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FOREWORD  

As the pace of IT evolution began to quicken some twenty or more years ago, 

we were frequently given the utopian dream of being able to work just two or 

three days a week and that technology would be taking up the mundane drudge 

of our daily routines.  In reality, this vision had overlooked a simple basic human 

trait ï our Olympian drive.  The very essence of humanness is to compete, and 

the business world is no exception.  One does not encounter a business leader ï 

or indeed, an individual employee for that matter ï whose stated aim in life is to 

finish last.  We all want to succeed.  We all want to win.  We all strive to be part 

of that best, that leading business ï to be number one. 

Yet, as with any athletic or competitive endeavor, winning means the 

competitors must be fit and well ï they must be honed and able to respond 

quicker than the rest of the field.  And that is the purpose of this report ï part of 

the broader ñEFFECTIVE WORK IN THE 21 ST
 CENTURYò research, sponsored by Regus 

and authored by the professional business transformation experts, JBA in 

collaboration with Professor Tom Redman and his team at the leading UK 

university business school of Durham. 

Todayôs reality is that we are working in a rapidly changing business world ï 

indeed, it is widely recognized that the pace of change in our workplaces is 

faster than the economic world that surrounds us.  Well, in this world of 

changing workplace dynamics, what is good for us?  What attributes of óworkô 

are healthy and should be perpetrated, and what aspects should be avoided at 

all costs?  What actually constitutes todayôs fit health workplace? 

This report is not aimed at being a definitive study that reveals the elixir of 

workplace well-being.  Instead, its aim is to provide a comprehensive study into 

whatôs actually happening in todayôs healthy workplace and to provide 

businesses with an amplification of the signals for tuning their organizations into 

fitter, healthier, and more competitive working environments.  Put simply, we 

hope this paper will help businesses become more enlightened ï and that this 

results in a fitter workforce capable of delivering substantial improvements to 

margins and reduced costs. 
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AT A G LANCE ï SUMMARY OF KEY F INDINGS  

This aspect of the ñEFFECTIVE WORK IN THE 21 ST
 CENTURYò research considered the 

health issues stemming from work location and found; 

¶ By making simple changes to work practices ï by trusting their 

staff and granting the autonomy to choose the work location of 

their choice ï employers can substantially enhance the health and 

well - being of their workforce.  

¶ Despite the US working amongst the longest hours of any of the 

Organization of Economic Cooperation and Development (OECD) similar 

nations ï up to 25% longer ï productivity is about 17% lower than 

nations such as France. 

¶ 37% of staff spend at least one or more days a week working away from 

the office.  In many cases, more than 50% of an organizationôs workforce 

are now working virtually. 

¶ Levels of óburn-outô dropped from 48% to just 5% or less when employees 

were allowed to work away from the main office. 

¶ Overall, by allowing staff the autonomy to pick and choose where and 

when they work can reduce burnout levels by about 40% ï this can 

deliver infinite benefits to the health, well-being, and effectiveness of 

employee performance. 
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CORPORATE COMPLACENCY  WILL NOT RESULT IN H EALTHIER 

WORKPLACES . 

Itôs long been assumed that, to maintain a healthy and productive balance, we 

would óworkô about 30% of our time, that we would spend about 30% of our 

time órestingô (i.e. asleep), and that we would devote about 30% of our time to 

our óspiritual well-beingô (i.e. spending time with our precious friends and 

family). 

Well, in the 21st century, the reality is that in the developed world, we are 

spending ever-increasing amounts of time working, and less and less time with 

our loved ones and this is inevitably leading to mounting stress and latent health 

issues. 

This research into the health issues surrounding todayôs workplace, part of the 

much larger ñEFFECTIVE WORK IN THE 21 ST
 CENTURYò 

research program undertaken by Durham Business 

School and JBA, exposes that the very location we 

choose to undertake our daily work in has a 

monumental impact on our health and well-being. 

Our research considers what health issues are actually arising in our workplaces, 

where our workforces are óactually doing and demanding work be undertakenô, 

and what forward-looking business leaders should be doing today to improve the 

health, well-being, and productivity of their workforces. 

"THE VERY LOCATION WE 

CHOOSE TO WORK HAS A  

MONUMENTAL IMPACT ON  OUR 

HEALTH AND WELL BEIN G."  
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THE RESEARCH SAMPLE AS  APPLIED TO THE WIDER  AUDI ENCE  

As part of ñEFFECTIVE WORK IN THE 21 ST
 CENTURYò, a self-administered web-based 

questionnaire was widely distributed to managerial and professional employees 

in knowledge-intensive firms.  The sample was drawn from a broad cross-section 

of public and private sector organizations, ranging from the very largest to some 

smaller and mid-sized organizations.  While nearly 2,200 responses to the 

questionnaire were received, our work focused on the 1,000 fully completed 

responses that were received by the 

cutoff date. 

The median age of respondents was 

30-39 years old.  

The median organizational tenure was 

3-4 years and job tenure 1-2 years. 

38% of respondents were female, with 

66% married or living as married. 

12% of the sample were board level 

managers, 27% were senior managers, 

27% were middle managers etc.  13% 

were first-line managers, 18% were professionals, and 3% were ñothersò. 
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EXCESSIVE WORKING HOU RS RELATES DIRECTLY TO HEALTH ISSUES  

Our research graphically highlighted how long we are all 

working.  We found that 58% of our research group were 

working more than 45 hours a week, with over 32% 

working more than 50 hours a week, and an alarming 

5% working in excess of 60 hours a week. 

It is a medically proven fact that working excessively 

long hours is directly correlated to the occurrence of 

significant health issues, as well as loss of motivation 

and commitment. 

These factors all conspire to decrease 

workplace effectiveness and productivity.  

To put this into perspective, US 

employees work amongst the longest 

hours of any of the OECD nations, yet 

despite working 25% more hours than 

their French counterparts, the US GDP per 

hour worked is 17% lower.  The closest 

comparison to US GDP/ hour worked is 

Germany, yet they deliver this by working 

23% fewer hours1! 

EMPLOYEES ARE DRIVING FLEX IBLE WORKING POLICIE S 

The importance of virtual team working is emerging as a major trend for 

organizations across all sectors and size.  That said, worryingly working away 

from the main office remains perceived as a rather ñunofficialò and somewhat 

clandestine process by the majority of employees.  We found that 37% were 

ñambivalent to strongly disagreeingò that working flexibly was a strategic aspect 

of their organizationôs policies.  In addition, 26% felt they had little or no 

autonomy over the way they did their job.  This is a sad testament to the poor 

óbond of trustô that exists today between employees and their managers. 

Yet, despite these organizational constraints, our research 

found that over 37% of the respondents spent at least one 

or more days a week working away from the office, with 

approximately two-thirds preferring home and one-third 

preferring a temporary or drop-in office location such as 

hot desking and/or serviced offices. 

                                       
1 Source: OECD Annual Hours Worked 2005, Paris 

I RRESPECTIVE OF THE 

CHRONICALLY POOR BON D OF 

TRUST BETWEEN MANAGE RS 

AND THEIR STAFF ,  OUR STUDY 

FOUND THAT OVER 37%  OF 

THE RESPONDENTS SPENT AT 

LEAST ONE OR MORE DA YS A 

WEEK WORKING AWAY FROM 

THE OFFICE. 
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SHOULD WORK LOCATION CARRY A GOVERNMENT H EALTH WARNING ? 

More than any other previous study, our research highlighted the dramatic 

impact that having even modest degrees of autonomy over where you work can 

have on health and well-being. 

We explored how often employees felt óburned outô2 (i.e. 

feeling exhausted on more than a daily or weekly basis) 

from work and the evidence was truly dramatic. 

We questioned what happens when employees are 

permitted increasing levels of autonomy to pick and 

choose their work locations, and did this have any impact 

on their levels óburn-outô stress?  We simultaneously 

explored the difference between this being part of a 

strategic working policy as opposed to a more unofficial activity. 

W ORKING FROM A T EMPO RARY OR DROP - IN LOCATION .  When a working policy 

allowed the increasing freedom to choose a 

temporary or drop-in location such as a hot 

desk or serviced office for two or more days a 

week, levels of óburn-outô were just 5%.  This 

compares to 48% reporting burnout when 

constrained to a single office for five days a 

week without an official flexible working policy 

but using an alternate location on a 

clandestine basis. 

W ORKING FROM HOME .  We also considered the impact of being allowed the 

freedom to work from home by virtue of a home working policy.  We found that 

levels of burnout dropped to just 3% when this 

autonomy was given for two or more days a 

week.  This compares to a significantly higher 

63% when constrained to a single office for five 

days a week without a policy but with the 

unofficial practice of working from home for two 

or more days a week. 

We believe this high burn-out level associated with sneaking a work-day at 

home on a clandestine basis is directly associated with the perceptions of guilt 

experienced by an employee ï irrespective of their seniority ï when freed to 

plan their daily work regime. 

                                       
2 Refers to the work of Christina Maslach and Susan Jackson in developing a Professional Burnout Inventory 
Manual. 

LEVELS OF óBURN- OUTô 

DROPPED FROM 48%  TO JUST 

5%  WHEN EMPLOYEES WERE 

ALLOWED TO WORK FROM  A 

TEMPORARY LOCATION.  

THIS DROPPED TO JUST 3%  

BURNOUT WHEN ALLOWED TO 

WORK FROM HOME .  



For those constrained to the office for five days a week, the opportunity to sneak 

away for the occasional dayôs work remains regarded as a rare and exotic treat ï 

being unfettered from the chains of 

supervision still serves to thrill.  In truth, 

when freed to plan our work regime, most of 

us deliver far more. 

In contrast to those with an official 

temporary/drop-in or home working choice, 

67% of the office based respondents reported 

regularly feeling óburned-outô when they 

ñsnuck awayò from the office for one day per 

week.  In comparison, when constrained to 

the office for five days a week, a chronic 89% 

reported óburn-outô levels on a regular basis.  

Clearly, to maintain an effective business, 

such levels of burnout are simply 

unsustainable. 

W HAT CONSTITUTES  

ñALTERNATE WORK 

LOCATIONS ò? 

IN GENERAL TERMS, THIS REFERS 

TO OFFERING EMPLOYEES A DEGREE 

OF SPATIAL AUTONOMY OVER 

WHERE THEY CAN WORK.  THE 

SPECTRUM OF ALTERNATE 

LOCATIONS RANGES FROM LOCAL 

HUB OFFICES, TEMPORARY OR 

DROP-IN WORKSPACE, ñJUST-IN-

TIMEò WORKSPACE, SERVICED 

WORKSPACE, THROUGH TO HOME 

WORKING. 
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LOCATION AFFECTS THE HEALTH AND WELL - BEING OF THE WORKING  

POPULATION  

To ensure we had an overall balanced perspective on the levels of work-related 

stress, we asked our respondents ñdo you feel you have a great level of stress in 

your job?ò  46% either agreed or strongly agreed, while only 15% disagreed or 

strongly disagreed. 

While some levels of work-related 

stress are acceptable, organizations 

cannot hope to maintain or sustain 

effective productivity with a workforce 

that nearly half of whom are suffering 

from great levels of stress. 

Finally, one of the most telling responses came when we asked, ñhow often do 

you feel at the end of your rope?ò3  It is responses to this question that health 

practitioners generally use as a pre-cursor to major work-related health issues. 

When constrained to working from a main office for five days a week, 52% of 

our respondents regularly felt ñat the end of their ropeò. 

By allowing a degree of autonomy whereby 

staff can choose to work from a temporary/ 

drop-in or home location one to two days a 

week reduced those ñat the end of their ropeò 

to less than 3%.  By extending this autonomy 

to three or more days per week, those ñat the 

end of their ropeò reduced to around 1%. 

Our findings 

clearly demonstrate that, by making the most 

simple changes to working practices and 

fundamentally trusting their workforce, 

employers can achieve sizable enhancements 

to the overall health and well-being of their 

staff.  Reducing levels of ñburnoutò and 

feeling of being ñat the end of their ropeò by 

about 40% can transform the health and the 

fiscal performance of a business. 

                                       
3 The workplace term ñend of your ropeò is taken from the work of Gretchen Spreitzer, Professor of 
Management and Organizations, University of Michigan.  Physicians use the term as a leading sign of significant 
health issues and it is broadly recognized by the American Medical Association. 

BY MAKING SIMPLE CHAN GES TO 

WORK PRACTICES ï BY TRUSTING 

THEIR STAFF  AND GRANTING THE 

AUTONOMY TO CHOOSE T HE WORK 

LOCATION OF THEIR CH OICE ï 

EMPLOYERS CAN SUBSTAN TIALLY 

ENHANCE THE HEALTH A ND WELL -

BEING OF THEIR WORKF ORCE.  
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THERE IS NO DOUBT THA T LOCATION DOES MAKE  A MASSIVE 

DIFFERENCE  

Nearly everyone agrees that employee health issues directly result from the 

interaction of the worker and the conditions of work.  Views differ, however, on 

the importance of worker characteristics versus working conditions as the 

primary cause of work-related health problems.  These differing viewpoints are 

important because they suggest different ways to prevent health and stress at 

work. 

Our research has established that, alongside the importance of the team we 

work with, the location of work and the autonomy to choose that location plays a 

major factor in employee health.  When combining the findings from the 

previous pages ï work location and burn-out, 

those reporting feeling óat the end of their ropeô, 

and whether organizations offer structured policies 

or merely turn a blind eye to the clandestine 

approaches of their employees, the overall picture 

is shocking. 

Just allowing employees the spatial freedom to choose an alternate work location 

on just one-day per week reduced the combined monthly óburn-outô and óend of 

ropeô levels by almost 30% (89% down to 63%).  Allowing further freedom to 

choose two or more days working from an alternate location reduces these 

óburn-outô and óend of ropeô levels down to a highly commendable 2 or 3% 

Clearly, for employers, this presents some dramatic findings.  It needs to be 

recognized that an untrustworthy employee is untrustworthy regardless of 

location and that 21st century working demands that employers measure 

outcome in terms of productivity rather than presenteeism in the office.  

Employers that fail to allow their workforce the freedom to choose when and 

where they work will ultimately breed unsustainable, undesirable, and 

uncompetitive business practices. 

JUST GRANTIN G EMPLOYEES THE 

SPATIAL AUTONOMY TO CHOOSE A N 

ALTERNATE WORK LOCAT ION ON 

ONE DAY A WEEK CAN R EDUCE 

BURNOUT LEVELS BY NEARLY 30%  
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CONCLUSION  

Work-related stress is the most pervading factor in the health of our workforce.  

Stress triggers an alarm in the brain, which responds by preparing the body for 

defensive action (the fight or flight response.) and we all respond in much the 

same way, irrespective of whether we are in the office or home environment. 

Short-lived or infrequent episodes of stress pose 

little risk.  However, when stressful situations go 

unresolved, the fatigue seriously compromises the 

ability of the body to repair and defend itself. 

Many employers continue to assume that stressful 

working conditions are a necessary evil ï that 

turning up the pressure on workers and setting aside health concerns to remain 

productive and profitable is the way to work.  The findings from our research 

categorically challenge this flawed belief.  To deny employees the freedom to 

conduct their work in the time, and crucially, from the location of their choice, 

has serious impacts on both the health and productivity of the workforce. 

There is unanimous agreement that health issues directly result from the 

interaction of the employee and the condition of work.  Our research has 

established that, alongside the importance of the team we work with, the 

location of work and the autonomy to choose that location plays a major factor 

in employee health. 

Just allowing employees the freedom to choose an alternate work location on 

just one day a week reduced monthly burnout levels by almost 39% 

Allowing further freedom to chose an alternate work location two or more days a 

week can reduce burnout levels down to an 

astounding 2-3% 

This is compelling evidence for even the most 

jaundiced executive ï to avoid unsustainable, 

undesirable, and uncompetitive business practices, 

organizations must act.  Our research has challenged 

the traditional model of the workplace, and has 

demonstrated it as being a critical hindrance to 

employee productivity, health and the overall well-

being of the workplace, each of which can seriously 

damage a companyôs profitability. 

Clearly, for employers, this presents some dramatic findings.  The perception 

that alternate working locations may either be less productive or a costly luxury 

must be changed.  The ability of the employer to offer their staff the autonomy 

WHEN STRESSFUL SITUAT IONS 

GO UNRESOLVED ,  THE FATIGUE 

SERIOUSLY COMPROMISE S THE 

ABILITY OF THE BODY TO REPAIR 

AND DEFEND ITSELF . 

ALLOWING STAFF THE 

AUTONOMY TO PICK AND  CHOOSE 

WHERE AND WHEN THEY WORK 

CAN REDUCE CAN REDUCE 

BURNOUT LEVELS BY CI RCA 40%  

-  THIS CAN DELIVER INF INITE 

BENEFITS TO THE HEAL TH,  WELL-

BEING ,  AND EFFECTIVENESS OF  

EMPLOYEE PERFORMANCE 



to choose work location is an increasingly quick, easy, and cost-effective 

decision.  The availability of hot desks and/or serviced offices, coupled with the 

almost óplug and playô nature of todayôs technology, offers the freedom for 

employees to work from flexible, easily managed locations, and as our research 

has indicated, the freedom of flexible working vastly contributes to reducing 

óburn-outô levels throughout the workforce. 

The incontrovertible findings of this research are plain for all to see ï that 

ignoring the expectation, demands, and abilities of todayôs employees to work 

effectively from locations of their choice directly leads to unnecessary levels of 

stress.  The fact is that the vast majority of employees are eager to do a great 

job (just try to recall the last time someone told you they purposefully set out to 

do a bad job!)  Given a structured approach of effectively utilizing specialist 

office locations to suit the individualôs needs coupled with the vast array of 

effective communications tools now available, the vast majority of employees 

will thrive with this freedom granted by increased autonomy. 

All of which has a direct and highly tangible positive impact on the companyôs 

bottom line.  Putting this into perspective, for a fictitous1,000-employee 

company, if one ignored the potential health and well being gains from reduced 

burnout and just focused on direct reduction of absenteeism from merely 

granting the staff the temporal and spatial autonomy to work from locations of 

their choice, this alone would equate to 550 fewer person days absence a year. 
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APPENDIX  ï METHODOLOGY BASED ON PRACTICE ,  PERCEPTION ,  AND 

OPINION  

Unless stated otherwise, the assessed responses were on a seven-point scale, 

from ñstrongly disagreeò (1) to ñstrongly agreeò (7).  Where other response 

scales were used this was generally done in order to be consistent with previous 

research. 

Dependent variables were measured as follows: 

JOB SATISFACTION  was measured with three items from the Michigan 

Organizational Assessment Questionnaire (as reported in Spector, 1997). 

L IFE SATISFACTION  was measured with three items from Neal, Sirgy and Uysal 

(1999). 

ORGANIZATIONAL  COMMITMENT  was measured with Meyer and Allenôs (1997) six-

item affective commitment scale. 

W ITHDRAWAL COGNITIONS  were measured with three items. 

BURNOUT  was measured with nine items taken from Masalch and Jacksonôs 

emotional exhaustion scale.  Anchored 1= never and 7 every day. 

Overall JOB STRESS  was measure with a four-item scale from Spreitzer (JOM). 

POSITIVE AFFECTIVITY  was measured with three items from Agho et al (1992). 

Perceptions of FAMILY SUPPORTIVE ORGANIZATIONAL  PRACTICES  were measured 

with six high loading items (reverse scored) drawn from Allen (2001). 

FAMILY TO WORK  conflict and WORK TO FAMILY  conflict was measured with two 

five-item scales. 

PERCEPTION OF HRM  was measured with scale from Gould-Williams with 

additional items drawn from Truss (1997). 

ORGANIZATIONAL  CITIZENSHIP BEHAVIOR  (OCB) was measured with 12 items.  

Eight items based on Podsakoff, MacKenzie, Moorman and Fetter (1990) 

represented altruism, and another four items drawn from Smith, Organ and Near 

(1983) represented compliance.  Responses for OCB were on a five-point scale, 

reflecting the frequency of engagement in the activity (ñneverò to ñalwaysò). 

We included the following control variables in our analyses: age (in years), 

gender (female = 1; male = 0) and marital status.  Role conflict and role clarity 

were also used as controls and were measured with x and y items respectively, 

taken from Rizzo, House and Lirtzman (1970). 
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