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Introduction

Volunteer Alberta (VA) works to nourish the conditions for civic engagement and

volunteerism in Alberta. One of those conditions - we believe - is that people have the
necessary energy and time to engage in their communities meaningfully. In the summer of
2022, VA started to wonder how we might begin to challenge the current paradigm about
work, starting within our organization, to create more time, space, and energy for our
team. We were curious about how we might resist and reset some of the unhealthy
conditions that exist in the social profit/non-profit sector around workaholism, unrealistic
expectations, perfectionism, and exclusion. We became curious about what would happen
if our staff team had more time available for them to use as they liked.

We wanted to actively experiment with ways to nourish the conditions for well-being and
connection for our team. Our guiding question on this exploration was, “What if Volunteer
Alberta created time and space for people on our team to experience well-being and
connection in ways that were meaningful for them?”

And so we began.

Volunteer Alberta’'s main office is situated on Treaty 6 Territory, specifically, amiskwaciwaskahikan ‘
(AMrb-M<-"b"Ab?) as it was referred to by the Plains Cree peoples among other indigenous names, and the homeland

of the Métis Nation. Our staff, board, and our work reach across Treaties 6, 7, and 8 and we affirm that the land we
call Alberta is the traditional and ancestral territory, as well as present-dayhomes of many Nations, including the
Blackfoot Confederacy - Kainai, Piikani, and Siksika - the Cree, Dene, Saulteaux, Nakota Sioux, Stoney Nakoda, the
Tsuu T'ina Nation, and the Métis People of Alberta, which includes the Métis Settlements and the Six Regions of the
Meétis Nation of Alberta. Since time immemorial, First Nations, Inuit, and Metis peoples have cared for these lands,
and they continue to do so today. We encourage you to visit https://native-land.ca/ to learn more about the land a
its Nations where you live, work, and play

Thank you to the Suncor Energy
Foundation whose generous support
of VA's Intersectionality Initiative
enabled our experimentation



https://forvo.com/word/amiskwaciw%C3%A2skahikan/
https://www.howtopronounce.com/kainai
https://www.howtopronounce.com/piikani
https://www.google.com/search?q=siksika+pronunciation&oq=Siksika&aqs=edge.1.69i57j0i67l3j0i131i433i512j0i512l3.1954j0j4&sourceid=chrome&ie=UTF-8
https://www.google.com/search?q=cree+pronunciation&sxsrf=ALiCzsbcXiY2-FFEmNnWwC8C-PKBAfd-4Q%3A1654023810160&ei=gmaWYvW0CdHAuvQP4suawAc&oq=Cree&gs_lcp=Cgdnd3Mtd2l6EAEYADIFCAAQkQIyBAgAEEMyBAgAEEMyBAgAEEMyBwgAELEDEEMyBAgAEEMyCgguELEDENQCEEMyBAgAEEMyBAgAEEMyCAgAEIAEELEDOgcIABBHELADSgQIQRgASgQIRhgAUMQFWMQFYOITaANwAXgAgAF9iAF9kgEDMC4xmAEAoAECoAEByAEIwAEB&sclient=gws-wiz
https://www.howtopronounce.com/dene
https://en.wikipedia.org/wiki/Saulteaux
https://www.howtopronounce.com/nakota-sioux
https://www.youtube.com/watch?v=mmCm_cV0EMQ
https://www.howtopronounce.com/tsuut-ina-1
https://native-land.ca/

'Turning to the

Literature

The concept of a five-day, forty-hour workweek in North America is generally
attributed to Henry Ford, who introduced the structure as an antidote to
unreasonable working conditions. At the time, with the prevalence of manual labour
and 60+ hour weeks being common in the workforce, this new structure was viewed
as a success for workers' rights. This shortened workweek ,
improved workers' productivity, and and supported their well-being. However, over
the course of the last century, the nature of work and the workplace have changed
significantly, as have expectations for employees.

As a result, many organizations are starting to rethink the necessity for the five-day,
40-hour workweek, and as a result, four-day workweeks have become more
commonplace in recent years. Research emerging from organizations experimenting
with four-day work weeks have experienced positive results in their workplaces. For
example, in Japan and experienced a
40% increase in productivity.

On a national scale, some countries are experimenting with shortened work weeks
and experiencing similar results. For example, of a
reduced working week, which included more than 2500 workers (over 1% of
Iceland's entire working population). Results of the trial demonstrated that service
quality and employee productivity remain the same or improved across most
workplaces. The trial also significantly increased worker well-being, including work-
life balance and stress levels. The pilots were so successful that at time of writing,
86% of Iceland's workforce have the freedom to shorten their work hours or have
done so already.

From an intersectionality perspective, emerging evidence is demonstrating that four-
day work weeks can be transformational in particular for to create balanc

within their lives.


https://www.taylorfrancis.com/books/mono/10.4324/9781315164311/four-day-workweek-robert-grosse
https://books.google.ca/books/about/The_Case_for_a_Four_Day_Week.html?id=z9sMEAAAQBAJ&source=kp_book_description&redir_esc=y
https://www.cnn.com/2019/11/04/tech/microsoft-japan-workweek-productivity/index.html
https://autonomy.work/portfolio/icelandsww/
https://thekit.ca/living/living-career/four-day-work-week-women/

What the
Literature Says...

Other research and real-life examples of a four-day work week have
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identified the following benefits:

For Staff:

Increased ability to Flexibility in scheduling
attract talent and improved work-life
balance

Improved staff retention Improved mental health

Increased connection

Increased productivity R

Decreased absenteeism Increased life satisfaction

Financial savings

Some organizations that have implemented or are experimenting
with a four-day work week:

* Imagine Canada * David Suzuki Foundation
* pipikwan péhtakwan = Eco Superior
» Greenpeace Canada * Impact Organizations of Nova Scotia
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https://www.4dayweek.com/
https://www.4dayweek.com/
https://www.cnn.com/2019/11/04/tech/microsoft-japan-workweek-productivity/index.html
https://assets.henley.ac.uk/defaultUploads/Four-Better-Four-Worse-Henley-Business-School.pdf?mtime=20190701093655
https://commons.erau.edu/ww-research-methods-rsch202/21/
https://pipikwanpehtakwan.com/2022/decolonizing-work-benefits-of-four-day-workweek-at-pipikwan-pe%CC%82hta%CC%82kwan-1046
https://pipikwanpehtakwan.com/2022/decolonizing-work-benefits-of-four-day-workweek-at-pipikwan-pe%CC%82hta%CC%82kwan-1046
https://autonomy.work/portfolio/icelandsww/
https://pipikwanpehtakwan.com/2022/decolonizing-work-benefits-of-four-day-workweek-at-pipikwan-pe%CC%82hta%CC%82kwan-1046
https://opencommons.uconn.edu/law_review/73/
https://www.imaginecanada.ca/en/Imagine-Canada-embarks-on-a-4-day-work-week-pilot
https://pipikwanpehtakwan.com/2022/decolonizing-work-benefits-of-four-day-workweek-at-pipikwan-pe%CC%82hta%CC%82kwan-1046

onsiderations

Workplace cultural habits and practices run deep. At the time of writing this brief,
there is still a general lack of understanding of the theory and methods underpinning
a four-day workweek in workplaces across Alberta. A general on
the concept of reduced work weeks persists, especially among especially among the
organizations that perceive strictly as a reduction in the amount of time when
employees can get work done. Perhaps there is an underlying concern about
employees' ability to get "enough" work done.

However, research has indicated that

. Interestingly, people's efficiency decreases when they are not given
freedom over how to spend this idle time. On the other hand, these negative impacts
reduce when employees are given this time to use freely. So having the freedom to
spend one day a week how they would like should increase productivity by
decreasing unused idle time.

This freedom of choice can manifest through various flexible work arrangements,
including flextime, freedom to choose working hours, and the freedom to decide
where you work.

Research has demonstrated the positive effects of all these arrangements on work-
life balance and job satisfaction, however,

It's been our experience at Volunteer Alberta that staff members appreciate feeling
like they are a part of the decision-making process when implementing changes to

work structures.



https://www.qualtrics.com/blog/four-day-work-week/
https://psycnet.apa.org/doiLanding?doi=10.1037%2Fapl0000294
https://journals.sagepub.com/doi/10.1177/0091026016678856

Our Experiment:
The Process

The process we undertook to run our experiment is summarized below:

The Leadership team started talking about
the idea of a four-day workweek during their
weekly meetings.

The Leadership team connected with
Volunteer Alberta’s HR consultant for any
information they could provide about a four-
day workweek.*

We collected data

throughout (before,
Team members conducted an e-scan for _
articles and examples from other during and after the
organizations. experiment) through

Based on the promising practices identified surveys and group
through the e-scan, we held a facilitated discussions.

conversation with the whole team during a
staff meeting to explore possibilities together.

Based on those discussions, between July and
September of 2022 we ran an experiment
with a four-day workweek and no meeting
days.

* As part of our process, we consulted with an HR professional to help us
understand what sort of things we would need to consider as part of our
experimentation with a four-day workweek. They provided us with some helpful
things to consider:
» Consider the difference between a compressed workweek (where people work
the same number of hours, but in fewer days) and a true four-day workweek

(where people are paid the same, but work fewer hours). What would the
impact be of each scenario on wellbeing?

If we changed our hours of work or rates of pay, contracts would need to be
updated.

What resources can be put in place to reduce workload or the number of
meetings to help balance workloads?

06 VOLUNTEER ALBERTA | FLOWING FRIDAYS (UN)LEARNINGS 2023



The Options
e Considered

Since there are many different variations of a four-day workweek, we thought it was
important to consider different options for our experiment. We asked questions like:
"what resources can be put in place to reduce workload?" and "how might workloads
be balanced through the use of or reduction of meetings?" Through our discussions

with the team, we considered testing out the following scenarios:

No Meeting

Four-day Compressed Fridays
workweek workweek VA collectively commits to not
e ol et taking meetings of any kind every

=R We all work longer Friday (or a different day of the

day a week off. hours per day so we can week) and publicly communicates

take one full day off this choice to the people,
every week. organizations, and communities
we work with.,

One day off
every two weeks

We all get one day off
every two weeks.

Status Quo Contingent upon

; volunteer time
No changes, keep going as we
are now. The status quo did We all get one day a week
provide the opportunity for team off if we can provide proof
members to work out that we have a regular
individualized compressed volunteer gig of some
workweek agreements. kind.

We created space to explore other options from the staff team during our original
discussions prior to starting the experiment, but no additional options emerged at the time.

VOLUNTEER ALBERTA | FLOWING FRIDAYS (UN)LEARNINGS 2023
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A Side Note About
the Practice Behind
the Process

Volunteer Alberta (VA) is an (un)learning organization. Our (un)learning focuses on
how we can nourish the conditions for civic engagement and volunteerism in
Alberta. We ground our work in relationships and apply the practices of social
research & co-design. We believe that we can nourish the conditions for civic
engagement and volunteerism in Alberta through two primary ways:

« Navigating the “here and now.”

o VA works to cultivate the capabilities of the communities and organizations
we serve to navigate current structures and systems related to civic
engagement and volunteerism.

« Transitioning into the “next and emerging.”

o VA works to imagine futures in which civic engagement and volunteerism
create engaged, connected, and empowered communities and we conduct
research and experiments that help move our province in that direction. We
then work to implement the promising ideas.

The Flowing Fridays experiment - also known as a prototype - is an example of our
approach to social research & co-design. This approach includes applying the
methods and practices of systemic design, design thinking, and human-centred
design. For Flowing Fridays, we designed our prototype to test our uncertainties
around transitioning into the “next and emerging” concerning good work practices in
the social good/non-profit sector. As with all our new experiments, we started small
and intentionally co-created and tested the idea with the people it would most
directly impact (in this case, our team).

Through our approach, we are (un)learning as we go - making shifts and changes to
the experiment as we discover and uncover new things. We are also (un)learning out
loud - documenting and sharing our investigation even in the midst of it. This brief
you are reading is part of this (un)learning out loud. Thanks for being a part of it!

VOLUNTEER ALBERTA | FLOWING FRIDAYS (UN)LEARNINGS 2023



Design
Considerations for
Our Experiment

As we embarked on the experiment, we intentionally created some design

considerations of things that were important to us as we ran the experiment:

We were committed to ensuring the team'’s salaries, benefits, and take-home
pay would remain the same. No one would take a pay cut of any kind.

To ensure we lived into our intention of being an inclusive and equitable
workplace, everyone on the team was invited to be a part of the experiment. This
included temporary summer staff and people working part-time.

We didn't want the experiment to be the source of more stress for people if they
found they couldn’t get their work done during their working hours. People were
able to opt out at any time.

We wanted to ensure that the experiment did not affect our personnel policies
and/or employment agreements. The benefits and policies outlined in the

team’s employment contracts remained the same.

We wanted to (un)learn as much as we could through the experiment - about
our understandings about what is important to us; about our relationships to

work; and about nourishing the conditions for wellbeing in a workplace.




The Experiment

Between July and September 2022, VA started the first phase of our Flowing Friday
experiment and it began with some new practices. Every two weeks on Fridays, staff
who work full-time hours had the day off and staff who worked part-time hours had
half a day off. This time was theirs to spend as they wished. VA would pay for this day
regardless of whether staff were working or not. On the alternate Fridays, we declared
these days as “No Meeting Days” and the team was strongly encouraged not to book
any meetings in order to have focused and uninterrupted time to work. The following
email was the initial experiment outline sent to staff by VA's Executive Director:

“Hello everyone, As you'll recall, at last month's staff meeting, we had a conversation about what it might mean for
VA to implement a four-day workweek. Since that time, the Leadership Team has continued to have conversations
about this. Our conversations have affirmed that we believe in the importance of challenging the current dominant
paradigm around work and productivity. We believe that this paradigm has cultivated unhealthy conditions
throughout the non-profit sector around perfectionism, unrealistic expectations, and exclusion. And we wonder
what might happen if we were to build in more spaciousness into our ways of working. We are curious about how
we might start to reimagine the role work plays in a life well lived. We are interested in understanding what might
happen if we experimented with both a 4-day workweek, and a no-meeting day. Based on that curiosity and what
we heard from you, between July 8 and September 30, 2022 we will experiment with Flowing Fridays.

Here's how it will work:

o Starting on July 1, every 2 weeks staff who work full time hours will have Friday off. Staff who are working part
time will have half of Friday off. The time is yours to spend as you wish. Even though you won't be working, you
will still be paid for this day.

The Fridays that we will still be working will be deemed "No Meeting Days." That is, you are strongly
encouraged to not book any meetings on that day. Like none.
Our extra long long weekends (i.e. with the existing planned-for Fridays and Mondays off) will still be in place
during the experiment.
This experiment will not affect our personnel policies and/or employment agreements. The benefits and
policies outlined in your employment contract remain the same.
We will create messaging for us to use on our various communication channels (e.g. email signature, phone
messages, ME, etc) to let the people and communities we work with about our Friday plans.
To help us learn from this experiment, we will circulate a survey before, during, and at the end of the experiment so
that we can understand the impact the experiment is having on things like wellbeing, team culture, achieving
milestones, and the overall work of VA. We will use this data to help us determine what we might do next to
nourish the conditions for spaciousness and wellbeing both within and beyond VA.

Now. Because this is an experiment, we simply do not know at this stage the sort of impact that it will have on
individual members of this team -- both positively and negatively. We understand that it is possible that in the
midst of this experiment, individuals on this team might experience feelings of "NOPE." If this turns out to be the
case for you, you have the choice to stop participating in the experiment and to return to working a regular 5-day
workweek. The only exception to this will be respecting other team member's preferences regarding No Meetings
Days. If, at any time, you would like to opt out of the experiment please connect with your Manager and we'll
activate the escape hatch. If you have any questions, please reach out to any of us on the Leadership Team. And
thank you for embarking on this experiment with us!”

At the outset of the experiment, we created a survey for staff to provide anonymous
feedback about Flowing Fridays, with plans to develop new evaluations as the
investigation continued. We also created communication messages to share with our
network, partners, and stakeholders about our experiment to explain what we were
doing, including our modified schedules.




Initial Survey
Findings

We collected qualitative and quantitative data through an ongoing staff survey to understand
the impact the experiment was having on the team. Some of our questions included:
« “When | reflect on my capacity at work over the past two weeks, my average capacity
level has been... Why did you pick that number?” (Scale of 1to 4)
« "When | reflect on my experiences of stress over the past two weeks, my average stress
level has been... Why did you pick that number?” (Scale of 1to 4)
« “When | reflect on my experiences of wellbeing over the past two weeks, | notice...”
» “Were you able to take advantage of the most recent "No Meetings" Friday and not meet
with anyone that day?”
« "What do you think made you able or unable to get everything done over the past two

weeks?"
We requested that staff complete this survey every two weeks during the experiment period.

Things We Discovered Through the
Qualitative Survey Data

o Summer is a unique time of year.

o There are several reasons why Summer, particularly July and August (the
experimental period), is a unique time of year for VA. To start, it is busier for
some staff due to many program wrap-ups and start-ups occurring in the
summer month. However, the summer tends to be slower for meetings
because staff vacations are more common, and some organizations in our
network take organization-wide summer breaks.

» Workload fluctuated independent of 4- vs. 5-day workweek.

o Staff report many factors that influenced their workload. This includes being
involved on multiple projects, catching up on work due to time away, the
fluctuating intensity of work due to project cycles, and deadlines - both of

our own making and those set by external organizations.
« Many factors impacted stress levels.
o This includes trying to meet deadlines or learning new components of a role,
external commitments such as volunteering, personal pressure to complete
a certain number of tasks, general stress, or pressure to “catch-up” when
returning from vacation.




' Quantitative Data
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Capacity ratings were the same for the first
and last week of the experiment.

i Staff Stress Level
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Average stress levels were about two across
all surveys and there was little to no change
from week one to week five.

Stress Rating
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Week 1 Week 2 Week 3 Week 4 Week 5

Work Completed

100
Work completed changed from 100% for the
4 baseline week two on average 74% for the
! experiment period.
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Week 1 Week 2 Week 4 Week 5

Veak 3

Yes %

Percentage of Staff with No Meetings on
"No Meeting Friday”

Prior to instilling the Flowing Fridays
format 50% of participants already had no
meetings on Fridays.

The percent of staff who had no meetings
on a Friday during the data collection
peaked at 100% but was on average 89% e
during this period. "

Yes %
I

Week 1 Week 2 Week 3 Week 4 Week 5
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Limitations of the
Survey Data

We recognize that our data set has multiple limitations.
« Small amount of baseline data.

o Only one week of baseline data was collected compared to four weeks of

experimental data.
« Low response rate.

o The number of participants completing the survey fluctuated between 5 and 11
people. This effect may be due in part to the temporary time students were part
of the team. Summer students participated in the initial questionnaire but their
placements ended before the last entry.

o There were also not many reminders to complete the survey biweekly.

« Extraneous factors influencing work.

o Factors mentioned include personal commitments, project wrap-up and start-up,

summer holidays and commitments, and staff's general stress levels.

Overall...

Based on the initial data, Flowing Fridays had no apparent benefit or drawback. VA's
Research and Knowledge Mobilization Coordinator recommended additional research
to understand better and gain insight into Staff's experiences beyond what the survey
targeted.

We suspected that the survey didn't provide us with a complete picture of what
transpired during the experiment, and we wanted to better understand what we were
missing.

To do so, we set up focus groups and one-on-one conversations to achieve a more

holistic picture from the Operations Team.




Operations Team
Discussions

VA’'s Research and Knowledge Mobilization Coordinator facilitated group and one-
on-one conversations with VA's operations team. The operations team consists of
all VA staff outside of the leadership team. The conversations were conducted
without the presence of leadership team members in order for participants to feel
free to speak and create a level of confidentiality for staff. The Research and
Knowledge Mobilization Coordinator created a series of guiding questions to help
gain more insight into the team’s experience of Flowing Fridays.

Sample Questions:

What are your general thoughts and feelings about Flowing Fridays? What about
specifically no-meeting Fridays? What about Day-off Fridays?

What did you like about Flowing Fridays?

What would you change about Flowing Fridays?

Looking back, did you stress level change once Flowing Fridays were instilled?
What about your capacity? Work completed? Mood?




Things We Discovered
Through the Conversations

Creating a community of care.
Staff expressed that the Flowing Fridays experiment made them feel more cared for by the leadership
team. They also said feeling more grounded in their work and our organization.

Positive energy, improved mental health, better balance.

Staff shared that they have more positive energy and a better work-life balance that encourages rest and
improves emotional and mental health. They also shared that they could enjoy the summer, and a
designated day for no meetings felt peaceful.

Too busy to fully utilized.

Some staff shared they could only partially utilize No-Meeting Fridays because of their schedule demands
(i.e. their schedule gets packed fast). It may be valuable to consider alternative stress reduction, including
encouraging breaks.

Neutral feeling about work completed.

Staff reported that they felt they did not complete more or less work during the experiment but did their
best with their time. There was not a consensus regarding the impact on productivity from staff. Some
staff mentioned there might be slightly less output based on hours. On the other hand, others reported
increased productivity.

Appreciate the time to focus on No-Meeting Fridays.

Staff expressed appreciation that No-Meeting Fridays gave them time and space to work through the day
at their own pace. They didn't feel they had to be “on" to engage with other people those days. A potential
idea from staff was to shift the framing of No-Meeting Fridays to Focus Fridays. This change would allow
staff to prioritize their work rather than having additional tasks added last minute by other folks on the
team.

Flowing Fridays as a motivator.
Staff tended to use Flowing Fridays as a carrot, making them feel less stressed and more optimistic during
the week. They liked the idea of having Fridays off and looked forward to it throughout the week.

Timing seems ideal (every other week).
Staff appreciated the day off occurring every other week rather than weekly to adapt to the shorter week.
They also stated that less frequently would seem too spread out.

Increased positive perception of VA.
After discussions with some external stakeholders, staff reported that VA's partners view the experiment
positively. Also, staff reported pride discussing with friends and family this schedule change.

Other workplace stressors impacting staff

Staff reported that monthly three-hour staff meetings combined with No-Meeting Fridays make the week
seem overwhelming. They noted it might be best for their workload management to schedule staff
meetings during full weeks if possible.

More flexibility in when to take time off

Staff appreciate Flowing Fridays' flexibility, especially when they can combine it with Lieu Time. There
was curiosity from some team members about whether there could be flexibility regarding which day of
the week they could use or a way to make it optional. Staff expressed that when they are busy, it's nice to
have five days, so it would have been beneficial to have all five workdays (especially when trying to make
a deadline), but on slower weeks, a day off can be better afforded.




Limitations of the Data
Collected from Facilitated
Conversations

Here are some components that should be taken into account when considering the data
we collected through facilitated conversations and the conclusions we made.

« Two staff members were not able to participate in the guided conversations.

o These staff did provide their feedback via email or chat after the meeting.

« While every effort was made to create a brave and safe space for the conversations, it
is possible that some team members may have felt they did not want to share their
honest thoughts in front of their peers.

o However, there was an open invitation to reach out to the lead researcher to chat
one-on-one.

Overall...

Overall, the staff appreciated Flowing Fridays. Staff expressed a variety of reasons for
this appreciation. Some team members expressed appreciation that Flowing Fridays
improved their home-life balance, and allowed for more time to enjoy life outside work.
Others team members appreciated having a specific time to focus and complete tasks
on Fridays and using Fridays off as a motivator to work efficiently. Regardless, staff
seem to generally appreciate the experiment, and noted that some minor refinements

could improve Flowing Fridays.

VOLUNTEER ALBERTA | FLOWING FRIDAYS (UN)LEARNINGS 2023




What We Heard
From Others

Throughout the experiment, VA team members often engaged in casual

conversations with family and friends, and more formal discussions with community
partners and networks about Flowing Fridays. During early conversations, the team
received lots of questions and heard uncertainty about the experiment. Many people
that VA staff spoke with professionally and personally asked for clarification about
the concept of a four-day workweek. There was a general assumption that emerged
during these conversations that a four-day work week meant the team was working
more daily hours to make up the day off, or that there would be an associated pay
cut with the time off. Once staff explained this would not be the case, there was a lot
of enthusiasm from our network about the concept and our experiment. Some staff
mentioned that this new work practice is a point of pride when speaking with family,
friends, or colleagues about VA. While the concept of the four-day workweek is a
benefit that more organizations are embracing, it still is not a commonplace practice.
As such, we understand that it offers a competitive advantage for hiring and
recruitment practices.

To garner feedback from the people, organizations, and communities we serve, we
created a formal feedback survey link shared through our e-mail signatures during
this experiment. We received some limited feedback on that platform. One
respondent shared a concern about a lack of work due to our staff completing fewer
hours. To us, this indicates a need for more communication regarding what a four-
day workweek is and what it means to our external stakeholders to improve the
understanding of our network.

During the experiment, VA's Executive Director had in-depth conversations with two
other social impact/nonprofit organization's Executive Directors. Both expressed
interest in running similar experiments in their organizations in 2023. These

conversations are a big part of what prompted the development of this document
and for us to broadly share our findings promptly.




Our (Un)Learnings
so far...

Before starting this experiment, some staff members expressed hesitancy about
participating, primarily due to concerns about workload. Many team members

expressed feeling overwhelmed by the amount of work they needed to do. They
were concerned that having one less day to work would mean less time to get the
things they needed to accomplish completed. However, once we began, team
members adjusted and found the time off and the no-meeting day in their calendars
valuable to their work-life balance, ability to focus, and overall wellbeing.

As an organization, we did not experience significant productivity drops. During the
experiment, we achieved all of our outcomes, delivered required outputs, and met all
deadlines.

We saw benefits in a few main areas, many of which are like those found by

. First, staff morale increased. Many staff reported that they felt a
sense of pride in VA when speaking about this experiment with family and friends.
Our team also reported having more energy week to week. Productivity remained
consistent week-to-week by using the Free Fridays as motivation and No Meeting
Fridays as focus time.

Team members reported that their well-being improved through increased time
spent engaging in their communities. People used the additional hours they were not
working to engage in community-based activities and volunteering. Team members
also reported the extra free time enabled them to create more time to complete life
tasks, but also -- importantly -- for rest, rejuvenation, and for things that brought

them joy. This included spending time with family, travelling, and participating in
hobbies - many of which had been dormant for years. Although the data is early, we
suspect these self-reported ways to create well-being through rest and joy will help
VA retain staff and protect against long-term burnout.



https://organizationalperformancegroup.com/publications/towards-a-four-day-workweek-the-rise-and-resistance/

What We Are
Doing Next

Based on team feedback, we are refining Flowing Fridays for additional experimentation.
At the time of writing, we are in the midst of the second iteration of our prototype (also
known as round 2 of testing) and are experimenting with some refinements. First, we
have defined and named the investigation (and its terminology) more clearly. Flowing
Fridays is the name of the overall experiment, Free Fridays are the no-working days, and
the no-meeting days are

For this round of testing, we have encouraged staff to fully embrace Focus Fridays. This
involves going beyond simply not scheduling meetings on these days, but also setting
their chats and status to "do not disturb" so they can focus on their work.

In this round of testing, we are also looking at how best to assess and measure this
experiment. We have scheduled recurring monthly meetings with the Operations Team
to have a guided conversation regarding Flowing Fridays. Still, we want to consider
other methods and indicators for success. Some initial questions we have include:
« What impact is this experiment having on the quality of our work?
« How is this experiment impacting the quality and depth of conversations we can
engage in?

Round 2 of testing will continue until June 2023. (Stay tuned for our update on our
round 2 evaluation)

Areas for Deeper (Un)learning

Of course, an experiment of this nature reveals much about our individual and
collective understandings of what and how we value things in the workplace. There's
so much we are still working to (un)learn.

Some of the questions we are holding:
« How might we value ourselves and others outside of notions of “productivity”
and the work we/they produce?
« How might we as an organization help address feelings of anxiety and negativity
that that are attached to the false standard of perfection?

« How might we (un)learn to distinguish between false urgency and true
importance?

« What is the role of rest in nourishing connections within self and with
communities?




Some Early
Inferences

Places Where This May Work

Some social impact/non-profit organizations are better suited for experimenting with a
four-day workweek than others. We know that an organization like ours is highly
privileged to have the flexibility to experiment with new ways of working. Given the

current demands on the social impact/non-profit sector, we recognize that a four-day
workweek is currently only feasible for some organizations. Front-line organizations
that provide direct services to communities might be unable to entertain the four-day
workweek concept because of the larger systems and pressures they operate within.
However, organizations that are a step or two (or more) removed from front-line
service provision often have more flexibility in how they plan and manage work and
time. We hope as more organizations start experimenting with four-day workweeks,
we will slowly begin moving systems in a direction where this structure can become
commonplace. After all, there was a time not too long ago when two-day weekends did
not exist. We hope for a day when three-day weekends become the norm.

Wrapping Up For Now

TheFlowing Fridaysexperiment is insightful and exciting for us at VA. We are
inspired to continue exploring how we can nourish staff well-being through shifting
organizational practices, rituals, and routines, and to share these (un)learnings with
our network and offer support to them on their own journeys. We wanted to share
our experience with this experiment so far to help spark conversation about how
different work structures may benefit organizations and the people who work for
them. We understand this experiment might have prompted many questions, and
we encourage you to reach out to anyone in our organization. We would be happy to
speak with you more about it. In the meantime, thanks for reading our brief. We'll

keep you posted later in 2023 with updates about Flowing Fridays.
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