
Insights from Avanade’s 2022 global workplace research study

People first. Or people false.
Are you letting your people down?



Executive
Summary
Organizations across the globe 
proclaim in unison that they’re 
people first. That their employees 
are their greatest asset.

But what does that mean?  
More fundamentally, what is 
a people-first workplace? We 
know it’s more than a flexible 
working veneer. How far does this 
commitment reach?

That’s what we explore in this 
research report – summarizing 
the core findings from Avanade’s 
global workplace study of 2,100 
business leaders.from Avanade’s 
global workplace study of 2,100 
business leaders.

And we’ve uncovered stark results:
• It all began so well. Virtually everyone said they’re 

people first – doing a great job when it came to 
embracing people-friendly flexible working models.

• Then the tone changed. A contradiction emerged – 
with respondents revealing they’re failing to live up to 
their promises.

• Despite the gloom, there’s hope. Organizations are 
taking steps to remedy the gap – through a holistic 
workplace approach (we reveal what that looks like 
below, so keep reading).

• And here’s where things get really interesting. This 
holistic workplace approach is increasingresilience and 
delivering significant growth – for businesses and for 
people.

• In fact, there’s a huge revenue opportunity for those 
who master this holistic workplace model.

To find out just how huge that 
opportunity is, and discover how you can 
capitalize on it, you’ll need to read on.
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That’s what our global workplace study set out to 
investigate. Conducted by Vanson Bourne, our research 
reflects the perspectives of 2,100 senior business, IT 
and HR decisionmakers across multiple industries, 
from late 2021 into early 2022.

In this people-first era, the employer/employee dynamic 
has fundamentally shifted. And it’s going to keep shifting. 
Yet for many, the magnitude of this change hasn’t hit 
home. Organizations talk a good game when it comes to 
fostering a people-first world of work. The reality right 
now looks more like a mirage.

So, what does it mean to be truly people first? What are 
the implications for the future of work? And what’s the 
impact for those organizations that master this human-
centered model? 

Among the many profound outcomes of the warp speed 
transformation we’ve experienced, a core revelation has 
emerged: businesses depend on their people more than they 
ever realized.

Forecasting a human-
centric future of work
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Interpreting the core 
themes from the data

When it comes to their people priorities, organizations 
across the globe are talking a good game.

Nearly every (98%) surveyed respondent said their 
organization has taken steps to transform their employee 
experience

A similar proportion (99%) said employee experience will 
continue to be a focus area in the next three years.

People-friendly hybrid and remote work models are 
prevalent. The vast majority (85%) of respondents stated 
that their organization is currently either committed to or 
testing a fully remote (24%) or a hybrid (61%) working 
model.

People first?
Or people 
false?

Key findings

But there’s a problem
But there’s a problem: they’re failing to 
truly commit to this people-first promise.

Nearly two-thirds (62%) of respondents’ 
organizations haven’t taken steps to 
streamline their employee experience and 
application ecosystem to help their people 
access what they need more easily.

And, in a further contradiction to the 
purported success when it comes to 
people-centric working models cited 
above, 60% still haven’t enabled flexible 
working practices, giving all employees 
freedom of choice around how, when or 
where they work.



Top versus
bottom 
performers
in WX

• WX pioneers – the top performers across key business measures¹ – have made more progress in addressing key people challenges 
versus WX pretenders – the lowest performers.

• Adoption of workplace or employee analytics solutions – 52% of pioneers vs. 25% pretenders

• Intelligent and/or automated knowledge sharing – 45% of pioneers vs. 25% pretenders

• Seamless communication and collaboration for all employees via a cloud workplace platform – 46% of pioneers vs. 27% of pretenders

¹Top performers are defined as organizations likely to be seeing at least some positive impact across key business metrics (productivity, employee retention, stock market 
valuation, customer satisfaction scores, revenue growth, cost reduction) with the majority seeing a minimum of one area with an improvement of at least 10%. Bottom 
performers are defined organizations likely to be seeing no change or negative impact in most areas, with small positive changes (1-5% improvement) being seen in one or 
two metrics at most. Findings from Avanade’s survey of 2,100 global decision makers across 12 countries and regions, conducted by Vanson Bourne [January 2022].

The people progress gap: Key differences between Pioneers and Pretenders

52%
45% 46%

25% 25% 27%

Adoption of 
workplace or 

employee analytics 
solutions

Intelligent and/or
automated 
knowledge

sharing

Seamless 
communication

and collaboration 
for all employees via 
a cloud workplace 

platform

Pioneers Pioneers PioneersPretenders Pretenders Pretenders
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Fulfilling the people-first promise 
requires IT, HR and line-of-
business leaders to collaborate 
and address work holistically. 

80% of organizations said they’ve 
increased their investment in a 
holistic workplace experience 
(WX) program – spanning work 
platforms, places, people and 
processes – over the last 12 
months. 

Key findings



That potential revenue growth equates to an average increase of $919 million USD².

Thanks to a WX program, on average, all organizations have noted significant average improvements 
across key people and broader business performance measures over the last 12 months:

• Productivity has improved by 6.83%

• Employee retention has increased by 6.70%

• Customer satisfaction scores have lifted by 6.92%

• Stock market valuations have risen by 6.48%

• Costs have reduced by 6.34%

• Revenue has grown by 6.72%

Impact on business performance

+6.83%
Productivity

+6.70%
Employee Retention

+6.92%
Customer Satisfaction

+6.48%
Stock Market Valuation

-6.34%
Costs

+6.72%
Revenue

²Average revenue increase of $919M based on an average of global annual revenues reported by participants for their organization at time of 
survey (using the midpoint of the revenue range selected) and applying the average estimated positive impact to revenue in the last 12 months 
following a workplace experience investment.

6

Big ROI - for 
the business 
and the 
employees
Those who are embracing a WX 
approach are growing both their 
business and their people.

99% of all organizations see an 
increase in performance across 
at least one of the following key 
business metrics over the last 12 
months: productivity, employee 
retention, revenue growth, 
market share capitalization, 
customer satisfaction scores and 
cost reduction.

Key findings
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People first. Or people false. Are you letting your people down?

Those mastering WX not only embrace continual 
change today; they’re also more ready for the future of 
work.

72% of WX pioneers believe their organization is completely ready for 
the transformation of workplace experience in the next three years 
versus only 33% of WX pretenders.

That top performing group is also more confident they’ve achieved 
the right hybrid work approach already: 91% are very or totally 
confident,compared with 50% of pretenders.

A model for 
the future of 
work



The fine line between optimism 
and overconfidence 

Whether they’re simply over-
optimistic oroverconfident, 
virtually every organization 
genuinely believes it’s people 
first. This overestimation of 
progress is one reason why the 
people-first gap has emerged.

Understanding the Gap
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Failing on the 
people-first 
promise 

• Virtually every surveyed respondent said their 
organization has taken steps to transform their EX – 
and will continue to, both in the next 12 months and 
the next three years.

• An employee focus is also driving many 
organizations’ workplace strategy: 63% report 
that their workplace approach is either defined by 
their employee experience and people strategy or is 
tailored to acknowledge the unique challenges that 
different employee groups face (depending on their 
role and where they work).

• Meanwhile, organizations are bullish about the 
success of their flexible people-first hybrid and 
remote work models – perhaps overly so: 83% 
are either very or totally confident that they have 
already found the right balance in terms of their 
hybrid work approach.

Insights
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The 
people-first 
gap is 
multifaceted
While there are particularly 
poignant catalysts – for 
example, the 60% who haven’t 
given all employees freedom of 
choice around how they work – 
overall, organizations are failing 
to address the core drivers of 
a holistic peoplefirst workplace 
experience across the board.

Insights

Employee experience and 
culture programs are a 
veneer:

Core work processes and 
operating models aren’t 
built to help people thrive:

Are failing to simplify 
knowledge management and 
sharing through cloud-based 
platforms, AI or automation.

Haven’t embraced automation 
and AI to simplify workflows 
and increase productivity and 
efficiency.

Haven’t enabled a blend 
of remote and on-location 
learning programs to enable 
the growth and development of 
employees.

Have yet to achieve parity 
between frontline or field-
based worker and information 
worker employee experience.

Haven’t adopted workplace 
analytics solutions, which 
could provide the insights to 
evolve (and measure) employee 
experience.

Have so far failed to capitalize 
on the opportunity to tailor 
their employee experience 
to benefit their customer 
experience.

Workplace technology fails 
to truly enable people-first 
working models:

Have yet to implement a
virtualized workplace 
environment, providing access 
to applications and data 
anywhere, from any device.

Haven’t enabled seamless
communication and 
collaboration for all employees 
(frontline, office based and 
remote) via a cloud workplace 
platform.

Haven’t embraced a security 
model that enables all 
employees to work securely 
wherever they’re based.

61%

57%

55%

66%

60%

55%

67%

67%

57%
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Silos and 
strategy 
stumbling 
blocks
A siloed approach to workplace 
strategy and the lack of 
foresight required for a robust 
business case are hampering the 
ability to build and continually 
evolve a people-first workplace.

Mired by strategic silos

Over a third (35%) of respondents 
reported that their workplace strategy 
exists in individual programs, driven by 
separate business functions. 

This leaves them more at risk of a 
workplace strategy that’s siloed and/
or fails to address the full range of 
workplace drivers.

The lowest business performance 
improvers over the last 12 months 
were more likely to report that their 
workplace strategy was led by a single 
department (versus top performers, 
who were more inclined to have two 
business functions shaping and owning 
their strategy).

Pretenders’ leadership pitfall

Organizations are encountering 
frustrations when attempting to forecast 
the core components of a business case.

Nearly half said they found it difficult 
to predict the outcomes of (45%) and 
costs involved in (41%) a workplace 
program – listing these among their top 
three workplace strategy challenges. 
Perhaps as a result, over a third (34%) 
said they were struggling to secure 
the budget to invest in their workplace 
program.

Foresight frustrations

Insights



Workplace technology challenges Work process and operating model challenges

52% 49% 45%

25%
30% 30%

Adopted workplace
analytics solutions to 

improve their
employee experience

Enabled blended
remote and
on-location

learning programs

Simplified knowledge
management and 

sharing through cloud-
based platforms, AI and 

automation

46%

27%

Enabled seamless
communication and
collaboration for all

employees via a 
cloud workplace 

platform

Pioneers Pretenders

48%

35%

Enhanced 
their customer 
experience by 

tailoring their EX 
according to the
nature of specific 

roles

41%
34%

23%
22%

Enabled a 
virtualized
workplace 

environment

Achieved parity 
between the 
frontline and 

information worker
employee 
experience

Pioneers Pretenders

43%

9%

Started embracing 
virtual, extended 
or mixed reality 

technologies

Pioneers Pioneers Pioneers PioneersPretenders Pretenders Pretenders Pretenders

45%

25%

Adopted intelligent 
and automated 

knowledge
sharing to improve 

ways of working 
and adherence to

core processes
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WX = premier 
people 
centercity

The top performers across 
key business metrics are 
more mature when it comes 
to addressing the pillars of a 
people-first workplace program. 
Across a range of measures, 
these WX pioneers have made 
more progress tackling:

Employee experience challenges

Pioneers Pioneers PioneersPretenders Pretenders Pretenders

Insights
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People first. Or people false. Are you letting your people down?

Our research ultimately highlighted 
four key takeaways:

1 Every organization genuinely wants to be (and many think they 
already are) people first but being truly people first isn’t easy.

3 Mastering a people-first model requires you to look at work 
holistically –addressing the platform, place, process and 
people dimensions: aka workplace experience (WX).

4 WX pioneers are better positioned to solve the key people 
challenges they face today, and they’re also better positioned 
to thrive in a more human-centered future of work.

2 A people-first workplace experience means your employees 
and your business stand to win (and grow).

Takeaways

Research 
recap:
Headline 
findings 
in four 
sentences



Personalize with personas – build 
your WX for specific employee groups
Create a truly people-first WX by designing around the 
moments that matter for distinct workforce populations. 

Your employees aren’t one homogenous block – every group 
has discrete requirements and specific “moments that matter.” 
From growth, connections, support, recognition, security, 
scheduling, task management, well-being, onboarding through 
to a galaxy of broader role dependent drivers

Embrace a data-driven approach to ensure 
your WX remains relevant
Feed the evolution of your workplace strategy through insights from 
workplace analytics platforms. 
The signal from our research was loud and clear – a data-driven, 
insight-enabled approach is crucial to the management and evolution 
of your workplace strategy. WX pioneers appreciate this and (more 
often than not) they do it; WX pretenders do not. Analytics platforms 
can be your barometer, enabling you to continually evolve your 
workplace experience so it stays relevant and attractive to employees, 
and remains a growth driver for the business.

The path to a
people-first future 
of work

A workplace experience approach has never 
been more relevant
It’s time to commit to a holistic workplace strategy and cross-departmental 
workplace leadership.
 
One of the most profound signals from our research is the importance of 
a holistic workplace approach – driven by a collaboration between IT, HR 
and line of business leaders. The evidence is there. WX pioneers report 
that on average two departments currently lead their workplace strategy 
(versus a single department owning WX, in the case of WX pretenders).

Here’s what you can do:

• Bring IT, HR and lines of business together to interpret and assess the 
suitability of your current workplace strategy in the context of your 
broader business strategy.

• Collect lessons from the rapid transformation experienced in the last 
two years, identify new working practices that have succeeded and 
those that failed.

• Use the insights gleaned from this review process to plot a people-first 
path forward.

• Develop a business case to support your recommendations – including 
the ongoing investment and managed services required – and outline 
keyperformance indicators.

Here’s what you can do:

• Review and update your employee personas or 
workforce segments, addressing the impact of rapid work 
transformation on each of these groups.

• Consider the people-first working practices that you want 
to maintain (or enable) for each group.

• For example, hybrid working, enabling virtual visits or 
remote field service.

• Work collaboratively (among IT, HR and lines of business) 
to identify the necessary changes across platforms, 
workspaces, work processes and culturaldrivers to enable 
hyper-personalized experiences at scale.

Here’s what you can do:

• Identify the workplace, employee and broader business data you 
have and how it can help you understand workplace shifts.

• Consider everything from employee surveys, focus groups and 
workplace analytics platforms through to security, IoT and physical 
workspace data, customer feedback and external trends.

• Develop a hypothesis around a pilot scenario – including the 
metrics that will help you measure success – and trial this analytics-
led approach. Review the data from your pilot and assess whether it 
has provided the required insight, tuning with further data sources 
where appropriate.

• Scale this model to embrace broader workplace programs and 
commit to dedicated review cycles to continually assess impact.

Recommendations
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Want to become a WX pioneer? Find out how

Our market-leading WX team can help you understand how to shapeyour future of work strategy to grow your business and your people.
Talk to our team today to arrange your Future of Work Assessment

About the study
Avanade commissioned independent market research agency Vanson Bourne to conduct research into workplace experience.
The study surveyed 2,100 global senior decision-makers from IT, lines of business and HR/training. Respondents are from organizations in a range of sectors, but a focus 
was placed upon financial services, healthcare, manufacturing and retail. The organizations needed to have 1,000 or more employees and have more than $500 million USD 
global annual revenue.
All interviews were conducted using a rigorous multilevel screening process to ensure that only suitable candidates were given the opportunity to participate.

About Avanade
Avanade is the leading provider of innovative digital, cloud and advisory services, industry solutions and design-led experiences across the Microsoft ecosystem. Every day, 
our 60,000 professionals in 26 countries make a genuine human impact for our clients, their employees and their customers. Avanade was founded in 2000 by Accenture LLP 
and Microsoft Corporation. Learn more at www.avanade.com 

©2022 Avanade Inc. All rights reserved. The Avanade name and logo are registered trademarks in the U.S. and other countries.  
Other brand and product names are trademarks of their respective owners.

www.avanade.com/contact

Europe 
London
Phone +44 0 20 7025 1000
Europe@avanade.com

North America 
Seattle
Phone +1 206 239 5600
America@avanade.com

Asia-Pacific 
Australia
Phone +61 2 9005 5900
AsiaPac@avanade.com

South America 
Sao Paulo
AvanadeBrasil@avanade.com
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