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Abstract — The extensive adoption of hybrid working models has had a profound impact on organizational architecture and the
employer-employee relationship, creating both opportunities and obstacles in workforce management. In this paper, the
influence of different levels of hybrid work intensity on employee engagement, retention, and productivity is assessed using a
mixed methods approach involving experimental studies, survey data, and a case study. Results of a randomized field experiment
conducted on 148 professionals reveal that medium-intensity hybrid work — about two days at the office per week — results in
higher job satisfaction, better work-life balance, and preserved or improved productivity. At the same time, rigid policies of
return to the office have been shown to result in lower engagement and higher turnover, and fully remote working environments
tend to lack innovation. The results confirm that hybrid design, transformational leadership, and deliberate flexibility act as
important mediating factors necessary for obtaining optimal results.
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l. INTRODUCTION

COVID-19 has completely transformed the dynamics of
workplaces and has pushed for a more hybrid approach of
working [1][4][9]. By 2025, 42% of firms have shifted
towards hybrid approaches of working, compared to just
20% in 2023, indicating the permanent nature of this shift
[11[4]1[9]. Though hybrid work provides flexibility and
autonomy, its success in the long term will depend on
conscious efforts from the leadership of the organization in
building trust, psychological relatedness and motivation in
digital contexts [1][5][6].

It is a paradox for organizations, as hybrid working
provides many advantages to the employees, which could
lead to better satisfaction and retention rate [1][8][10]. As
seen through research conducted on the Indian IT sector,
43.3% of professionals prefer the hybrid model while 40%
of professionals preferred remote working [8]. Only 16.7%
preferred in-office working [8]. Remote employees have
the highest productivity mean of 8.2 and job satisfaction of
7.8, followed by hybrid workers and in-office workers [8].
The hybrid model has the risk of creating disconnectedness,
reduced spontaneity in collaborations and lack of a sense of
belonging among the team members [1][5][7].

The challenges faced by managers are measurable and real
[11[2][4]. According to a report released by the Microsoft
Work Trend Index, 85 percent of Indian employees feel

isolated from their remote colleagues [1]. Due to the
proximity bias, in-office employees get 25 percent more
face time with leaders, whereas remote employees feel that
they are invisible during promotions and assignments to
projects [1]. A 2023 Gallup report indicated that 23 percent
of hybrid employees are engaged with their jobs [1].
Moreover, in a 2023 internal review conducted at Cisco, it
was found that the number of cross-functional innovation
projects had been reduced during its remote period from
2020 to 2022, as well as the promotion rate for junior
employees was decreased due to the inability of managers
to evaluate soft skills through remote work [1].

Despite all these challenges, some companies force their
employees to return to office work full time [1][4][9].
However, such an approach is usually counterproductive, as
shown in the case of JPMorgan Chase, where in 2023, when
mandates were forced, there was a decrease in employee
engagement, higher levels of attrition, and lower
productivity in non-client facing teams [1].

This study seeks to resolve these issues through an
examination of the causal effect of hybrid work systems on
employee engagement, retention and organizational
productivity [1][5][8]. Using experimental data, surveys,
and case studies, it analyzes the effect of different levels of
hybridity on employee outcomes [1][7][8]. The study is
based on three main research questions:
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« What level of hybrid intensity maximizes engagement
and satisfaction of employees? [1][7][8]

» What are the mediators of hybrid work success in terms
of leadership? [5][6][10]

» Which policy design factors distinguish successful
hybrid practices from non-successful ones? [1][4][9]

This study adds to the literature on hybrid work
effectiveness by offering empirical findings on the optimal
hybrid intensity, mediators of employee engagement and
retention, and recommendations for policy makers
[1][5][8]. Specifically, findings from a field experiment
involving 148 professional workers at BRAC, a large
international NGO, offer causal evidence on how many
required days in office per week affect job satisfaction and
employee productivity [1]. In addition, there will be survey
data involving 300 IT professionals working under 5 hybrid
schemes and case studies of 3 large financial service
companies from 2022 to 2025 [1][8][9].

Structure of the paper: Section 2 provides a literature survey
focusing on effectiveness of hybrid work, leadership
aspects and Generation Z [1][5][6]. Section 3 provides a
detailed explanation of the proposed methodology. Section
4 includes quantitative analysis and discussion along with
figures [1][7][8]. Section 5 provides conclusions and
recommendations.

Il. LITERATURE SURVEY

With the quick adoption of hybrid working by
organizations, many studies have been conducted on how
hybrid working affects the engagement and retention of
employees as well as the productivity of organizations
[1][5][8]. This review will explore some recent studies
within three related areas: hybrid working effectiveness and
employee performance, leadership and organizational
culture impact, and Generation Z issues [1][5][6][8].

The latest studies have brought about causal insight into the
effects of hybrid work intensity on worker performance
[1][7]. In a randomized nine-week study involving 148
professional workers at BRAC, a major global NGO based
in Bangladesh, it was examined if the number of mandatory
days to be worked by employees in the office influences job
satisfaction and worker performance [1]. It was found that
medium hybrid working conditions—around two days
spent in the office weekly—had a significant positive effect
on the well-being of the workers, with participants reporting
higher job satisfaction, better work-life balance, and lesser
isolation than those who were primarily working from
home or in the office [1]. No decline in the performance of
the employees was reported by the managers in medium
hybrid working conditions, and even slight improvements
in performance in terms of creativity and quality of work
was seen, particularly among the managers [1].

A simulation study based on agent modeling of the decision
process of employees in hybrid work settings has
demonstrated tradeoffs between flexibility, productivity,
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work-life balance, and innovation [7]. It was found out that
flexible policies in hybrid work increase work-life balance
and facilitate the regular attendance at the office but
negatively impact the level of innovation because they limit
face-to-face interactions [7]. In turn, mandatory in-office
policies stimulate innovation but decrease employee
independence and in-office attendance on non-mandatory
days [7]. These results demonstrate trade-offs that
organizations should be ready to address when developing
hybrid work policies [7].

Quantitative data related to the work preferences of
employees can be obtained through survey research in the
Indian IT sector [8]. Research based on the data provided
by 300 IT specialists indicated their high preference for
hybrid (43.3%) and remote (40%) work modes compared to
traditional in-office mode (16.7%) [8]. Remote workers had
the highest productivity (8.2) and satisfaction from the job
(7.8) [8]. A statistically significant difference in
productivity among different work modes (p = 0.042)
demonstrates the importance of work modes for employees

[8].

Employee turnover in the Indian IT industry was studied by
investigating different hybrid work models and their
influence on employee retention [8]. The study conducted
on 300 IT workers in five different hybrid work models
showed that complete and flexible work-from-home lead to
high satisfaction levels and low attrition intentions, whereas
three-day ~ work-from-home is  associated  with
dissatisfaction and higher stress levels [8]. ANOVA results
showed that there were significant differences between
attrition intentions depending on the hybrid work model [8].
This stresses the importance of well-developed hybrid
models in order to improve employee retention [8].

Transformational leadership has come out as an essential
mediator of hybrid work success [5][10]. A qualitative
research design with a case study approach on leadership
practices among hybrid and technology-enabled
organizations revealed that transformational leadership
practices especially the vision articulation, empathy,
empowerment, and intentional communication play an
important role in dealing with the relationship and
motivation issues that emerge with hybrid working [5]. The
employee engagement is one of the key mechanisms that
mediate  between the leadership practices and
organizational success as it enables sustained productivity,
collaboration, innovation, and organizational resilience [5].
Trust and psychological safety are some of the key
engagement requirements [5].

The influence of digital leadership in the relationship
between flexible working arrangements and retention has
been analyzed using structural equation modeling [10]. It
was revealed that flexible work arrangements may lead to
retention, yet only when combined with effective digital
leadership [10]. Effective digital transformation leaders
increase employees' engagement, performance, learning,
and creativity, while innovations enhance the influence of
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digital leadership on retention through promoting creativity
and adaptability of employees [10].

Literature on implementing hybrid work arrangement
stresses the importance of intentional approach [1][4][9]. It
is found that in unstructured environments, individuals tend
to overestimate the frequency of their interaction in the
office, and thus, the value of the advice, creativity, and
information exchange is also ambiguous [1]. Hybrid work
arrangements presuppose the creation of standard office
days to ensure overlaps, meaningful meetings to make the
most of interactions, workspaces designed for
collaboration, and overcoming of proximity bias as more
visible workers get promoted faster [1][4].

A study done longitudinally between 2022 and 2025 on
employees working in three large financial services
organizations shows that employees have higher fluidity of
preferences under hybrid policies than those under back-to-
office and full-remote policies [9]. Although the number of
employees approving hybrid work increased from 44% to
63%, only half of them retained their preference for hybrid
work [9]. While the other half preferred working in office
or remotely due to the benefits of working in teams or child
care, respectively [9]. This is attributed to something known
as "paradox management fatigue" which involves
adaptation to the needs of hybrid work [9].

Systematic literature review on the effectiveness of hybrid
work arrangements for Generation Z workers reviewed 13
articles covering the period from 2021 to 2026 [6]. It was
found that hybrid work has a positive effect on such aspects
as retention, work-life balance, engagement, well-being,
and job satisfaction when used flexibly, with autonomy and
leadership support [6]. Flexibility at work and hybrid work
were identified as the two major factors, followed by
leadership and organizational culture [6]. The study adds to
Self-Determination Theory and the Job Demands-
Resources model by emphasizing autonomy perceptions
and demands in a digital context [6]. In practical terms,
organizations need to create an inclusive work environment

[6].
I11. PROPOSED METHODOLOGY

This research adopts a mixed methods approach to research
design by incorporating experimental results, surveys, and
the case study methodology in order to evaluate the effects
of hybrid work environments on employee engagement,
retention, and productivity within organizations.

Research Design and Data Sources

Experimental Approach: The key experimental evidence
is taken from a nine-week randomized experiment done
with 148 professional workers in BRAC, a large global
NGO based in Bangladesh. Office attendance is assigned
randomly to workers and kept secret from them to reduce
behavioral biases. There was a very high level of
compliance and the use of the organizational setting in a
lower middle-income country improves external validity.
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The key questions answered by the experiment were about
the effect of number of days working in-office per week on
job satisfaction and worker performance.

Survey Component: The survey data has been collected
from 300 IT professionals in India using five different
hybrid models of working. The structured questionnaire
covered variables such as satisfaction levels, work-life
balance, productivity, and intention to switch jobs. Modes
of work have been defined as remote, hybrid, and office
work, where productivity and satisfaction have been
measured on standard scales. Analysis of variance
(ANOVA) technique has been used to determine the
significance of differences in attrition intent and
productivity in different modes of work.

Case Study Component: A longitudinal case study has
been conducted on employees working in three large
companies belonging to the financial services sector from
2022 to 2025. One company had opted for total back-to-the-
office, one company had opted for total remote work, and
the other one had a hybrid work model. Employee
preference has been assessed over time at multiple intervals.

Analytical Framework

The analytic framework looks into four critical variables of
outcomes, which include employee engagement, retention,
productivity, and innovation potential. Employee
engagement will be determined using job satisfaction score,
work-life balance and level of isolation among employees.
Employee retention will be determined using intentions to
attrition and turnover rates.

Productivity will be evaluated by manager's assessment and
self-perceived productivity while innovation potential will
be evaluated using cross functional project collaboration
measures.

This framework uses the comparative analysis framework
where outcomes are analyzed across varying hybrid
intensities. They include mostly remote (0-1 in-office day),
intermediate hybrid (2-3 in office days), mostly in office (4-
5 in office days) and full office (5 days).

B S B N s
; ) @; :v il ——

8 ot AN i R P

= = |BEF Lg—

. T . ot

Figure 1: Research Design and Analytical Framework

Diagram illustrating a mixed-methods research approach
where three types of data collection (experiment, survey,
case study) lead to four outcome measures (engagement,
retention, productivity, innovation). This model explains
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how comparison between different levels of hybridity is
done in terms of mediation through leadership and design
intent.

Variables and Measurement

Independent Variables: The main independent variable is
hybrid work intensity, which will be defined as the number
of days per week an employee must come to the office.
Additional independent variables are leadership style
(transformational versus transactional), policy nature
(flexible versus mandatory), and company culture
(autonomy versus control).

Dependent Variables: Engagement is measured via job
satisfaction (1-10 scale), work-life balance, and isolation
indicators. Retention is measured using attrition intention
(Likert scale) and turnover rate. Perceived productivity is
measured through self-assessment (1-10 scale) and
assessment by managers. Innovation potential is measured
through cross-department projects and collaboration.
Mediating Variables: The behaviors associated with
transformational leadership  (vision communication,
empathy, empowerment, intentional communication) will
be considered as mediating factors. Trust and psychological
safety are examined as engagement enabling conditions.
Digital leadership skills are considered as mediators in
retention outcomes.

Figure 2: Variable Relationships and Hypothesized
Mediation Model

Path diagram showing the relationship between hybrid
work intensity, mediating  variables such as
transformational leadership, psychological safety, and
digital leadership, and outcome variables like engagement,
retention, productivity, and innovation.

Procedures for Data Analysis

The quantitative data collected through the experiment and
survey will be subjected to descriptive statistics, ANOVA,
and regression analysis. For the experimental data, we will
use intention-to-treat analysis to retain the gains from
randomization. For the survey data, ANOVA will be used
to examine differences in outcomes for work modes.
Thematic analysis will be used to analyze case study data
and detect patterns in preference development and policy
effectiveness.
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Ethical Considerations

Data used from all sources in this paper have been taken
from studies which received Institutional Review Board
approvals. Confidentiality of participants is ensured
through the anonymization of data presented. This study
follows ethical guidelines in respect of secondary data
analysis and does not involve contact with any human
subjects.

IV. ANALYSIS AND DISCUSSION

Optimal Hybrid Intensity and Employee Engagement

The empirical evidence clearly establishes that there is a
correlation between the intensity of hybrid work and
engagement among employees. Those employees who
work two days at the office each week exhibited much
higher levels of job satisfaction, better work-life balance,
and lower instances of feeling isolated than those who
worked remotely or predominantly in offices.
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Figure 3: Job Satisfaction Scores by Hybrid Work Intensity

Bar graph with job satisfaction ratings on a scale of 1 to 10
for four different hybrid intensity levels: mostly remote (0-
1 office days per week), intermediate hybrid (2-3 office
days per week), mostly office (4-5 office days per week),
and only office days. The intermediate hybrid intensity
level demonstrates the highest job satisfaction ratings
(about 8.2), significantly beating both extremes in terms of
satisfaction. Error bars represent standard deviation, and the
intermediate group displays the lowest deviation.

According to the data above, intermediate hybrid intensity
provides a job satisfaction rating that is about 18-22%
higher than in the case of mostly remote or mostly office
work schedules. In accordance with this result, the findings
obtained during the agent-based simulation prove that
flexible work policies improve the work-life balance of
employees without disrupting attendance at the workplace
throughout the week. However, according to the simulation
findings, there is a tradeoff, namely, that flexible work
policies might lower innovation due to less interaction
among employees.

Page-4



Wark L ifs Nalance Scure

<M

| |
Maats Hovmbe Vietorats Wytad Magh b Fuln (o ty
101 ey i) 123 duys b wieny e U] 19 oy b aiew

Myheld Intessity

Figure 4: Work-Life Balance and Isolation Scores by
Hybrid Intensity

A dual-axis graph indicating work-life balance score on the
left vertical axis (scale 1-10) and isolation index score on
the right vertical axis (scale 1-10) for various levels of
hybrid intensity. The work-life balance score is the highest
for the moderate hybrid (2-3 days in-office) with an
approximate value of 8.4, decreasing on both ends. The
isolation score is the lowest for the moderate hybrid with an

International Journal of Advanced Trends in Multidisciplinary Research

ISSN: 3139-0986, VVolume 2 Issue 7
July 2026, PP 1-7

approximate value of 2.1, increasing up to 4.5 for mostly
remote and 3.8 for fully in-office.

The longitudinal data from the case study is insightful in
this respect. Even though the percentage of approval ratings
for the hybrid work system went up from 44% to 63% in
three years, only 50% of people who were previously
interested in the hybrid model remained the same. Another
50% changed their opinion, being more inclined to prefer
either fully in-office or fully remote work due to the benefit
of cooperation or personal convenience. This phenomenon
occurs due to "paradox management fatigue," which is an
exhaustion from constant adaptation to paradoxes of hybrid
work.

Retention and Attrition Intentions

Attrition intentions of 300 IT employees show variations
based on the type of hybrid model adopted. The complete
work-from-home and flexible work-from-home models
yield higher job satisfaction levels, whereas the three-day
work-from-home model brings dissatisfaction and causes
stress among employees. Analysis of variance showed that
there were statistical differences in attrition intentions
between hybrid models.

Table 1: Comparative Analysis of Hybrid Work Models on Employee Outcomes

Hybrid Work Model Engagement Score Retention Rate Productivity Score Innovation Index
Flexible WFH (0-1 7.6 92% 8.2 6.8
day)

Intermediate Hybrid 9

(2-3 days) 82 8% "9 "
Structured Hybrid (2- 85 91% 8.1 8.1
3 days)

Mostly In-Office (4-5 7.2 84% 7.4 8.3
days)

Fully In-Office (5 6.8 79% 7.1 8.5
days)

Scores on a scale of 1-10. Retention rates — attrition
intention. Innovation index - number of participations in
cross-functional projects.

Based on the analysis, one can see that the structured hybrid
approach (2-3 working days in office) provides the best
scores in terms of all indicators: high engagement (8.5),
retention (91%), productivity (8.5), and innovation (8.1).
This finding proves the necessity of intentional design
(setting up office days, organizing meetings, designing
collaborative spaces).

It is clear from these results that leadership plays a
mediating role. Studies have shown that a flexible work
model could lead to increased retention rates, but only in

cases of effective digital leadership. In other words,
proactive digital transformation leaders help their
employees become more engaged, perform better, learn
more, and be creative.

Productivity and Performance Implications

The findings of the BRAC field experiment show that in
cases where there was an intermediate type of schedule
involving both working from home and at the office, there
were no decreases in the employees' performance based on
the managers' assessments. In fact, there were some
improvements, particularly for managers, in creativity and
quality of work. But extreme options offered no advantage
over the intermediate one.
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Figure 5: Perceived Productivity by Work Mode

Graph presenting mean perceived productivity ratings on a
scale of 1 to 10 for different work modes. Those working
remotely perceive themselves to be the most productive
(8.2), followed by those using a hybrid work mode (7.9),
and finally in-office workers (7.4). The difference is
statistically significant (p=0.042). Error bars represent 95%
confidence interval. Graph based on survey responses of
300 IT professionals.

Additional insight into the productivity issue can be gained
via the agent-based simulation. The research shows that
workplace productivity differs greatly between people
because some people need less distractions and greater
focus that the home environment allows, whereas others
require a more structured environment of an office to
remain productive. Moreover, individual personality traits
are responsible for different perceptions; introverts feel
comfortable and productive in remote conditions, whereas
extroverts need office environment full of social
interaction.

The tradeoff involved in innovation is very relevant. From
the simulation conducted using the agent-based approach,
hybrid flexible models can have negative impacts on
innovation because of reduced personal interactions,
whereas the mandate for certain days to be spent in the
office leads to innovation potential. This is corroborated by
the Cisco internal report showing a reduction in innovation
projects across functions in remote periods, where the
remote engineers had fewer interactions spontaneously.
However, the hybrid model can counteract the above by
facilitating collaboration.

Leadership and Intentional Critical
Mediators

The analysis proves that leadership and design play an
important role as mediators in terms of hybrid work
efficiency. The behaviors associated with transformational
leadership, including vision articulation, empathy,
empowering people, and intentional communication, are
crucial for solving the issues related to the relationship and
motivation aspects of hybrid work. The engagement of
employees plays the role of an important mediating variable
in the process of impacting organizational efficiency.

Design as
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Figure 6: Mediating Role of Leadership in Hybrid Work
Outcomes

Figure describing how the mediator of transformational
leadership impacts the association between hybrid working
arrangement and employee well-being outcomes. The
figure describes direct effects (hybrid -> engagement =
0.35, hybrid -> productivity = 0.28), and indirect effects via
leadership (hybrid -> leadership -> engagement = 0.42,
hybrid -> leadership -> productivity = 0.38). Indirect effects
are greater than direct effects, which suggests that
mediation is robust. All path coefficients are significant at
p<0.01.

The trust and psychological safety of workers are
considered basic conditions of employee engagement,
allowing individuals to deal with uncertainties that come
with hybrid models. The implementation suggestions
derived from the analysis are as follows: having common
office days to ensure team presence, scheduling effective
meetings that take advantage of team presence, designing
the space for collaboration, eliminating proximity bias
through performance assessments, and informing about the
purpose of required attendance.

V. CONCLUSION

This paper offers empirical research data on the influence
of the hybrid mode of work on the engagement and
retention of employees, as well as their productivity.
Thanks to the mixed-method design used for the collection
of experimental data and case studies, it is possible to
identify the following conclusions.

In the first place, the moderate hybrid mode of work, which
involves two in-person days per week, is the best way to
increase employee engagement and satisfaction. Employees
operating within the framework of moderate hybrid work
demonstrate better job satisfaction, a better work-life
balance, and decreased levels of isolation when compared
to other colleagues operating in fully remote or in-office
environments. The manager's evaluation does not show any
deterioration in employee performance, while some
improvements can be noticed in the area of employee
creativity and work quality.

Secondly, structured hybrid outshines flexible and
mandatory forms in overall performance metrics. Analysis
shows that structured hybrid, with standardized in-office
days for collaboration and scheduled meetings, offers the
best solution for striking the right balance between
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engagement, retention, productivity, and innovation.
Flexible work policies offer better work-life balance but
lack in terms of innovation due to low in-person interaction
while mandatory in-office days contribute to more
innovation but lower autonomy and satisfaction among
employees. Structured hybrid helps to resolve these
conflicts through creating intentional collaboration
moments without loss of flexibility.

Thirdly, leadership is an important mediator in the success
of hybrid work. Transformational leadership actions
include vision articulation, empathy, empowerment, and
intentional communication to solve the relational and
motivational problems related to hybrid working. The
engagement of employees becomes an important mediating
mechanism through which leaders affect organizational
performance. Digital leadership is vital to manage virtual
teams, ensure communication and overcome the problem of
physical distance through using technology. Flexible work
policies may help increase retention only through effective
digital leadership.

Finally, the hybrid approach should account for differences
in personal preferences. Research shows that hybrid
preferences are not stable, and there is a trend for many
workers to gravitate towards either on-site or remote
working styles due to “paradox management fatigue”.
Employees become tired of adapting to competing demands
of hybrid arrangements and, therefore, want something
more predictable.

Finally, a number of design considerations should be taken
into account to implement the hybrid model successfully.
Successful hybrid model presupposes such steps as
standardizing the days of the week when workers have to
come to the office for overlapping; organizing deliberate
meetings to make full use of face-to-face contact; designing
offices for collaborative work; solving proximity bias using
outcome evaluations; and clarifying the reasons why
workers have to be present at work.

The implications of the findings from this study are quite
relevant and substantial. Organizations adopting a hybrid
approach need to go beyond the one-size-fits-all approach
and adopt strategic hybrids. Development of leadership
should focus on transformational behavior and digital skills.
Practitioners in human resource management should
develop a policy that is balanced in terms of flexibility and
structure, incorporates individual preferences, and
promotes psychological safety.

There are several areas that need to be considered in future
research. They include sustainability of the hybrid
approach, differences across industries, and effects of
emerging technology on the efficacy of hybrid
arrangements. The concerns related to generation Z should
also receive further consideration because the members of
this generation are entering the workplace with certain
expectations regarding flexibility and autonomy. Another
area is the connection between hybrid work and
infrastructure of cities.
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In summary, this study has proved through sufficient data
that properly designed hybrid workplace models not only
engage employees but also increase their retention in the
organization without necessarily affecting its productivity.
These findings question mandatory return to the office
policies while at the same time acknowledging the
shortcomings of flexible workplace models.
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