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Abstract. The COVID-19 pandemic accelerated the global transition 

from traditional office-based work to remote and hybrid work 

models. Although hybrid work offers flexibility, improved work-life 

balance, reduced commuting time, and broader access to talent, its 

sustainable implementation remains a complex organizational 

challenge. Hybrid work affects not only the location of work but also 

technological infrastructure, managerial practices, organizational 

culture, communication systems, and employee well-being. The 

objective of this study is to examine the structural, managerial, 

organizational, and individual barriers encountered in hybrid work 

systems and to develop strategic recommendations for their 

sustainable implementation in the context of digital transformation. 

The study applies a qualitative conceptual and analytical approach 

based on a structured literature review and thematic synthesis. The 

analysis is grounded in the Job Demands-Resources theory and 

Conservation of Resources theory, which explain the relationship 

between job demands, organizational resources, employee well-

being, and performance in digitally mediated work environments. 

Selected statistical evidence is also integrated to support the 

relevance of hybrid and remote work. The study identifies four main 

groups of barriers. Structural barriers include technological 

infrastructure limitations, physical workspace transformation, and 

cybersecurity risks. Managerial barriers concern insufficient digital 

leadership competencies, outdated performance evaluation systems, 

weak feedback mechanisms, and the trust-control dilemma. 

Organizational barriers are related to culture erosion, 

communication breakdowns, knowledge management problems, 

information overload, and perceived inequality in career 

opportunities. Individual barriers include technostress, burnout, 

blurred work-life boundaries, social isolation, quiet quitting, and 

health-related risks. Sustainable hybrid work requires strategic 

alignment between technology, leadership, organizational culture, 

fairness, and employee well-being. Hybrid work should be 

understood as a comprehensive organizational transformation 

rather than a temporary or purely technical arrangement. Future 

studies should focus on longitudinal effects of hybrid work, 

intergenerational differences, sectoral comparisons, cross-cultural 

contexts, and the impact of artificial intelligence and immersive 

technologies on hybrid work dynamics. 
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Introduction. The COVID-19 pandemic triggered a radical 

transformation in working life and made remote and hybrid work models a 

widespread organizational reality (Türkeş et al., 2024). What was initially 

introduced as an emergency response to public health restrictions has 

gradually become a permanent element of work organization, especially 

among knowledge workers and employees whose tasks can be performed 

through digital technologies (Javid et al., 2023). Hybrid work combines 

office-based and remote work and allows employees to divide their working 

time between the physical workplace and alternative work locations (Ferreira 

et al., 2017). 

The relevance of hybrid work is explained by its dual nature. On the 

one hand, it creates opportunities for flexibility, autonomy, better work-life 

balance, reduced commuting time, and wider access to talent (Türkeş et al., 

2024; Javid et al., 2023). On the other hand, it creates new risks connected 

with technology, leadership, communication, organizational justice, 

cybersecurity, and employee well-being (Junglas et al., 2022; Kyambade and 

Namatovu, 2025; Uysal and Kim, 2025). Therefore, the effectiveness of 

hybrid work depends not only on the availability of digital tools, but also on 

the ability of organizations to redesign work processes, managerial practices, 

communication systems, and organizational culture (Biea et al., 2023; 

Ferreira et al., 2017). 

The post-pandemic development of hybrid work has shown that this 

model cannot be reduced to a simple combination of office and home work 

(Ferreira et al., 2017). It requires a coordinated transformation of 

technological infrastructure, management systems, performance evaluation, 

employee support, and physical workspace design (Mitchell & Brewer, 

2022; Biea et al., 2023). Inadequate digital infrastructure (Junglas et al., 

2022), weak cybersecurity (Balagopal & Mathew, 2024; Pigola & Meirelles, 

2025), insufficient managerial competencies (Kyambade & Namatovu, 

2025), unclear communication rules (Stray et al., 2025), and blurred work-

life boundaries (Suh & Lee, 2017; Cheng et al., 2023) may reduce the 

positive effects of hybrid work and increase organizational fragmentation 

(Uysal & Kim, 2025). 

Previous studies identify several groups of obstacles to hybrid work. 

Structural barriers are related to technological infrastructure, physical 

workspace transformation, and cybersecurity (Jin, 2024; Junglas et al., 2022; 

Pigola & Meirelles, 2025). Managerial barriers include the lack of digital 

leadership competencies, difficulties in performance evaluation, and the 

tension between trust and control (Cavalcanti et al., 2025; Kyambade & 

Namatovu, 2025; Laborie et al., 2026). Organizational barriers concern 

communication, organizational culture, perceived justice, and career 

visibility (Biea et al., 2023; Stray et al., 2025; Yin et al., 2023). Individual 

barriers include burnout, technostress, social isolation, quiet quitting, and 

health-related risks (Suh & Lee, 2017; Uysal & Kim, 2025). 
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In this context, hybrid work should be analysed as a key component of 

digital transformation. It changes how work is performed, coordinated, 

evaluated, and experienced. Consequently, organizations need a holistic 

understanding of the barriers to hybrid work and strategic mechanisms for 

their mitigation. 

Literature Review. Hybrid work can be understood as a synthesis of 

office-based and remote work. It requires a semi-structured approach 

because organizations must simultaneously manage formalized work 

processes and informal interactions that are necessary for cooperation, 

learning, creativity, and organizational identity (Ferreira et al., 2017). Hybrid 

work also reflects the attempt of organizations to combine the stability of 

traditional work arrangements with the flexibility and knowledge-sharing 

advantages of agile and digital work practices (Cram & Marabelli, 2018). 

The Job Demands-Resources theory provides an important conceptual 

framework for analysing hybrid work. According to this theory, employee 

well-being and performance depend on the relationship between job 

demands and job resources. In hybrid work, job demands may include 

constant digital availability, online meetings, self-management, 

technological complexity, communication overload, and role ambiguity. Job 

resources may include autonomy, managerial support, reliable digital tools, 

clear expectations, psychological safety, and ergonomic working conditions. 

When resources are sufficient, employees are more likely to remain engaged 

and productive. When demands exceed available resources, burnout and 

disengagement may increase (Demerouti, 2025). 

Conservation of Resources theory complements this interpretation by 

emphasizing that employees seek to preserve valuable personal and social 

resources, including time, energy, attention, autonomy, social support, and 

psychological stability. Hybrid work may increase some resources, such as 

saved commuting time and schedule flexibility. However, it may also reduce 

other resources, such as informal interaction, boundary clarity, mentoring, 

and direct access to organizational information. Therefore, the impact of 

hybrid work on employees is not automatically positive. It depends on 

whether organizations are able to design hybrid work in a way that protects 

and strengthens employees’ resources (Demerouti, 2025). 

The structural dimension of hybrid work includes technological 

infrastructure, workspace transformation, and cybersecurity. Technological 

readiness is a basic condition for effective hybrid work because employees 

need stable platforms, digital access, and technical support. Junglas et al. 

(2022) emphasize the importance of IT empowerment, which refers to 

employees’ ability to control work processes through information 

technologies. Jo (2025) adds that digital tools must be aligned with 

organizational culture and leadership practices, especially in the public 

sector and other institutionally complex organizations. 
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Physical workspaces also require transformation. Offices are not only 

places where employees complete tasks. They are spaces for interaction, 

mentoring, socialization, and organizational culture. Digital screens cannot 

fully replace the social depth of physical presence (Horváth et al., 2021). 

Consequently, hybrid work requires offices to be redesigned as 

collaboration-oriented environments rather than fixed spaces for daily 

individual work. Architectural programming, flexible occupancy planning, 

and energy performance assessment must be adapted to changing patterns of 

workplace use (Gonzalez-Carreon et al., 2026; Jin, 2024). 

Cybersecurity is another structural challenge. Remote access, cloud 

systems, personal devices, and distributed networks increase the risks of 

information security violations. Balagopal and Mathew (2024) show that 

remote and hybrid work environments may intensify insider threats and non-

compliance with information security policies. In response, Zero Trust 

architecture has become increasingly important. It is based on the principle 

that every access request must be verified. However, its implementation 

requires investment, training, organizational discipline, and cultural 

adaptation (Pigola & Meirelles, 2025). 

The managerial dimension of hybrid work is related to leadership, 

performance evaluation, feedback, and control. Hybrid work requires digital 

leadership, which is not limited to technical competence. It also includes 

openness to new forms of coordination, the ability to build trust in digital 

environments, transparent communication, and the integration of digital 

tools into organizational culture (Kyambade & Namatovu, 2025). Video 

technologies may support information sharing, but they may also create 

social disconnection, fatigue, and participation problems (Koponen et al., 

2026). 

Performance evaluation is one of the most sensitive managerial 

challenges (Cavalcanti et al., 2025). Traditional evaluation systems often 

rely on physical visibility and direct supervision (Microsoft, 2022; Laborie 

et al., 2026). In hybrid work, such approaches may create unfairness because 

employees who are physically present may appear more active than remote 

employees, even when their actual productivity is not higher (Biea et al., 

2023; Cavalcanti et al., 2025). Cavalcanti et al. (2025) argue that feedback 

in remote software development teams requires multidimensional indicators 

and regular communication. Therefore, hybrid work needs performance 

systems that evaluate outcomes, quality, collaboration, and development 

rather than mere presence. 

The trust-control dilemma is central to hybrid management. Managers 

may react to reduced visibility by increasing monitoring. However, 

excessive control can undermine autonomy, reduce satisfaction, and weaken 

trust. Laborie et al. (2026) show that enabling managerial control is more 

appropriate than restrictive control in teleworking situations. Bueechl et al. 
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(2023) also emphasize that trust and flexibility are among the most important 

factors affecting employee satisfaction in work-from-home contexts. 

The organizational dimension includes culture, communication, 

knowledge management, information overload, and perceived justice. 

Hybrid work may weaken organizational culture if employees have fewer 

opportunities for informal interaction and shared experience. Stray et al. 

(2025) show that team composition and collaboration dynamics influence 

agile software development teams. Soroka-Potrzebna (2022) identifies 

knowledge management barriers in virtual project teams, including weak 

collaboration and unclear work plans. Yin et al. (2023) note that enterprise 

social media can support autonomy by improving access to information, but 

it may also lead to information overload. 

Perceived justice and career opportunities are also important 

organizational issues. Remote workers may fear that lower physical visibility 

will reduce their access to promotion, mentoring, and recognition. At the 

same time, office-based workers may perceive that they carry a larger share 

of relational and coordination work. Biea et al. (2023) show that 

digitalization has changed recruitment and talent management, but the role 

of physical presence in career development remains uncertain. Thus, hybrid 

work requires transparent career criteria and equal access to development 

opportunities. 

The individual dimension concerns employees’ well-being, motivation, 

social connection, and health. Suh and Lee (2017) show that constant digital 

connection may cause technostress and reduce job satisfaction. Cheng et al. 

(2023) demonstrate that work e-mail activity may increase performance 

among anxious workers in the short term, but it may also contribute to 

emotional exhaustion. Uysal and Kim (2025) argue that social isolation and 

weak organizational dialogue may contribute to quiet quitting, where 

employees perform only minimum required duties. Brakenridge et al. (2025) 

also underline health risks related to prolonged sitting, high workload, and 

insufficient ergonomic support. 

Generational and sectoral differences further shape the hybrid work 

experience. Generation Z employees often expect flexibility, transparency, 

development opportunities, and meaningful work. If these expectations are 

not met, organizations may face retention problems (Al-Twal et al., 2025). 

Sectoral differences are also significant because healthcare, education, 

technology, public administration, and manufacturing differ in the degree to 

which hybrid work is possible and desirable (Al Khatib et al., 2024). 

Therefore, hybrid work policies should be adapted to organizational context, 

job characteristics, and employee needs. 

Aims. The aim of this study is to examine the structural, managerial, 
organizational, and individual barriers to hybrid work and to develop 
strategic recommendations for its sustainable implementation in the 
context of digital transformation. To achieve this aim, the study clarifies 
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the theoretical foundations of hybrid work through the Job Demands-
Resources theory and Conservation of Resources theory, identifies key 
structural challenges related to technology, workspace transformation, 
and cybersecurity, and analyses managerial barriers concerning digital 
leadership, performance evaluation, feedback, and the balance between 
trust and control. The study also examines organizational issues linked to 
culture, communication, knowledge management, perceived justice, and 
career opportunities, as well as individual obstacles such as burnout, 
technostress, blurred work-life boundaries, social isolation, quiet quitting, 
and employee well-being risks. In addition, selected statistical evidence is 
used to demonstrate the relevance of hybrid and remote work, while 
practical recommendations are proposed for organizations and managers 
seeking to build sustainable hybrid work models. 

Methodology. This study applies a qualitative conceptual and 

analytical methodology based on a structured literature review and thematic 

synthesis. The article does not present primary empirical research. Instead, 

it systematizes findings from scholarly literature, official statistical sources, 

and international research reports in order to develop a holistic 

understanding of hybrid work barriers and strategic responses. 

The methodology consists of four stages. 

First, the theoretical foundations of hybrid work were identified using 

the Job Demands-Resources theory and Conservation of Resources theory. 

These theories were selected because they explain how job demands, 

organizational resources, employee well-being, and performance interact in 

digitally mediated work environments. 

Second, the literature was classified into four analytical dimensions: 

structural, managerial, organizational, and individual. This classification 

reflects the fact that hybrid work operates simultaneously through 

infrastructure, leadership, culture, and employee experience. 

Third, selected statistical evidence was integrated into the Results 

section. The statistical indicators were taken from Gallup, the U.S. Bureau 

of Labor Statistics, Microsoft Work Trend Index, and Eurofound. These 

sources were selected because they provide current and institutionally 

recognized evidence on hybrid work, remote work, productivity confidence, 

and work-from-home patterns. 

Fourth, the findings were synthesized into practical recommendations. 

These recommendations are based on the assumption that sustainable hybrid 

work requires strategic alignment between technology, leadership, 

organizational culture, fairness, and employee well-being. 

Results. The results show that hybrid work is a multidimensional 

organizational phenomenon. Its effectiveness depends on the ability of 

organizations to balance flexibility and coordination, autonomy and 

accountability, digital tools and human interaction, productivity and well-
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being. The findings are presented through statistical evidence, thematic 

summary tables, and conceptual diagrams. 

Statistical evidence on hybrid and remote work. The following table 

presents selected statistical indicators that demonstrate the relevance of 

hybrid work in the post-pandemic labour market. These indicators show that 

hybrid work remains a preferred arrangement for many remote-capable 

employees, while leaders continue to face difficulties related to productivity 

confidence and managerial control. 

 

Table 1. Selected statistical evidence on hybrid and remote work 
Indicator Result Interpretation 

Remote-capable employees who prefer 

hybrid work 
60% 

Hybrid work is the dominant 

preference among remote-capable 

employees. 

Remote-capable employees who prefer 

fully remote work 
About one-third 

Fully remote work remains important, 

but it is less preferred than hybrid 

work. 

Remote-capable employees who prefer 

fully on-site work 
Less than 10% 

A full return to traditional office work 

is not the preferred option for most 

remote-capable employees. 

Employed people in the United States 

who did some or all work at home on 

working days in 2025 

35% 
Working from home remains a 

significant labour market practice. 

Employed women in the United States 

who did some or all work at home on 

working days in 2025 

38% 
Women were more likely than men to 

work at home on working days. 

Employed men in the United States who 

did some or all work at home on working 

days in 2025 

31% 
Men were less likely than women to 

work at home on working days. 

Leaders reporting that hybrid work made 

it difficult to have confidence in 

employee productivity 

85% 
The trust-control dilemma remains a 

major managerial barrier. 

EU telework and hybrid work trends 

Uneven and 

changing across 

countries 

Hybrid work requires evidence-based 

and context-sensitive policy 

responses. 

Sources: Gallup (2026); U.S. Bureau of Labor Statistics (2026); Microsoft (2022); Eurofound (2024). 

 

The statistical evidence confirms that hybrid work is not a temporary 

deviation from traditional work organization. It has become a significant and 

measurable component of contemporary work. However, the data also 

demonstrate that hybrid work creates managerial uncertainty. The high share 

of leaders who report difficulty in confidence regarding productivity 

indicates that trust, evaluation, and communication remain unresolved 

issues. 

Structural barriers to hybrid work. The structural barriers of hybrid 

work are related to the technological and physical foundations of work. 

Without reliable infrastructure, secure access, and redesigned workspaces, 

hybrid work may increase fragmentation and risk. 
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Table 2. Structural barriers to hybrid work 
Structural 

barrier 
Main problem Consequences Strategic response 

Technological 

infrastructure 

inadequacy 

Digital tools, 

platforms, and 

networks may be 

unreliable or unevenly 

accessible. 

Reduced productivity, 

exclusion of some 

employees, weak 

collaboration, and 

frustration. 

Invest in stable digital 

platforms, IT support, 

digital access, and IT 

empowerment. 

Physical 

workspace 

transformation 

Traditional offices are 

designed for 

continuous presence 

rather than hybrid 

collaboration. 

Inefficient office use, 

weaker interaction, and 

reduced organizational 

identity. 

Redesign offices as spaces 

for collaboration, 

mentoring, socialization, 

and culture building. 

Cybersecurity 

and data 

privacy risks 

Remote access 

increases exposure to 

security threats and 

policy violations. 

Insider threats, data 

breaches, compliance 

problems, and loss of trust. 

Adopt Zero Trust 

architecture, cybersecurity 

training, and clear access 

protocols. 

Fluctuating 

occupancy 

Hybrid schedules 

change building use 

patterns. 

Misleading energy 

performance comparisons 

and inefficient space 

planning. 

Use dynamic occupancy-

based planning and data-

informed facility 

management. 

Sources: Balagopal and Mathew (2024); Gonzalez-Carreon et al. (2026); Horváth et al. (2021); Jin 

(2024); Jo (2025); Junglas et al. (2022); Pigola and Meirelles (2025). 

 

The structural results show that hybrid work depends on organizational 

readiness. Technology is necessary, but it is not sufficient. Digital 

infrastructure, cybersecurity, office design, and spatial planning must be 

integrated into one coherent strategy. 

 
Figure 1. Structural foundation of sustainable hybrid work 

Sources: developed by authors 

 

Managerial barriers to hybrid work. Managerial barriers arise because 

hybrid work changes how managers lead, coordinate, evaluate, and support 

employees. Physical visibility becomes less reliable as a basis for 

management, while trust, communication, and outcome-based evaluation 

become more important. 

 

 

Sustainable Hybrid Work 

Digital infrastructure Physical workspace Cybersecurity and data 

privacy 

Stable tools IT support 

IT empowerment 

Collaboration spaces 

flexible offices 

Zero Trust, access control, 

employee training 
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Table 3. Managerial barriers to hybrid work 
Managerial barrier Main problem Consequences Strategic response 

Lack of digital 

leadership 

competencies 

Managers may lack 

skills for leading 

distributed teams. 

Weak coordination, 

communication fatigue, 

reduced engagement, 

and low trust. 

Develop digital leadership 

training focused on trust, 

communication, and team 

cohesion. 

Incompatible 

performance 

evaluation systems 

Traditional systems 

often reward visibility 

rather than outcomes. 

Perceived unfairness, 

weak feedback, and 

uncertainty about 

expectations. 

Use outcome-based, 

process-based, and 

multidimensional 

performance indicators. 

Trust-control 

dilemma 

Managers may respond 

to remote work with 

excessive monitoring. 

Lower autonomy, 

reduced satisfaction, 

resistance, and 

weakened trust. 

Adopt trust-based 

management with clear 

goals and accountability 

mechanisms. 

Weak feedback 

processes 

Digital channels make 

sensitive feedback 

more difficult. 

Misunderstanding, 

delayed correction, and 

weaker development 

support. 

Establish regular one-on-

one meetings, structured 

feedback, and transparent 

communication. 

Sources: Bueechl et al. (2023); Cavalcanti et al. (2025); Koponen et al. (2026); Kyambade and Namatovu 

(2025); Laborie et al. (2026); Raj and Gogoi (2024). 

 

 

The managerial results indicate that hybrid work requires a transition 

from supervision-oriented management to trust-based digital leadership. 

Managers must evaluate results without relying on physical presence and 

must support employees without excessive control. 

 

 

 
Figure 2. Managerial transition in hybrid work 

Sources: developed by authors 

 

 

Organizational barriers to hybrid work. Organizational barriers are 

connected with culture, communication, knowledge management, 

information overload, justice, and career visibility. Hybrid work may 

weaken informal connections if organizations do not intentionally maintain 

shared identity and inclusion. 

 

 

 

Traditional management

Physical visibility

Direct supervision

Informal feedback

Office-centred control

Hybrid work management

Outcome-based evaluation

Trust-based accountability

Structured digital feedback

Flexible digital leadership
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Table 4. Organizational barriers to hybrid work 
Organizational barrier Main problem Consequences Strategic response 

Erosion of 

organizational culture 

Reduced face-to-face 

interaction may weaken 

shared identity. 

Lower belonging, 

weaker informal 

learning, and reduced 

commitment. 

Create intentional 

rituals, hybrid 

meetings, mentoring, 

and culture-building 

events. 

Communication 

breakdowns 

Distributed teams may 

experience fragmented 

communication. 

Misunderstanding, 

knowledge gaps, 

delays, and reduced 

collaboration. 

Define communication 

norms, meeting rules, 

documentation 

practices, and 

collaboration 

platforms. 

Information overload 

Enterprise social media 

and digital tools may 

increase communication 

volume. 

Stress, reduced 

attention, and lower 

decision quality. 

Set rules for digital 

communication, 

prioritization, and 

asynchronous work. 

Perceived inequality 

in career 

opportunities 

Remote workers may 

have lower visibility 

than office-based 

employees. 

Perceived injustice, 

weaker commitment, 

and possible turnover 

intention. 

Ensure equal access to 

promotion, mentoring, 

training, and 

recognition. 

Sources: Biea et al. (2023); Ly et al. (2025); Soroka-Potrzebna (2022); Stray et al. (2025); Yin et al. (2023). 

 

The organizational results show that hybrid work can increase 

flexibility but may also weaken cohesion if communication and culture are 

not actively managed. Hybrid culture must be intentionally designed rather 

than assumed to emerge automatically from digital platforms. 

 

 
Figure 3. Organizational risks and responses in hybrid work 

Sources: developed by authors 

 

Individual barriers to hybrid work. Individual barriers reflect the 

employee experience of hybrid work. Flexibility may improve autonomy and 

work-life balance, but it may also increase technostress, isolation, burnout, 

and blurred boundaries. 
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Table 5. Individual barriers to hybrid work 
Individual barrier Main problem Consequences Strategic response 

Technostress 

Constant use of digital 

tools and online 

availability increases 

pressure. 

Lower job satisfaction, 

emotional exhaustion, 

and reduced well-being. 

Provide digital workload 

rules, training, and 

boundaries for 

availability. 

Blurred work-life 

boundaries 

Home becomes a 

permanent work 

environment. 

Emotional exhaustion, 

family conflict, and 

difficulty disconnecting. 

Establish right-to-

disconnect practices and 

clear working-time 

expectations. 

Social isolation 

Reduced physical 

interaction weakens 

social belonging. 

Lower engagement and 

weaker organizational 

connection. 

Strengthen community, 

peer support, mentoring, 

and purposeful office 

days. 

Quiet quitting 

Employees may reduce 

effort to minimum role 

requirements. 

Lower discretionary 

effort and reduced 

organizational 

performance. 

Build dialogue, 

recognition, 

psychological safety, and 

meaningful work. 

Health and 

ergonomic risks 

Prolonged sitting and 

inadequate home 

workspaces affect health. 

Musculoskeletal 

problems, fatigue, and 

mental health risks. 

Provide ergonomic 

guidance, health 

promotion, and workload 

management. 

Sources: Brakenridge et al. (2025); Cheng et al. (2023); Demerouti (2025); Lemmetty and Riivari (2024); 

Suh and Lee (2017); Uysal and Kim (2025). 

 

The individual results confirm that hybrid work cannot be sustainable 

if employee well-being is ignored. Flexibility must be accompanied by 

psychological support, ergonomic conditions, clear expectations, and 

practices that protect employees’ time, attention, and social connection. 

 

 
Figure 4. Job demands and job resources in hybrid work 

Sources: developed by authors 

 

Hybrid Work Experience 

Job Demands Job Resources 

Digital overload 

Online availability 

Role ambiguity 

Work-life boundary loss 

Social isolation 

Autonomy 
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Digital tools 
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Ergonomic support 

Balance 
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Generational and sectoral differences. Hybrid work is not experienced 

equally across generations, professions, and sectors. Generation Z 

employees often expect transparency, flexibility, development opportunities, 

and meaningful work. Sectoral differences also affect the applicability of 

hybrid work because not all tasks can be performed remotely and not all 

industries face the same technological or coordination requirements. 

 

Table 6. Generational and sectoral differences in hybrid work 

Dimension Key issue 
Implication for hybrid 

work 
Strategic response 

Generation Z 

Strong expectations for 

flexibility, transparency, 

and development. 

Failure to meet 

expectations may increase 

talent loss. 

Design flexible and 

development-oriented 

hybrid policies. 

Healthcare 

Complex operations and 

technology-intensive 

processes. 

Hybrid work may be 

limited by service and 

operational requirements. 

Adapt hybrid policies 

to role-specific and 

sector-specific needs. 

Education 

Digital work may support 

flexibility but requires 

pedagogical and social 

interaction. 

Work-from-home success 

depends on productivity 

behaviours and 

institutional support. 

Combine digital tools 

with pedagogical 

support and well-being 

policies. 

Technology and 

software teams 

Hybrid work affects 

communication, 

collaboration, and 

feedback. 

Coordination and 

knowledge sharing are 

critical. 

Use agile 

communication norms 

and structured 

collaboration practices. 

Sources: Al Khatib et al. (2024); Al-Twal et al. (2025); Ly et al. (2025); Stray et al. (2025); Suhariadi et 

al. (2023). 

 

The evidence shows that there is no universal hybrid work model 

suitable for all organizations. Hybrid work should be adapted to sectoral 

conditions, job roles, employee expectations, technological capacity, and 

organizational culture. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5. Integrated model of hybrid work sustainability 
Sources: developed by authors 
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Discussion. The findings demonstrate that hybrid work should be 

interpreted as a systemic transformation of work rather than a flexible 

scheduling option. Its effectiveness depends on the interaction between 

structure, management, organization, and individual experience. The main 

theoretical implication is that hybrid work intensifies the importance of 

balancing job demands and job resources. In line with the Job Demands-

Resources theory, hybrid work increases digital demands, self-management 

requirements, communication complexity, and online availability. At the 

same time, it may provide resources such as flexibility, autonomy, saved 

commuting time, and better work-life balance. The final effect on 

performance and well-being depends on whether resources are sufficient to 

compensate for demands (Demerouti, 2025). 

Conservation of Resources theory also helps explain why hybrid work 

may produce both positive and negative outcomes. Employees may gain time 

and autonomy, but they may lose social support, psychological boundaries, 

informal learning, and direct access to organizational information. If 

employees feel that hybrid work consumes more resources than it provides, 

burnout and disengagement may increase. Therefore, organizations should 

not assume that flexibility automatically improves well-being. Flexibility 

must be designed and supported. 

At the structural level, the findings confirm that technological readiness 

is a necessary but insufficient condition for hybrid work. Reliable platforms, 

cybersecurity, digital access, and IT support are essential. However, 

technology must be embedded in organizational processes and supported by 

leadership. The idea of IT empowerment is particularly important because 

digital tools should not merely monitor employees. They should increase 

employees’ capacity to control their work processes, collaborate effectively, 

and solve problems (Junglas et al., 2022). 

The redesign of physical workspaces is a critical component of 

successful hybrid models. In hybrid organizations, offices are no longer only 

places where employees perform daily tasks; instead, they serve as essential 

spaces for collaboration, mentoring, innovation, social connection, and 

culture building (Horváth et al., 2021). This shift means that office design 

should be strategically aligned with the specific purposes for which 

employees come to the workplace. If employees are required to come to the 

office only to perform individual digital tasks that could be done remotely, 

the hybrid work model may lose legitimacy. However, when office days are 

intentionally used for collaboration, learning, and social integration, physical 

presence creates significant added value that digital screens cannot fully 

replicate (Horváth et al., 2021; Jin, 2024). 

At the managerial level, the discussion reveals the central role of digital 

leadership. Hybrid work requires managers to communicate clearly, build 

trust, define expectations, support autonomy, and maintain team cohesion. 

The trust-control dilemma is especially important. Excessive monitoring 
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may appear to solve the problem of productivity uncertainty, but it may 

create deeper problems of distrust, dissatisfaction, and resistance. Therefore, 

hybrid work requires a shift from presence-based control to goal-based 

accountability. 

Performance evaluation systems should also be redesigned. In hybrid 

environments, visibility should not be confused with productivity. 

Employees who are physically present may not necessarily contribute more 

than remote employees. Remote employees should not be disadvantaged 

because they have fewer informal interactions with managers. Fair 

performance systems should combine measurable outcomes, quality 

indicators, collaboration behaviours, learning, and feedback. Regular and 

constructive communication is essential for preventing misunderstanding 

and perceived injustice. 

At the organizational level, culture and communication require 

intentional management. Hybrid work reduces spontaneous encounters and 

informal conversations. These interactions are often important for trust, 

creativity, and knowledge sharing. Organizations should therefore create 

structured opportunities for informal communication, mentoring, 

onboarding, and community building. Digital tools can support 

communication, but they cannot automatically replace shared organizational 

experience. 

Perceived justice is also a major concern. If remote workers feel 

invisible or excluded from promotion opportunities, hybrid work may create 

a two-tier organization. Similarly, if office-based employees feel 

overburdened by relational or coordination tasks, they may perceive hybrid 

policies as unfair. Transparent rules, equal access to development 

opportunities, and clear career criteria are necessary for preventing such 

tensions. 

At the individual level, hybrid work must be connected with employee 

well-being. Technostress, blurred boundaries, and social isolation show that 

hybrid work may create hidden psychological costs. Organizations should 

provide support mechanisms, including mental health resources, ergonomic 

guidance, workload management, and right-to-disconnect practices. 

Employee well-being should be considered a strategic condition of 

sustainable performance rather than a secondary benefit. 

The findings also indicate that hybrid work should be differentiated 

across generations and sectors. Generation Z employees may view flexibility 

and development opportunities as essential components of employment 

attractiveness. However, sectors such as healthcare, manufacturing, public 

service, education, and technology differ significantly in their capacity to 

implement hybrid arrangements. Therefore, hybrid work policies should be 

flexible enough to reflect occupational realities while remaining fair and 

transparent. 
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Future developments such as artificial intelligence, human-in-the-loop 

systems, and immersive environments may further transform hybrid work. 

Generative AI tools may support coordination, writing, decision-making, 

training, and knowledge management (Dwivedi et al., 2023). Human-guided 

collective AI systems may influence strategic planning and complex 

business processes (Kim et al., 2026). Immersive environments may reduce 

some forms of social disconnection, although their effectiveness and ethical 

implications require further investigation (Shahpure et al., 2025). These 

developments suggest that hybrid work will continue to evolve as digital 

technologies become more deeply integrated into organizational life. 

Conclusions. Hybrid work emerged as a necessary response to the 

COVID-19 pandemic, but it has now become an important component of the 

future of work. This study shows that hybrid work offers important 

advantages, including flexibility, autonomy, improved work-life balance, 

and access to wider talent pools. However, these advantages can be realized 

only if organizations address the structural, managerial, organizational, and 

individual barriers that accompany hybrid work. 

At the structural level, the main barriers include inadequate 

technological infrastructure, insufficient transformation of physical 

workspaces, cybersecurity risks, and difficulties in managing fluctuating 

office occupancy. Organizations should invest in reliable digital 

infrastructure, IT empowerment, Zero Trust cybersecurity, and 

collaboration-oriented office design. 

At the managerial level, the main barriers include insufficient digital 

leadership competencies, outdated performance evaluation systems, weak 

feedback processes, and the trust-control dilemma. Managers should move 

from presence-based supervision to trust-based leadership, clear 

accountability, outcome-oriented performance management, and regular 

communication. 

At the organizational level, hybrid work may weaken culture, reduce 

informal knowledge sharing, create communication breakdowns, and 

produce perceived inequalities in career opportunities. Organizations should 

intentionally build hybrid culture, establish communication norms, ensure 

equal access to promotion and development, and prevent information 

overload. 

At the individual level, hybrid work may increase technostress, burnout, 

social isolation, blurred work-life boundaries, quiet quitting, and health-

related risks. Sustainable hybrid work therefore requires psychological 

support, ergonomic guidance, workload regulation, community building, 

and respect for employees’ need to disconnect. 

From the perspective of the Job Demands-Resources theory and 

Conservation of Resources theory, the sustainability of hybrid work depends 

on the balance between increasing digital job demands and sufficient 

organizational resources. If organizations provide autonomy, support, trust, 
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clear expectations, digital tools, and well-being mechanisms, hybrid work 

may improve both employee experience and organizational performance. If 

these resources are absent, hybrid work may intensify stress, disengagement, 

and inequality. 

The study concludes that hybrid work should not be treated as a 

temporary or purely technical arrangement. It is a comprehensive 

organizational transformation that requires strategic alignment between 

technology, leadership, culture, fairness, and human well-being. Future 

research should focus on longitudinal studies of hybrid work outcomes, 

intergenerational differences, cross-sectoral comparisons, cross-cultural 

analyses, and the influence of artificial intelligence and immersive 

technologies on hybrid work dynamics. 
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