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Since 2010, Leesman has had a simple mission:  
to help create better places to work.

The Leesman Index 

Leesman Workplace  
Experience respondents

Workplaces

1,567,448

10,488

575,686

124

Leesman Home  
Experience respondents

Countries

Leesman Office, data as at Q4 2025

Through our independent and 
standardised workplace experience 
assessment, we capture employee 
sentiments on how effective their work 
environments are at supporting them.

For each work environment that is 
surveyed, we calculate a unique Leesman 
Index workplace experience score (Lmi), 
with a 0-100 rating, which is then used 
to benchmark its performance against 
thousands of workplaces across the 
world – the largest database of its kind. 
This gives industry leaders the insights 
they need to make informed, data-driven 
decisions that lead to better workplace 
experience. 

But understanding the thinking behind 
the decisions shaping today’s world of 
work is equally critical. Since May 2021, 
we have regularly surveyed a broad 
group of senior Corporate Real Estate 
(CRE) leaders to explore their ‘people 
and place’ priorities. We use the 
findings of these polls to inform 
our research agenda.

This ongoing poll series highlights 
the most pressing challenges and 
opportunities facing organisations 
today. In this report, we share the 
insights from the latest poll in 
the series.
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More than ever, employee experience sits at the centre 
of real estate strategy. Yet delivery is constrained by 
multiple challenges. 

Across real estate decisions, hybrid 
policies, and market offerings, a 
persistent gap is emerging between what 
drives strategy and where focus is placed. 
This gap matters because employee 
experience shapes attraction, retention, 
performance, and organisational 
resilience. 

At the same time, commercial real 
estate itself is struggling to keep up 
with occupiers’ increasing needs and 
demands. The sector remains burdened 
by rigid lease structures, inconsistent 
service, and limited variety or 
personalisation, compounded by weak 
relationships. True experience is not an 
app or an amenity layer; it is an operating 
model that shifts real estate from 
transactions to membership, and from 
one-off deals to continuous value across 
the tenant lifecycle. Without that shift, 
even well-intentioned strategies risk 
getting diverted, creating inconsistency 
between what is promised and what is 
felt day to day.

Conducted in December 2025, our latest 
poll gathered 129 responses from global 
CRE leaders, drawing on sentiment 
data from organisations representing 
approximately 915 million sq. ft. (85 
million sq. m.) of office space. The 
respondents represent a broad range of 
sectors and global organisations. 

Based on the responses to the latest poll, 
this report explores gaps across three 
dimensions: organisational real estate 
strategy and implementation, current 
hybrid working models and the success 
of those, and the misalignment between 
occupier needs and real estate supply, 
identifying where ambition, policy, and 
reality diverge, and what it will take to 
close the distance between intent and 
experience.

Mind the gap
Proportion of responses distributed 
by industry sector

24%

Professional services

Manufacturing/engineering

Other

Financial services

Technology

Insurance

6%

6%

29%

25%

11%

Corporate Real Estate Leaders, N=129 (Q4 2025) 
Percentages may not add up to 100 due to rounding.
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Experience is  
the vision, cost  
is the reality

01 Experience is the primary goal of real estate 
strategies. But a persistent gap remains 
between expectations and reality.

While leaders overwhelmingly state  
that employee experience matters most, 
budgets and behaviours create the greatest 
barriers to execution. And when it comes to 
actual decision-making, convenience and 
cost continue to carry the greatest weight.
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Q: What are the primary goals driving your real 
estate strategy?

1 Leesman Office, Post-pandemic: N=663,109 (Q1 2022 – Q4 2025) 
2 Leesman Office, Pre-pandemic: N= 387,414 (Q1 2018 – Q4 2019)

Employee experience 
is the destination

The top priorities in real estate strategy are 
increasingly human-centred. Meaning the 
workplace is seen as an enabler of people.

When asked what goals are driving the 
organisational real estate strategy, 
‘positive employee experience’ dominates 
(84%) by a wide margin, outpacing other 
strategic goals such as ‘supporting 
organisational culture’ (68%) and ‘talent 
attraction and retention’ (66%).

Positive employee experience has long 
been a top priority. A similar question from 
our Q4 2022 CRE Poll showed that 74% of 
leaders considered it a driver of real estate 
strategy at the time. The increase in the 
latest poll suggests a growing awareness 
among leaders of the importance of 
experience. This shift is also emphasised 
by higher average Leesman workplace 
experience scores (Lmi) post-pandemic1 
(69.5) compared with pre-pandemic2 
levels (64.3), indicating that overall 
employee workplace experience has 
improved.

The number of high-performing 
workplaces, certified as Leesman+ 
buildings, has also increased. Post-
pandemic, there’s been an average 

of 50% more Leesman+ certifications 
per year than before. The average Lmi 
score of Leesman+ buildings is 77.4, 
demonstrating what happens when 
experience moves from rhetoric to reality.

Looking at the mid-tier priorities, 
‘supporting hybrid working’ (63%), 
‘ensuring flexibility and adaptability’ 
(61%), and ‘cost reduction’ (60%) sit 
side by side, highlighting a tension 
between people-centred ambitions 
and financial realities. At the bottom of 
the chart, ‘workplace diversity, equity, 
and inclusion’ ranks relatively low, cited 
by just 42% of leaders as a strategic 
driver, down from 44% in Q4 2022. This 
suggests that for many organisations, 
inclusivity remains peripheral rather than 
central to real estate decision-making: a 
missed opportunity to embed DEI more 
intentionally into workplace planning.

Our data shows that around one in five 
employees live with disabilities, long-term 
health conditions, or neurodivergence, 
yet workplaces often fail to deliver an 
experience that works for them. The 
difference between their workplace 
experience and the overall results 
highlights a persistent “inclusivity gap”.

Positive employee experience

Supporting the culture of the organisation

Talent attraction and retention

Supporting hybrid working

Ensuring flexibility and adaptability

Cost reduction

Employee wellbeing

Organisational productivity targets

Energy efficiency/sustainability goals

Sustainable occupancy levels

Workplace diversity, equity, and inclusion

Technology enablement/smart building capabilities

Other (please specify)

84%

68%

66%

63%

61%

60%

53%

50%

50%

44%

42%

35%

4%

Corporate Real Estate Leaders, N=129 (Q4 2025)

What are the primary goals driving your real estate 
strategy? (Select all that apply)
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Corporate Real Estate Leaders, N=129 (Q4 2025)

Thinking about your current office portfolio, what 
are the biggest challenges you face in delivering an 
excellent workplace experience? (Select up to 3)

Not enough budget for experience improvements

Unpredictable or uneven attendance patterns

Difficulty encouraging employees to adopt new ways of working

Office buildings don’t meet employee requirements

Misalignment between workplace strategy and business leadership priorities

Lack of effective workplace technology

Limited influence over building/landlord decisions

Low utilisation of existing amenities

Limited access to reliable data for decision-making

Limited internal support or resources

No significant challenges

Other (please specify)

35%

34%

24%

22%

22%

14%

14%

14%

14%

12%

4%

17%

Q: Thinking about your current office portfolio, 
what are the biggest challenges you face in 
delivering an excellent workplace experience?

Budget and behaviours 
are the biggest barriers

Employee experience may sit at the 
top of the strategic agenda, but 
delivering a great experience is far 
from straightforward. Many things 
can - and do - go wrong.

Respondents were asked to select 
up to three challenges that they face 
in delivering an excellent workplace 
experience. While only 4% 
of leaders reported having no 
significant challenges, nearly half 
of the respondents (47%) selected 
the maximum three, highlighting 
the complexity of delivering a great 
workplace experience in practice. 

So, if you’re struggling, know that 
you’re not alone.

The most frequently cited challenges 
are insufficient budget for experience 
improvements (35%) and 
‘unpredictable or uneven attendance 
patterns’ (34%). These are followed by 
resistance to new ways of working (24%), 
buildings that fail to meet employee 
needs (22%), and ‘misalignment 
between workplace strategy and 
business leadership priorities’ (22%). 

The result is a clear execution gap: 
ambition is high, but the conditions 
required to deliver are not yet in place. 
Budgets form strict boundaries within 
which real estate teams must operate 
while human behaviours create a 
different set of challenges that need 
navigating. It may seem straightforward 
to deliver great experience, but the 
reality is less linear.
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Corporate Real Estate Leaders, N=129 (Q4 2025)

When selecting a new office or site, which factors 
matter most? (Select up to 3)

Sustainability and energy efficiency performance

Location and accessibility for employees and clients

Cost and total occupancy expenses

Alignment with long-term workplace strategy

Employee satisfaction and experience potential

Flexible lease terms

Building condition, maintenance, and reliability

Flexibility for future use, reconfiguration, or expansion

Brand image and prestige of the building or owner

Existing relationship or history with the building owner

Other (please specify)

74%

67%

33%

27%

25%

22%

20%

18%

2%

0%

3%

Q: When selecting a new office or site, 
which factors matter most? 

Convenience and cost 
drive location choice

When selecting new offices, leaders 
prioritise ‘location and accessibility 
for employees and clients’ (74%) 
and ‘cost and total occupancy 
expenses’ (67%) above all else. By 
contrast, factors more directly linked 
to the employee experience, such as 
‘employee satisfaction and experience 
potential’ (27%), carry far less weight. 
This imbalance exposes a clear 
disconnect between the previously 
seen experience-led ambition and the 
investment decisions that ultimately 
shape the workplace.

At the bottom of the list, ‘brand image 
and prestige of the building or owner’ 
is considered important by just 2% 
of leaders, while none reported that 
existing relationships with building 
owners influence their location 
decisions.

For landlords, it’s a clear signal that 
change is needed. Given the apparent 
lack of loyalty towards landlords at 
present, stronger relationships and 
more meaningful communication with 
occupiers will become increasingly 
important and could offer a 
competitive advantage in a challenging 
market. As the nature of work evolves,  
so too must the way landlords engage 
with their tenants.

of CRE leaders agree that employee 
satisfaction and experience potential 
matters the most27%
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With employee experience now positioned 
as the primary strategic goal, hybrid working 
has become the default operating model 
shaping how that experience is delivered.

Clear norms have emerged around office 
attendance, most commonly three days per 
week, with organisation-wide mandates now 
being the prevailing approach. 

Yet beneath this apparent stability, 
confidence remains fragile. Most real estate 
leaders admit they have only somewhat 
found the right balance and still see clear 
room for improvement.

So even though hybrid approaches have 
settled, the challenges remain. Many 
organisations appear to have settled into 
a “good enough” equilibrium, prioritising 
consistency and predictability over 
experimentation or meaningful evolution 
in how hybrid work is designed and 
experienced.

Loss of 
momentum

02
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‘Our employees are  
always office-based’

‘We have a hybrid model’ ‘Our employees  
are always remote’

2% 98% 0%

Employees have full choice

Decisions are made at local or business unit/team level

There is an organisation-wide mandate to work in the office a certain number of days 
per week/month

10%

12%

6%

5%

5%

50%

50%

49%

39%

39%

33%

34%
45%

57%

57%

Q1 2022 responses Q4 2022 responses Q1 2024 responses

Q4 2024 responses Q4 2025 responses

Corporate Real Estate Leaders, N=125 (Q1 2022); N=101 (Q4 2022); N=110 (Q1 2024); N=132 (Q4 2024); 
N=129 (Q4 2025) Percentages may not add up to 100 due to rounding.

Q: What’s your organisation’s approach to 
hybrid work and office attendance? 

Q: Where do your employees work?

Hybrid policy has stabilised

Nearly every organisation has embraced 
hybrid, at least in principle. Of the CRE 
leaders who responded to the poll, 98% 
said that they have a hybrid model.

Approaches to hybrid work remain 
completely unchanged from a year ago. 
Just like in our previous poll, 57% of 
leaders report an organisation-wide 
mandate requiring employees to attend 
the office a set number of days per 
week or month, while 39% report that 
decisions are made at a team level, and 
only 5% give employees full choice.

Taken together, the data confirms a 
clear preference for mandates, but 
not a return to pre-pandemic norms. 
Fully office-based work remains 
rare, indicating that attendance 
requirements now operate firmly 
within a hybrid model rather than 
signalling a shift back to the office.

Overall, organisations appear to have 
settled on their chosen approach. With 
minimal change over the past year, 
office attendance is no longer an active 
area of experimentation but a managed, 
stabilised policy.

What’s your organisation’s approach to hybrid 
work and office attendance?

1716  |  Mind the gap – CRE Leaders Poll 2026



Corporate Real Estate Leaders, N=132 (Q4 2024); N=129 (Q4 2025) 
Percentages may not add up to 100 due to rounding.

How often are your employees expected 
to work in the office?

5%

48%

20%
18%

1%

21%
24%

0%

50%

5 days  
per week

4 days  
per week

3 days  
per week

2 days  
per week

1 day  
per week

Other

4%
6%

3%

Q: How often are your employees expected 
to work in the office?

The three-day rule

Among organisations with an office 
attendance mandate, half require 
employees to be in the office three days 
per week, while 18% expect two days 
per week. Just 3% mandate full-time 
office attendance. These patterns closely 
mirror results from the previous poll, 
reinforcing that there has been little 
change in attendance expectations.

A further 24% selected “other,” citing 
arrangements such as “10 days per 
month,” “2.5 days per week,” or “a 
maximum of 50% remote work.” While 
expressed differently, most of these 
approaches still translate to the 
equivalent of approximately two 
to three days per week. 

Q4 2024 responses Q4 2025 responses
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As a real estate leader, do you think your organisation 
has found the right approach to hybrid work and office 
attendance?

Corporate Real Estate Leaders, N=129 (Q4 2025)

No – our current approach needs a major revision

Somewhat – our current approach  
still needs some improvement

Yes – our current approach works for us

5%

35%

60%

Q: As a real estate leader, do you think your 
organisation has found the right approach to 
hybrid work and office attendance?

Hybrid progress has stalled

Despite established working models and 
attendance policies, confidence in the 
chosen approach remains limited: 60% 
of leaders report that they have only 
somewhat found the right balance and 
see a clear need for further refinement, 
while only 35% express full confidence in 
their current approach. 

This represents only a marginal 
increase from 31% in last year’s poll, 
suggesting that progress has been 
modest. A further 5% indicate that their 
organisation’s model requires major 
revision.

So, while most leaders recognise that 
improvement is needed, working models 
and attendance policies have remained 
largely unchanged over the past year.  
Many organisations appear to be 
operating in a state of cautious stability, 
aware of the shortcomings but either 
reluctant or unsure how to make  
meaningful adjustments.
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The  
experience  
gap

03 The desire to adjust portfolios remains,  
but flexibility and landlord engagement lag.

Occupiers are clear about what they need: 
greater flexibility, stronger support for hybrid 
work, and a more experience-led approach. 
Yet the commercial real estate market  
is struggling to keep pace. 

Flexibility of space and lease terms stands 
out as the largest unmet need, reinforced by 
ongoing footprint reductions and cautious 
future planning that signal optimisation. 

But perhaps the biggest elephant in  
the room is how occupiers rate property 
owners. While many landlords are beginning 
to engage in dialogue, few are seen as truly 
active or progressive partners. The gap is no 
longer just about buildings, amenities and 
services, but also about relationships.
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Looking ahead to the next 18 months, 
expectations largely mirror recent 
experience. Nearly half of leaders  
(48%) anticipate further reductions, 
17% plan to increase their footprint, 
and around 30% expect no change. 
Rather than signalling a shift in direction, 
these projections suggest continuity, 
an extension of the same pattern of 
adjustment.

Corporate Real Estate Leaders, N=129 (Q4 2025) 
Percentages may not add up to 100 due to rounding. Corporate Real Estate Leaders, N=129 (Q4 2025)

Respondents who reported that 
their organisation has either already 
downsized their real estate footprint,  
is planning to, or both

65%

Overall, how has your real estate footprint changed in the last 18 months? Overall, how will your real estate footprint change over the next 18 months?

1% 44%12% 17%
There has been a 
major reduction 
(by more than 50%)

There has been 
a considerable 
reduction  
(by 25-50%)

There has been  
a minor reduction  
(by less than 25%)

Our footprint has 
remained pretty 
much the same

Our real estate 
footprint has 
increased

27% 0% 6% 5%42% 17%
There will  
be a major 
reduction (by 
more than 
50%) 

There will be  
a considerable 
reduction  
(by 25-50%)

There will be  
a minor 

reduction (by 
less than 25%)

Our real estate 
footprint will 
remain pretty 
much the same

No decision  
has been  
made yet

We are 
planning to 
increase our 
real estate 
footprint

30%

Q: Overall, how has your real estate footprint changed 
in the last 18 months?

Q: Overall, how will your real estate footprint change  
over the next 18 months?

Cautious reduction 
continues

Building on the finding that flexibility of 
space and lease terms represents the 
market’s largest gap, recent footprint 
changes make that tension tangible. 57% 
of leaders report having reduced their 
office footprint in the last 18 months, 
predominantly through modest 
reductions (44%), with a further 
12% making more substantial cuts 
of 25–50% and 1% reporting major 
reductions by more than 50%.

At the same time, 17% have expanded 
their footprint. Taken together, 
these movements reflect an ongoing 
recalibration, as occupiers continually 
adjust space to fit evolving ways of 
working, reinforcing the growing demand 
for greater flexibility from landlords and 
the wider market.
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Corporate Real Estate Leaders, N=129 (Q4 2025)

Flexibility of space and lease terms

Alignment with hybrid work and evolving employee needs

Relevant, updated amenities that employees actually use

Service quality and day-to-day responsiveness

Other (please specify)

Digital tools, data, and connectivity

48%

20%

17%

6%

3%

6%

Q: Where do you see the biggest gap between what the 
commercial real estate market currently offers and what 
you need as an occupier? 

Flexibility is the market’s 
defining failure

When asked to identify the most 
significant mismatch between market 
offerings and occupier needs, a lack  
of flexibility stands out. 

Nearly half of occupiers (48%) identify 
‘flexibility of space and lease terms’ 
as the largest gap between what the 
commercial real estate market currently  
offers and what they need.

Comparing this with earlier findings on 
footprint reductions and site selection 
priorities, it implies that while flexibility 
in lease terms and space is currently 
needed to enable planned space 
reductions, it remains a lower priority 
than others when selecting new offices.

The other gaps respondents identified 
were misalignment with hybrid work 
and evolving employee needs (20%) 
and a lack of relevant amenities (17%). 
Together, these responses indicate that 
the commercial real estate market  
is struggling to keep pace with 
organisational change and shifting 
workplace expectations. It is therefore a 
clear signal that property owners  
need a deeper understanding of their 
clients’ needs, built through continuous 
engagement throughout the entire 
tenant lifecycle.

Where do you see the biggest gap between what the 
commercial real estate market currently offers and 
what you need as an occupier?
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Corporate Real Estate Leaders, N=129 (Q4 2025)

How would you describe the level of effort you see 
from property owners and managers to understand 
and support occupant needs?

Progressive - 
consistently 
collaborate to 
enhance the  
overall 
workplace 
experienceActive -  

regularly seek 
to align offers 
with occupier 
priorities

Developing - 
beginning to 
show interest 
and engage in 
dialogue

Basic - 
acknowledge 
tenant needs  
but take minimal 
initiative

Limited -  
primarily focused 
on leasing 
transactions

28%

46%

8%

2%

16%

Q: How would you describe the level of effort you see 
from property owners and managers to understand 
and support occupant needs?

Landlords are being 
left behind

When asked about the level of effort seen 
from property owners and managers, 
the responses are somewhat harsh. 
Only one in ten classify landlords 
as either ‘active’ or ‘progressive’ in 
truly understanding and supporting 
occupier needs, exposing a significant 
gap between expectation and 
execution. Employee expectations  
shifted significantly after the pandemic, 
forcing employers to prioritise employee 
experience, but landlords do not seem to 
have reacted accordingly. 

Nearly half of occupiers (46%) describe 
property owners as ‘developing’ in their 
efforts, beginning to show interest and 
engage in dialogue. Almost as many 
(44%), however, describe landlord 
efforts as ‘basic’ or ‘limited’. 

This experience gap carries meaningful 
long-term risk. As occupiers continue to 
recalibrate their footprints, prioritise 
flexibility, and place greater emphasis 
on employee experience, landlords 
who fail to deeply understand and 
respond to tenant needs risk falling  
out of alignment with market demand. 

For individual property owners, 
this disconnect can translate into 
weaker occupancy, shorter lease 
commitments, and increased churn, 
as occupiers gravitate toward assets 
and partners that actively support 
their evolving workplace strategies. 
In a market defined by choice and 
uncertainty, understanding occupier 
experience is no longer a “nice to have”;  
it is becoming a critical driver of asset 
relevance and resilience.
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Q: Thinking about your workplace strategy, 
what is your biggest priority for 2026?

Looking ahead — 
what needs to change

The results of this open-ended question highlight three 
dominant workplace strategy priorities for 2026.

Cost efficiency & rightsizing is the most common theme, 
emphasising alignment of footprint and spend with actual 
demand: “Rightsizing our footprints, making adjustments to 
our spaces which align with how we are actually working.”

Workplace experience & wellbeing reflects the need 
to make offices destinations that support productivity and 
culture: “Ensuring that all of our offices provide our people 
with a seamless experience and make them feel valued.”

Occupancy optimisation & hybrid utilisation focuses 
on managing uneven attendance and maximising ROI: 
“Maximising space efficiency and managing the Tues / Wed / 
Thur peaks.”
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The findings of our most recent CRE poll reveal a market 
that has stabilised operationally but remains misaligned 
strategically and experientially. Across priorities, policies, 
and portfolios, organisations have settled into workable 
patterns, yet few believe those patterns are optimal.

Closing the gap

Employee experience dominates the 
strategic narrative, but execution falls 
short. Budget constraints, misaligned 
buildings, and limited landlord action 
expose a persistent gap between 
expectation and reality. Experience is 
talked about more than it is built into 
decisions. Delivery remains difficult, but 
not impossible.

Hybrid work has moved from 
experimentation to a mandate-led 
equilibrium. Three days in the office  
is the default, and attendance models 
have plateaued. Confidence, however, 
has not followed. Most leaders 
acknowledge the need for improvement 
but show little appetite for meaningful 
change.

Flexibility remains the market’s critical 
failure point, along with landlords’ lack 
of proactive efforts to truly partner 
with their clients. Occupiers continue  
to recalibrate their footprints through 
cautious reduction, yet flexible space 
and lease terms remain scarce. 
Without greater communication and 
alignment between occupier needs 
and market response, today’s stability 
risks hardening into long-term 
underperformance.

Now is the time to mind the gap, but 
more importantly, act on it: the next 
phase of workplace strategy will be 
defined by those who close the distance 
between ambition and reality. 
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Our purpose is to drive economic  
prosperity in cities by transforming CRE  
into an experiential platform for growth.

HqO is leading the transformation of  
the way people experience real estate  
by converging data, technology, and  
the customer. Empowering data-driven 
strategies and real estate decisions,  
we’re redefining the way people 
experience space, and in turn, helping to 
create vibrant, engaging communities.

Leesman
Chancery House 
53-64 Chancery Lane 
London, WC2A 1QS

leesmanindex.com
  
+44 (0)20 3239 5980  
connect@leesmanindex.com

Since 2010, we have equipped 
organisations globally with the data 
and insights necessary to help their 
leaders build environments that deliver 
outstanding employee experience  
and drive corporate outcomes.
 
Get in touch to find out how our experts  
can arm you with the data that will inform 
your future hybrid working strategies.

We help create better places to work


