services, campaigns, or 
processes as we were in the office (% who agree)

Source: Future Forum Creativity Deep Dive Survey of 760 
US-based knowledge workers, March 2021 /in/belliott



What makes teams 
effective and drives 
innovation?

Project Aristotle, Google* study 
released 2015

Google may have forgotten this…



Source: Disrupting Science Chinchih Chen, Carl Benedikt Frey, and Giorgio Presidente; Oxford 2022 /in/belliott

Distributed teams no longer dampen innovation
Technology has turned distance from a negative into a positive factor

      The impact of spatial distribution on disruptive discovery by decade:

https://www.oxfordmartin.ox.ac.uk/downloads/academic/Disrupting-Science-Upload-2022-4.pdf
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Winning the Future of Work

Learning Culture

Team-Centered 

Outcomes-Based Management

Talent Strategy



Talent Strategy

● Do I want engaged top talent?

● What’s my Employee Value 
Proposition?

● What are my Principles & 
Guidelines?



Outcomes-based 
Management

● Activity vs Results

● Goal Alignment

● Transparency



Team-Centered

● Team Goals

● Team Norms

● Team-level Training



Learning Culture

● Investments

● Experimentation

● Leadership engagement



What drives 
success in 
flexible 
work?

Principles not Policies

Outcomes not Activity

Teams at the Center

Culture of Learning

/in/belliott



Winning the Future of Work

Learning Culture

Team-Centered 

Outcomes-Based Management

Talent Strategy


