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REIMAGINING WORK:
WHY FLEXIBLE WORK

MODELS ARE NO

LONGER OPTIONAL

BY ADDY SMITH

IMAGINE A workplace where employ-
ees are happier, more productive, and
more engaged, all while working fewer
hours. This is not a radical idea; It
is happening now in forward-think-
ing organizations around the globe.
Across industries, organizations
are moving away from the 40-hour
workweek in favor of more flexible,
employee-centric models. What was

once an experimental concept is now
becoming a necessary change for
organizations.

This shift is being driven by sev-
eral factors: competition for top talent,
automation, streamlining workflows,
and governance shifts in decentral-
ized organizations. Flexible work
arrangements, including remote
work, compressed hours, and reduced

workweeks, have been shown to
improve employee well-being, reduce
burnout, and enhance job satisfac-
tion, all while improving productiv-
ity. Organizations such as Microsoft
Japan showed a 40% increase in pro-
ductivity after implementing a four-
day work week.! A poll completed by
Gallup showed that 85% of employees
reported higher levels of engagement
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when they were able to work more
flexibly.?

However, true business agility
comes when employers are strategic
about expanding flexibility beyond the
employee’s vantage point. Flexibility
is about employers becoming more
adaptable in how they source tal-
ent and meet business needs. This
means leveraging talent through digi-
tal nomads, freelancers, contractors,
and strategic suppliers to bring in
the specific skill sets needed to meet
ever-changing business objectives.

But how does flexible work impact
businesses and employees? To
answer this, this article examines
three Canadian organizations that
have implemented different models of
flexible work, and uncovers the key
lessons learned along the way.

THE BUSINESS CASE FOR
FLEXIBLE WORK

New Dawn Enterprises: A
Reduced-Hours Workweek
New Dawn Enterprises piloted a
reduced-hours workweek, allowing
employees to work eight hours fewer
per week with flexibility in how they
structured their time. Some opted
for four-day workweeks, while others
maintained five-day schedules with
shorter days.

After implementing this, New Dawn
Enterprises saw a 30% reduction
in sick days, a noticeable decline
in burnout, and higher employee
engagement. Employees reported
better work-life balance, improved
rest, and more quality time with
family and friends — all without
sacrificing productivity.
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Imagine Canada:

A Four-Day Workweek
Imagine Canada took a different
approach, implementing an orga-
nization-wide four-day work week
from Monday to Thursday. Between
the launch of the program in 2023
to when the data on the organiza-
tion was collected in 2024, Imagine
Canada had sustained a 100%
employee retention rate.

Employees also reported a 66%
increase in overall health and a
105% improvement in work-life bal-
ance satisfaction. Additionally, sick
days dropped by 40%, demonstrating
that fewer hours can lead to better
overall well-being.

Nova Scotia Career
Development Association
(NSCDA): A Fully

Flexible Workweek

NSCDA introduced a results-based
flexible work model, removing set
weekly hours. Instead, employees
were responsible for meeting dead-
lines and completing their work on
their own schedules.

Nine months into the program,
employees reported a 25% improve-
ment in work-life balance, a 31%
reduction in workplace stress, and a
31% increase in perceived productiv-
ity. The flexibility allowed employees
to work during their peak productiv-
ity hours, leading to greater efficiency
and job satisfaction.

IMPLEMENTING A FLEXIBLE
WORKWEEK: WHAT YOU
NEED TO KNOW

Thinking about implementing a
flexible work model? Here are key

takeaways from these case studies
to guide your approach:

1. Do Your Research

Before making any changes,
understand the benefits and chal-
lenges of flexible work. New Dawn
Enterprises found that building a
data-backed business case was nec-
essary for securing leadership buy-
in. Consider how flexible work will
impact productivity, funder buy-in
or financial performance, engage-
ment, and business operations, and
be prepared to address potential
concerns. Additionally, consider how
workflows and automation might
allow for more decision-making
power to be delegated to employ-
ees, much like in decentralized
autonomous organizations.?

2. Set Clear Goals

Why are you implementing flexible
work? NSCDA found that defining
specific goals, whether improving
work-life balance, reducing burnout,
or boosting efficiency, helped shape
their strategy for implementing a
flexible work week and to define clear
measures for success. Without clear
objectives, it is difficult to determine
whether the initiative is delivering the
desired results.

3. Engage Employees Early

Your employees are your best
resource. Imagine Canada’s staff
drove the pilot planning process and
gathered input from their colleagues
on potential challenges and solutions.
This not only helped design a more
effective program but also increased
buy-in before implementation.
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Employees who feel heard are more
likely to embrace change.

4. Create a Detailed Plan

A successful rollout requires more
than just good intentions. Imagine
Canada developed a change man-
agement plan to ensure smooth
adoption, while NSCDA conducted a
workflow audit to identify inefficien-
cies before implementation. A struc-
tured approach, including timelines,
responsibilities, and training, can
make all the difference to a success-
ful outcome.

5. Measure and Adjust

All three organizations regularly
measured the impact of their pro-
grams through pulse surveys and
performance metrics. Monitoring
factors like engagement, retention,
and productivity helped them adjust
their approach as needed. Flexibility
is key in this, and not just for employ-
ees, but for the implementation
process itself.

CHALLENGES AND
LESSONS LEARNED
Transitioning to flexible work is not
without its challenges. Here is what
these organizations learned along
the way:

Communication Can

Be Tricky

New Dawn Enterprises discovered
that employees working different
schedules struggled with communi-
cation. Establishing clear guidelines
for availability, response times, and
meeting scheduling helped address
these issues. Setting expectations for

when and how to communicate is cru-
cial in a flexible work environment.

Some Employees Need

More Support

NSCDA found that some employees
needed additional resources to work
efficiently in a flexible environment.
Offering training on time manage-
ment and organization helped the
team transition smoothly. Regular
check-ins and support can make a sig-
nificant difference in overall success.

Measuring Productivity Is
Not Always Straightforward
For roles without strict deadlines,
NSCDA found it difficult to track
productivity. They worked closely
with employees to establish cus-
tomized performance metrics, such
as client interactions or completed
tasks. Defining what success looks
like in each role is essential for
ensuring accountability.

THE FUTURE OF WORK:
WHAT’S NEXT?

All three non-profit organizations have
committed to continuing their flexible
work programs due to overwhelmingly
positive results. Organizations that
track clear metrics on productivity,
engagement, and business outcomes
will be better positioned to adapt to
employees’ needs and ensure sustain-
ability of their flexible work week pro-
grams. Technology will also play a role
in shaping the future of flexible work.
Advancements in Al, automation, and
digital collaboration platforms will
further support asynchronous work,
allowing teams to stay connected
and productive, regardless of when

or where they work. Ongoing discus-
sions around equity and inclusion
will push organizations to consider
how flexible models impact different
employee groups and industries.
Ultimately, the future of work
is about choice, adaptability, and
employees’ needs. Organizations that
are open to experimentation, listen
to employee feedback, and are flex-
ible in their approach to work will
be better positioned to meet their
business goals. CPHR
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Case Studies: The 4-day work week
research in this article was performed by
PowerUp Leadership - a boutique lead-
ership development and strategic talent
advisory firm that focuses on empow-
ering teams to realize their potential.
www.powerupleadership.ca
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