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About this Report
The ActivTrak Productivity Lab 2022 State of the Workplace: Productivity
and Engagement Data Trends is committed to challenging workplace assumptions 
and elevating today’s workplace realities. Our research, conducted in collaboration 
with Cornell University’s Kimberly Gordon, includes two years of insights from 56,713 
employees and 2.7B data points to examine workplace behaviors — specifically 
schedule flexibility, employee burnout and employee focus — to make better sense of 
what the future of work holds.

In the past year, we’ve embraced an essential mindset shift — to welcome a new 
way of working while loosening our grip on a hope to return to the workplaces we 
once knew. We accept that under the right circumstances, leaders, and resources —  
remote and hybrid work can be wildly successful. We also know that under
the wrong circumstances, misaligned leadership and inadequate resources,
our workforce and our business are at great risk. One thing is for sure:

Herein lies the challenge in 2022: How can we, as students of the evolving 
workplace, better understand how to promote healthy productivity to benefit
not only our businesses, but also our people.

Focusing on how teams have maintained productivity these last two 
years while ignoring employees’ cries for help regarding burnout, social 
isolation and lack of resources would only further mislead ourselves 
and others from identifying real solutions for healthy productivity
and habits in the new workplace.

The Productivity Lab’s purpose is to help organizations 
leverage people, process and technology data to improve 

sustainable workplace productivity.

We utilize insights from across our customer base to identify 
trends, strategies and obstacles in today’s ever-changing 

work environment. Our findings are expanded through 
market research and strategic alliances.

As a global center for productivity research and expertise,
we are committed to helping organizations evolve, embrace 

and embody the future of work. 

About the ActivTrak
Productivity Lab



Essential Considerations for the Workplace in 2022
Combining ongoing dialogue with companies, partners and industry leaders with data-rich observations, the Lab
has curated a list of top workplace considerations for leaders to ensure healthy and sustainable productivity in 2022.

Businesses will need to make substantial investments in employee 
experience to support the mental and emotional well-being
of employees in and outside the workplace.

Companies will need to adopt preemptive and just-in-time 
measures to mitigate burnout, disengagement and general 
employee strain, rather than rely on reactive legacy approaches.

Success will require balancing employees’ demands for increased 
autonomy, trust and empowerment with businesses’ needs
for visibility, predictability and accountability.

Establishing social norms and culture-defining workplace 
characteristics will require high levels of leadership role modeling, 
manager coaching and employee engagement in a virtual workplace.

Approaches to workplace flexibility will be a key differentiator as top 
talent have unique preferences and increased options about when
and where they work.

Training & development strategies require a shift to accommodate 
various modalities across virtual learning environments
and learning styles.

As employers identify the right blend of flexibility and accountability, 
there will be a shift to a more defined set of core working hours that 
encourage cross-time zone availability, collaboration and visibility.

Employers must move far beyond the current surface-level 
understanding of DE&I in the virtual workplace to improve 
accommodations and parity across all employee groups.

Definitions and identifiers for burnout, engagement, alignment 
and operational apathy will become critical to identifying root 
cause and adequate solutions in the workplace.

IT, Operations and People functions will need to be more strategic
in how they integrate data and collect relevant insights through their 
tech stack (e.g., workforce analytics platforms, BI tools, surveys)
to gain a holistic perspective that drives business performance, 
maximizes technology investments and empowers people.



Ten Key Findings
Work Habits & Schedule Flexibility

Workload Balance & Utilization Levels

Workplace Focus & Distractions

Routines matter. Employees 
with consistent start times 
appear to be more 
productive than their peers.

There is an immediate 
opportunity to rebalance 
work and increase healthy 
work habits.

The average workday 
consists of many brief focus 
sessions, as opposed to 
longer periods of deep work.

Employees are working 
shorter hours with greater 
efficiency.

Employees with healthy 
work habits do not deviate 
from these habits for more 
than two days at a time.

Collaboration tools are
the number one source
for focus disruptions.

Employees reduced their 
weekend working hours, 
showing potential signs
of work-life improvement.

Employees at the greatest 
risk of hours-based burnout 
spend more than 75% of the 
year in an overutilized state.

Schedule flexibility limits 
employees' ability to 
connect with one another 
throughout the day.
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Leverage the report’s findings
to take ACTion and position your 

business to achieve healthy 
productivity and promote 

employee well-being.

Acquire Context
Communicate Findings

Take Action

Employees spend substantial 
time in collaboration
and multi-tasking activities 
throughout the day.



Work Habits & Schedule Flexibility
AREAS OF STUDY

At the start of the COVID-19 pandemic, companies were forced to shut down in-office operations almost overnight, leaving 
employees to not only create their at-home workspace, but also their at-home work schedules. Amidst the initial shock, 
employees reported working longer hours, more evenings and across weekends.

The Productivity Lab wanted 
to understand:

Key findings include:

In 2021, did employees begin to 
adopt more routine working habits?

Routines matter. Employees with consistent start 
times appear to be more productive than their peers.

Did productivity activity look similar 
to 2020 or did employees’ behaviors 
change?

Employees are working shorter hours with greater 
efficiency.

Are employees working longer hours, 
different hours or both?

Employees reduced their weekend working hours, 
showing potential signs of work-life improvement.

Schedule flexibility limits employees' ability
to connect with one another throughout
the day.
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Routines matter. Employees with consistent 
start times appear to be more productive 
than their peers

Finding 1/10
A

PPEN
D

IX D
ATA SET B

Flexible work has left many unanswered questions for leaders and employees alike:

The Productivity Lab found that far more individuals 
adopted some level of routine than expected. In fact, 
70% of employees began their day within the same
2-hour window. The consistency of start-time
behaviors reflects a clearer level of expectations set
forth by employers and/or the presence of a stronger
social norm associated with when to begin the day.

Digging deeper, the Lab wanted to understand 
if routine had an impact on employee 
productivity. It found that employees who 
consistently started their day within the same 
2-hour window were an entire hour (18%) more
productive than their peers who varied their
morning starts across a 3-hour window.

Is there such a thing as too much individual flexibility? Does the 
unpredictability of people’s schedules lead to daily operating challenges?
Are people available when they’re needed by their peers?

Routines yield 1 additional hour
of productivity

However, at the end of the day, there were much higher levels of end-time 
variability. This may be attributed to employees taking advantage of 

greater flexibility and choosing to flex later into the evening on certain days 
versus others. Despite this variability, the findings do not suggest that less 

work is being done across the week.

Group

Started within 
same hour 
each day

Started within 
same 2 hours 
each day

Started within 
same 3 hours 
each day

Percent Average Productive Hours

28%

42%

17%

6:40

6:38

5:40



Employees are working shorter hours
with greater efficiency

Finding 2/10
A

PPEN
D

IX D
ATA SET B

While employees spent similar hours behind the screen in 2020 and 2021, in 2021 
employees increased productive time by 40%, jumping from an average of 4:37
to 6:28 hours — one of the most substantial improvements comparing two
years of pandemic data. The steep change could be attributed to a variety
of workplace changes including:

While we are optimistic about the improvements, we’re also keenly aware that
too much efficiency can have a diminishing return on healthy productivity
in the workplace.

Organizations provided employees additional at-home tools
to accommodate virtual productivity

Employees adjusted to at-home work and created working habits
and spaces to allow for more productive practices

The partial opening of the economy re-established efficiency benefits such 
as childcare options, co-working locations and partial to full office time.

—

—

—

40% increase
in productive time

2020 2021
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Employees reduced their weekend working 
hours, showing potential signs of work-life 
balance improvement

Finding 3/10
A

PPEN
D

IX D
ATA SET B

Specific roles may require employees to work on weekends — or they may decide 
it is convenient to do so themselves. In the last year, the Productivity Lab found
an 11% decrease in consistent weekend work activity. Routine weekend work 
behavior, specifically for non-shift work, can substantially contribute
to employee strain and burnout.

11% decrease in consistent 
weekend work activity

Worked 2+ Hours for 4+ consecutive weekends in

2021

Worked 2+ Hours for 4+ consecutive weekends in

2020

14%

3%

Consistent Weekend
Work Activity

4+ weekends in a row
working 2+ hours



Schedule flexibility limits employees' ability
to connect with each other throughout the day

Finding 4/10

Schedule alignment is not a new 
workplace phenomenon in the workplace, 
as widespread geographic distribution
of the workforce has led to timezone 
implications for years. However, when 
viewing data within a single time zone,
we found that schedule flexibility led to 
higher degrees of variability and reduced 
overlap across employee schedules.

The findings reflect only a 5-hour 
window during which employees in a 
single time zone are behind their screens, 
not accounting for the potentially smaller 
windows across multiple time zones.
We suspect this contrasts with pre-
pandemic conditions in which employees 
arrived and departed the office at more 
similar times. 
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43% of respondents say they’ve seen an improvement to work/life 
balance in the last year.  —  Miro

•

When asked how employers could further improve employee support 
efforts, respondents cited clearer work-hour policies to help maintain
a proper work-life balance.  —  Randstad

•

34% of respondents believe collaborating with others has become more 
challenging since the start of the pandemic.  —  451 Research Group

•

Other resources found similar results in their 
research on Work Habits & Schedule Flexibility



Workload Balance & Utilization Levels
AREAS OF STUDY

While the length of a workday returned to historical levels post-pandemic, workload balance remained a challenge
for many who have difficulty unplugging. As organizations recalibrated, employee work habits continued apace.
While this stability is a win for business resilience, the workload distribution may not be sustainable for employee
well-being and may prevent individuals and teams from doing their best work. 

The Productivity Lab wanted 
to understand:

Key findings include:

Are healthy levels of utilization 
sustained throughout the year?

There is an immediate opportunity to rebalance 
work and increase healthy work habits.

What is the frequency and duration 
of overutilization (a leading indicator 
for potential burnout)?

Employees with healthy work habits do not deviate 
from these habits for more than two days at a time.

Are there patterns of behavior for 
employees facing burnout?

New definitions:
Utilization Overutilization Healthy Underutilization

Employees at the greatest risk of hours-based
burnout spend more than 75% of the year
in this state.
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There is an immediate opportunity
to rebalance work and increase healthy
work habits

Finding 5/10
A

PPEN
D

IX D
ATA SET A

Based on 2021 activity data, employees were categorized as overutilized, healthy 
or underutilized. Ideally, 80% of employees should fall into the healthy category, 
however, only 62% do currently. While there are immediate opportunities for 
improvement in workload balance, the data distribution and consistency 
throughout the year suggests stability and resilience to the ongoing unknowns
of the modern work experiences. 

However, leaders must combat complacency and aim to increase the number
of healthy employees. Responsive and predictive adaptability will help mitigate 
and prevent burnout for a more balanced experience across the organization. 

Over a third of employees
are overutilized

34% Overutilized Employees



Finding 6/10
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Overutilized
Days

Healthy
Days

Underutilized
Days

Overutilized employees spend
3X longer in the overutilized zone

Employees with healthy work habits do not 
deviate from these habits for more than
two days at a time
Employees with healthy work habits spend no more than two days in a row 
overutilized before returning to their more typical behavior. Employees who spent 
the majority of the year overutilized, on the other hand, experienced 
overutilization for 6 consecutive days before shifting to a healthier state.
This negative 6-day streak is the only scenario that extends beyond a typical
5-day work week, posing substantial burnout threats on the overutilized
employee.

On average, underutilization is contained to one day occurrences for overutilized 
and healthy employees. In moderation, strategic underutilization can aid
in recovering and re-energizing employees after extended periods
of overutilization. As another imbalance, five consecutive days of underutilization 
for underutilized employees could be a sign of ongoing disengagement, 
miscommunication, or gaps in knowledge or skills. 

Overutilized 
Employee

Healthy
Employee

Underutilized 
Employee
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Employees at the greatest risk of hours-based 
burnout spend more than 75% of the year in an 
overutilized state

Finding 7/10

The high recurrence of overutilized days among overutilized employees suggests 
this phenomenon is largely endemic to the same group of individuals, with 79%
of their days being spent operating above the healthy zone. However, this 
behavior does not always correlate with high quality work or high performance 
and could influence others and create unhealthy expectations. 
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Employee Overutilized Days Healthy Days Underutilized Days

Overutilized employees
lack balance

While the percentage of healthy days for healthy employees 
(67%) could ideally be higher (80%), the distribution of 

utilization by day for healthy employees is commensurate 
with short-term, manageable moments of overutilization that 

may occur during periods such as busy seasons, major 
project deadlines or product launches. 

In June 2021, 74% of employees said they experienced burnout on the job
at least sometimes.  —  Gallup

•

Perhaps most eye-opening, 37% reported experiencing burnout “often”
or “extremely often.”  —  YMCA WorkWell

•

Other resources found similar results in their
research on Workload Balance & Utilization Levels

Overutilized 
Employee

Healthy 
Employee

Underutilized 
Employee

5% 29% 66%

27% 67% 6%

79% 20% 1%



Workplace Focus Habits & Distraction
AREAS OF STUDY

Achieving focus throughout the workday is not a new challenge, but distractions today look very different than they used 
to. Open office and hallway chatter have been replaced by interruptions from collaboration tools, notifications, alerts and 
subconscious habits. Distractions on digital devices are so easy to access that when individuals want something more 
interesting, less challenging, or altogether different, it’s readily available.

The Productivity Lab wanted 
to understand:

Key findings include:

The average workday consists of many brief focus 
sessions, as opposed to longer periods of deep work.How do collaboration tools contribute 

to fatigue and distractions in the 
virtual workplace?

How can employees achieve deep 
work throughout the workday despite 
so much technological noise?

Collaboration tools are the number one source
of focus disruptions.

Employees spend substantial time in collaboration
and multi-tasking activities throughout the day.

New definitions:
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Focus Focus Session Multi-tasking Collaboration Productive Time



Finding 8/10

The average workday consists of many brief 
focus sessions, as opposed to longer periods 
of deep work
While 60-minutes of uninterrupted focus is popularly considered the threshold 
for “deep work,” only 3% of employees have focus sessions that last longer 
than 50-minutes. The reality is, over 70% of employees experience focus 
sessions in 0-20 minute increments, with the average lasting 14-minutes. 

Recognizing that 60 minute sessions may be unrealistic in practice
and incompatible with day-to-day distractions, set attainable goals
for incremental improvements to preserve and extend focus sessions 
throughout the day. 
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Deep work is hard to come by

Employee Breakdown
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Collaboration tools are the number one 
source of focus disruptions

Finding 9/10

The research shows that collaboration applications were the greatest cause
of focus session disruptions, accounting for 21% of distractions. On average,
these tools distract an employee 70 times per day with alerts to engage
in meetings, respond in messages or reply to emails.

APPENDIX DATA SET C



Employees spend substantial time in 
collaboration and multi-tasking activities 
throughout the day

Finding 10/10

Since the shift to remote and hybrid work, much of the discussion around fatigue 
has centered on collaboration tools (e.g., chat and messaging, meeting 
applications) and multi-tasking activities (activities that reflect back and forth 
behavior across multiple tasks). The Productivity Lab discovered that employees 
spend one-third of their day (33%) across these two activity types; at times,
multi-tasking while in collaboration tools.

Leaders must shift their focus toward collaboration strategies to better address the 
potential negative consequences brought about by collaboration-related fatigue.

On average, companies are using seven different tools for messaging,
collaboration, file sharing, and meeting management.  —  Constellation

•

“Efforts to deepen your focus will struggle if you don’t simultaneously wean
your mind from a dependence on distraction.”  —  Cal Newport

•

Other resources found similar results in their
research on Workplace Focus & Distractions

2.4 hours spent collaborating
and multitasking 
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33%

Collaboration & Multitasking Time Focus Time

of workday



Take ACTion with the ACT Framework
This step by step framework will help you better leverage 
data-driven insights to drive impact across the workplace.  
We’ll provide you with the guidance to:

Acquire Context
Understand your organization’s data in the context of employee feedback, 
organizational change impacts, business demands and market stressors.

Communicate Findings
Share findings with your workforce to create a culture
of transparency, trust and accountability, and collaborate
on acceptable solutions. By understanding what may be effective
at the onset  may minimize cycles and optimize buy-in.

Take Action
Listen (acquire context) and share (communicate findings),
to prime your workforce for action. 

Access ACTion Guides for details on how to leverage learnings
from each area of study

https://www.activtrak.com/resources/reports/2022-action-companion-guides/


A Letter from the Productivity Lab

We started 2021 with a mission in mind — to step forward into the unknown and 
be bold in our experimentation with flexible work so that we could share our 
lessons learned with those who look to us for guidance. In keeping with our 
company’s values, we leveraged data-driven insights for context to help us 
continuously adapt and modify our approach to work. We were determined not 
to rely on speculation, anecdotes or biases to drive our decisions, but instead,
to base our decisions on facts from our data and feedback from our employees.

What a year it has been — with the ever-changing narrative of a pandemic as the 
backdrop to political distress, labor uncertainty and economic volatility. We have 
lived through it together, and while the headlines may apply to all, the impact of 
each has disrupted our lives with our own specific and unique challenges.

Here at ActivTrak, we faced the same challenges and questions as our customers, 
vendors, competitors and investors. That is, how should we operate our business 
in the new world of work? How can we shift the way we operate away from the 
reactive tactics of the early days of remote work towards a workplace that is 
sustainably productive? Most importantly, how can we define a new approach 
that elevates trust, empowers employees and preserves everyone’s well-being 
as we become a preeminent leader and voice in the world of work?

One thing is certain: Making claims about how well we maintained  
productivity at home in 2020 while ignoring employees’ cries for help 
regarding burnout, social isolation and feelings of disconnectedness
would only further prevent us and others from identifying real solutions
for healthy productivity and habits in the new workplace.

We kept three key areas top of mind as we planned for the coming year:
Work Habits & Schedule Flexibility, Workload Balance & Utilization and 
Workplace Focus & Distractions. For this reason, we designed our research in 
this report around those very topics — providing you with insights across
9,000-plus customers and leveraging 2.7B data points to better understand 
the workplace today and inform our efforts to support it in the future.

Looking ahead, we’re excited for even more change — 
recognizing that adaptation and flexibility are not 
something to fear in the new world of work, but instead, 
something to embrace. I hope you enjoy this research 
conducted in collaboration with ActivTrak’s Productivity 
Lab, Cornell University’s Kimberly Gordon, and of 
course, the willing participation of the most fearless 
business leaders among us, our customers.

Best,

Gabriela Mauch
Head of ActivTrak Productivity Lab



Methodology
APPENDIX

This report is based on quantitative data collected via 
ActivTrak’s workforce analytics platform. It reflects actual 
user behavior recorded between January 1, 2020 and 
December 10, 2021 through a uniquely coded intelligent 
agent network. To better understand a range of employee 
experiences, this report leverages the overall data set and 
two data subsets. Each report finding references the 
specific data set that was used. 

Customer Data Privacy
ActivTrak may collect, develop, create, extract, compile, synthesize, analyze and 
commercialize statistics, benchmarks, measures and other information based on 
Aggregated Data (collectively, “Blind Data”). Blind Data will be owned solely by 
ActivTrak and may be used for any lawful business purpose without
a duty of accounting to Customer. “Aggregated Data” means Customer Data that 
is: (i) anonymized and not identifiable to any person or entity; (ii) combined with 
the data of other companies or additional data sources; and (iii) presented
in a way which does not reveal Customer’s identity.

Industries represented across 177 companies

73,480,85256,713
employees

14,405
employees

38,475
employees

hours

2,581,320
hours

22,096,897
hours

Report Data Set

(A) Overall Data Set

(B) Data Subset: Single Time Zone

(C) Data Subset: Distraction

Commercial Insurance— —

Construction & Engineering Professional Services— —

Financial Services Software and Services— —

Health Care Transportation— —



Glossary
APPENDIX

Utilization
When an employee is within +/- X% the threshold  
of their productive hours/day goal.

Overutilization
When an employee is more than X% the threshold 
over their productive hours/day goal.

Healthy
When an employee is within +/- X% the threshold  
of their productive hrs/day goal.

Underutilization
When an employee is less than X% the threshold 
under their productive hours/day goal.

Distraction
An activity that disrupts a focus session.

Focus
Working time in which an employee is engaged 
and working on a single task without multitasking 
(interruptions or attention shifts) and collaboration 
activities.

Focus Session
The average time employees operate without 
multitasking (interruptions or attention shifts) and 
collaboration activities.

Multi-tasking
Multitasking activity performed within productive 
applications; consists of general administrative 
business tasks while an attention shift event is 
happening.

Collaboration
Productive time that occurs through two-way 
communication using digital collaboration tools like 
meeting software, chat and messaging. 
Collaboration Time, by definition, is not focused, 
even though it is critical in every company.

Productive Time
Breakdown includes business-related focused, 
collaboration, and multi-tasking activities.
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