
1 ENJOYING WORK MATTERS MORE THAN YOU MAY REALIZE

Nearly half of your employees may be looking for a new job—and the risk 
is greatest among newer, younger, and more diverse employees

Enjoying work can cut the risk of attrition by half

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.

Note: High joy and effectiveness includes individuals with an above average score in the category; low joy and effectiveness includes individuals with 
a below average score in the category.
1Respondents were asked “In your current work model, how effective do you think you are at your job?” “In your current work model, how much do 
you enjoy your job?” “Are you looking for a new job?”

Question: Are you looking for a new job?

Looking for a new job (%)
(actively or passively)

All respondents 3 to 5 years
of tenure

25 to 34
years old

Ethnic or racial
minority

55
45 49 46

45
55 51 54

Not looking for 
a new job (%)

Attrition risk: percentage of employees who are actively or passively looking for a new job1

High effectiveness

Low enjoyment High enjoyment

62%
(n = 111) 30%

(n = 339)

67%
(n = 299)

35%
(n = 259)Low effectiveness

The joy effect: 
49% reduction in attrition risk
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Senior-level employees feel more effective and enjoy work more than 
those in non-leadership roles

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.

Note: High joy and effectiveness includes individuals with an above average score in the category; low joy and effectiveness includes individuals with 
a below average score in the category.
1Respondents were asked “In your current work model, how effective do you think you are at your job?” “In your  
current work model, how much do you enjoy your job?”

Percentage of employees who experience low joy and effectiveness or high joy and effectiveness by role1

–34

34

Executives

Managers

Individual contributors

–19 47

–28

30

Low joy and effectiveness

High joy and effectivess
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Team-driven hybrid work models solve for both joy and effectiveness

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.

Note: “Remote first” indicates policies that are fully remote or hybrid with only key events in person; “hybrid” indicates policies that have either set 
or varying days or weeks in person.
1Respondents were asked “What is your organization’s policy for where you should work?” “In your current work model, please rate how much you enjoy 
performing the following tasks.” “In your current work model, please rate how effective you are at performing the various task types listed below.”
2Respondents were asked “Who decides the location where you should work?” “In your current work model, please rate how much you enjoy  
performing the following tasks.” “In your current work model, please rate how effective you are at performing the various task types listed below.

Work
model

Decision
maker

Percentage of
respondents in

this model1

Percentage of
respondents in

this model2

Always in person

Affiliation and 
culture

Mentoring and
coaching

Group learning and
onboarding Individual

development

Overseeing work

Interactive work

Focus work

Individual decision

Affiliation and 
culture

Mentoring and
coaching

Group learning and
onboarding

Individual
development

Overseeing work

Interactive work

Focus work

Hybrid

Affiliation and 
culture

Mentoring and
coaching

Group learning and
onboarding Individual

development

Overseeing work

Interactive work

Focus work

Team-driven decision

Affiliation and 
culture

Mentoring and
coaching

Group learning and
onboarding

Individual
development

Overseeing work

Interactive work

Focus work

Remote first

Affiliation and 
culture

Mentoring and
coaching

Group learning and
onboarding

Individual
development

Overseeing work

Administrative
work

Administrative
work

Administrative
work

Administrative
work

Administrative
work

Administrative
work

Interactive work

Focus work

Top-down decision

17

28

58

13

25

59

Affiliation and 
culture

Mentoring and
coaching

Group learning and
onboarding

Individual
development

Overseeing work

Interactive work

Focus work

Most joy and effectiveness

Joy Effectiveness
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Structured hybrid companies have grown faster than those that are fully 
in person

There is significant opportunity to increase joy, especially for individual 
contributors

Sources: Scoop Flex Index (n = 554); S&P Capital IQ database; BCG analysis.

Note: “Fully in person” means that employees are required to always work in the office; “structured hybrid” means that employees are required to 
work in the office on specific days and/or for a minimum percentage of time.
1Each company’s growth has been normalized by their industry average growth rate. This sample has an average industry adjusted growth  
rate of 9.6%.

Industry-adjusted growth rates for companies between 2020 and 20221 (%)

Fully in person
(n = 95) 2.7

Structured hybrid
(n = 307) 6

Individual contributors Managers and executives

35

7

Average time spent on a
task per week1 (%) Total (%)

5

15

3
3
3

29

Focus work

Overseeing work

Individual development

Interactive work

Affiliation and culture
Group learning

Mentoring and coaching

Administrative work

5

66

29

19

Average time spent on a
task per week (%) Total (%)

21

8

26

16

4

4
3

Interactive work

Administrative work

Mentoring and coaching

Focus work

Overseeing work

Individual development

Affiliation and culture
Group learning

56

23

21

High ≥ 1.3Joy scores2 Medium 0.51 to 1.29 Low ≤ 0.5

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.
1Time spent based on calculating mean answers to the question, “What proportion (%) of your time was spent on each category last week?”
2Task enjoyment based on responses to the prompt, “In your current work model, please rate how much you enjoy performing the following tasks.” 
Responses are scored on a scale of –3 to 3 and averaged for each activity. 
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Regularly using GenAI for admin work drives a three-fold improvement in 
overall satisfaction at work

The same factors are impeding both employees’ joy and companies’ 
talent retention

Sources: BCG Employee Sentiment Survey, October 2023 (n = 11,285 across the US, Canada, UK, France, Germany, Australia, Japan, and India).
1“Very satisfied” indicates employees who responded to the question, “Overall, how satisfied are you at your current job or company?” This is rated 
between “very unsatisfied” and “very satisfied.”

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.

Note: Correlation coefficients measured between responses to the question, “Select up to three issues that prevent you from being as effective as 
you could be at work” and respondents’ answers to the questions, “Are you looking for a new job?” (with options being “No,” “Yes, but passively,” and 
“Yes, actively”) and “In your current work model, how much do you enjoy your job?” rated on a scale of 0 to 100, where 0 is “I do not enjoy my job” 
and 100 is “I enjoy my job as much as anyone possibly could.”

Employees who identify as very satisfied at work1

Do not use GenAI
for administrative tasks

18%

Occasionally use GenAI
for administrative tasks

The more employees use GenAI for administrative tasks, the more satisfied with work they become

22%

Regularly use GenAI
for administrative tasks

46%

Top 6 blockers to joy Top 6 blockers to retention

I’m not motivated to do the work I’m not motivated to do the work1 1

I’m not given enough support I’m not given enough support2 2

The work I do is needlessly complex I’m not given tasks that suit my skill set3 3

I’m not given tasks that suit my skill set The work I do is needlessly complex4 4

I don’t have the right tools or technology It’s not clear what I need to do5 5

It’s not clear what I need to do I don’t have the right skill set6 6



6 ENJOYING WORK MATTERS MORE THAN YOU MAY REALIZE

Key takeaways from the joy effect for business leaders

A broad range of office-based employees responded to our survey

Source: BCG analysis.

Sources: The BCG Henderson Institute’s “Making Work Work” survey, conducted in the fall of 2023 (n = 1,008); BCG analysis.

It’s time to move on from the return-to-the-office debate and to embrace
and enable team-driven hybrid work models.

Make an effort to deeply understand what your employees need
to enjoy work—and what gets in the way.

Enable and resource teams to re-engineer their day-to-day work to
drive more joy and effectiveness. 

When deploying technologies like GenAI to improve productivity, 
make sure to account for its impact (positive or negative) on employee joy.

Less than 1 year

1–3 years

3–5 years

5–10 years

More than 10 years

8

21

15

24

32

38

18–24

35–44

45–54

55–64

65 or older
Prefer not to answer

25–34

2

20

10

2
0

2850–249 24

250–999 18

1000+ 58

Nonbinary or
nonconforming

Prefer not 
to answer

Male 47

Female 51

1

1

Total respondents

Role (% of respondents)

Gender (% of respondents)Diversity
(% of respondents)

Tenure (% of respondents)

Age (% of respondents)

Company size (% of respondents)
Employees

47
Individual

contributor

35 Child
caregiver

8 Adult
caregiver

30 Dual career
household

9 Ethnic or
racial minority

8 Disability

10 LGBTQ+

42
Manager

11
Executive

1,008 Africa

Asia

Australia or 
New Zealand

Europe

Latin America

Middle East

North America

1%

1%

1%

0%
1%

30%
56%


