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Abstract

As hybrid work becomes a defining feature of post-pandemic organizational life,
its impact extends far beyond logistical flexibility—reaching into core areas of
human resource management, leadership practices, and cultural transformation.
This study explores how hybrid work culture shapes organizational agility and
employee productivity, focusing specifically on the lived experiences of HR
professionals, team leaders, and employees in Indonesia. Using a qualitative
methodology grounded in interpretivist epistemology, data were collected
through 16 in-depth interviews and three focus group discussions across various
sectors including technology, education, finance, and media. Thematic analysis
revealed five key challenges and opportunities: persistent communication gaps,
the dual nature of workplace flexibility, the redefined purpose of physical offices,
the rise of agile and fluid talent practices, and the urgency of equity in hybrid
design. Rather than viewing hybrid work merely as a temporary fix or technical
arrangement, this article positions it as a cultural shift requiring intentional design,
ethical reflection, and strategic foresight. Drawing on modern philosophical
frameworks from Michel Foucault and Byung-Chul Han, the study highlights how
hybrid work reshapes visibility, autonomy, and emotional labor in ways that both
empower and burden employees. The findings also foreground the Indonesian
context, arguing that hybrid strategies must be locally adapted to align with
cultural norms and technological realities. This research contributes to hybrid
work literature by providing contextual, experience-based insights into how
organizations can build inclusive, agile, and human-centered work ecosystems in
an increasingly decentralized world.
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Introduction

The global acceleration toward hybrid work models—defined by a dynamic blend
of remote and on-site employment—has reshaped not only the structure of daily work
but also the philosophical underpinnings of how organizations engage, manage, and
empower human resources. No longer viewed as a temporary solution to crisis
conditions, hybrid work is increasingly understood as a permanent fixture of the post-
pandemic economy (Gallacher & Hossain, 2020; Microsoft Work Trend Index, 2022).
While hybrid arrangements offer unprecedented flexibility, they simultaneously challenge
traditional norms of leadership, performance measurement, organizational culture, and
inclusion.

This new paradigm requires a radical rethinking of the workplace as both a
physical and digital construct. Scholars such as Spataro and Silverman (2021) highlight
that organizations must redesign work around people, not places, if they are to remain
competitive and humane. Yet the literature remains fragmented: much of the current
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scholarship focuses on technical implementation or policy design (Choudhury et al.,
2021), with limited empirical inquiry into the lived experiences of employees navigating
the emotional, communicative, and structural tensions of hybrid environments. In
particular, there is a dearth of qualitative, contextual studies that address how hybrid
work culture manifests in emerging economies such as Indonesia, where digital
infrastructure, cultural expectations, and managerial practices differ significantly from
Western settings (Susanti & Pratama, 2021; Nurhayati & Raharjo, 2022).

This study seeks to fill that gap by examining hybrid work culture not merely as
a logistical arrangement but as a socio-cultural transformation with deep implications for
human resource development. Drawing on the perspectives of HR managers, team
leaders, and employees across diverse sectors, the research employs qualitative methods
to uncover the challenges and opportunities that hybrid work presents for agility,
inclusion, and productivity. By analyzing experiences through the lens of communication,
collaboration, and emotional well-being, the study aims to generate insights that are
both theoretically grounded and pragmatically applicable.

Philosophically, the evolution of hybrid work reflects broader questions raised by
modern thinkers such as Michel Foucault and Byung-Chul Han regarding the
management of visibility, discipline, and digital fatigue. Foucault’s (1977) notion of
surveillance—applied today through algorithmic productivity tools—challenges traditional
assumptions of trust and autonomy in employment. Similarly, Han (2015) critiques the
neoliberal self as over-exposed and self-policing in the digital workplace, raising concerns
about burnout, isolation, and erosion of collective meaning. These frameworks are
essential in analyzing how hybrid work can either liberate or burden employees,
depending on the design and ethos of its implementation.

From a human capital perspective, the concept of agility has gained prominence.
Agile HR frameworks, as introduced by Bremer (2020) and Deloitte (2021), emphasize
decentralized decision-making, continuous learning, and cross-functional collaboration—
all of which become indispensable in hybrid ecosystems. Yet, despite growing adoption,
many organizations struggle to translate these principles into inclusive practices that
equally empower remote and in-office workers. Notably, studies have flagged the rise of
“proximity bias,” where employees who are physically present receive more recognition
and career advancement opportunities (Rock et al., 2021).

This article offers a novel contribution by foregrounding hybrid work as a cultural
and strategic phenomenon rather than a technical configuration. It argues that the
success of hybrid models lies in how organizations reconfigure trust, visibility,
collaboration, and equity across distributed teams. Drawing from Indonesia’s emerging
knowledge economy, the research offers regionally grounded insights into how hybrid
work is experienced, interpreted, and managed. In doing so, it positions hybrid culture
not only as a challenge to be solved, but as an opportunity to build more resilient,
responsive, and people-centered organizations.

Methodology

This study adopts a qualitative research methodology anchored in an
interpretivist epistemology, which views reality as socially constructed and best
understood through the lived experiences and subjective meanings attributed by
individuals (Creswell & Poth, 2018). Such an approach is particularly relevant for
examining hybrid work culture, where structural changes intersect with deeply personal,
emotional, and relational dimensions of work. Rather than attempting to measure
quantifiable outputs, this study seeks to capture how people experience hybrid
arrangements, how they navigate the complexities of digital-physical workflows, and
how these experiences influence organizational agility and cohesion.
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Data collection involved three primary methods: semi-structured interviews,
focus group discussions, and thematic analysis. Sixteen professionals were purposively
selected to reflect a range of perspectives and organizational contexts. Participants
included human resource managers, team leaders, and employees actively working
within hybrid systems across sectors such as information technology, higher education,
banking and finance, and digital media. Selection criteria included at least six months of
experience in hybrid roles, familiarity with both remote and in-person collaboration tools,
and direct involvement in performance or team management. Interviews were conducted
over a period of eight weeks, using a combination of video calls and in-person meetings,
depending on participant preference and regional access.

Each interview lasted between 45 and 70 minutes and followed a semi-structured
guide that explored key themes such as communication dynamics, performance
expectations, collaboration barriers, emotional well-being, and perceptions of fairness in
hybrid teams. This format allowed for guided conversation while leaving space for
participants to introduce experiences and ideas that may not have been anticipated by
the researchers. The design of the interview protocol was inspired by interpretive
phenomenological analysis (Smith et al., 2009), which emphasizes deep reflection and
meaning-making through individual narratives.

In addition to one-on-one interviews, three focus group discussions were
conducted with mid-level employees who had operational exposure to both remote and
on-site collaboration. Each session included five to seven participants from mixed
backgrounds, fostering a dialogic environment where shared experiences, tensions, and
insights could emerge organically. The use of focus groups was intended to capture the
social construction of meaning around hybrid work and to compare individual versus
collective interpretations of organizational culture, agility, and inclusion.

Thematic analysis was employed to interpret the data, following Braun and
Clarke’s (2006) six-phase framework: familiarization with data, generating initial codes,
searching for themes, reviewing themes, defining and naming themes, and producing
the report. NVivo 12 software was used to assist with the organization, categorization,
and cross-comparison of codes. Emerging themes were inductively derived, with special
attention given to concepts such as temporal autonomy, digital equity, emotional labor,
trust calibration, and collaborative resilience.

This methodological framework is theoretically supported by several philosophical
underpinnings. Michel Foucault’s (1977) discourse on surveillance and power is relevant
in analyzing how visibility operates differently in digital versus physical workspaces.
Employees working remotely are often subject to digital monitoring tools that affect their
autonomy and performance perception—raising questions about trust and control in
hybrid organizations. Furthermore, Byung-Chul Han’s (2015) critique of the
“achievement society” provides insight into how constant connectivity and self-discipline
under hybrid systems can lead to burnout, a theme frequently mentioned by participants.

Ethical considerations were strictly observed throughout the study. Participants
were informed of the research objectives, assured of confidentiality, and given the right
to withdraw at any time. All names and identifying information were anonymized, and
consent was obtained both verbally and in writing. Data from social media or internal
communications referenced by participants were not included unless publicly available
or explicitly permitted for use.

In summary, this qualitative approach—grounded in narrative exploration and
socio-cultural interpretation—offers a nuanced understanding of how hybrid work is
transforming employee experience, leadership practices, and organizational culture in
contemporary Indonesian workplaces. Rather than seeking universal generalizations, the
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research emphasizes contextual depth, reflexive insight, and the multiplicity of
experiences that shape hybrid work culture as both a challenge and an opportunity for
strategic HR development.

Findings

The analysis of interviews and focus group discussions revealed several critical
themes that characterize the current state of hybrid work culture in Indonesian
organizational settings. These findings reflect the nuanced and multifaceted experiences
of employees, team leaders, and HR professionals across sectors.

One of the most pervasive issues raised by participants was the persistence of
communication gaps and operational misalignment between remote and on-site team
members. Respondents consistently described scenarios where asynchronous
workflows, uneven access to information, and limited visibility into colleagues' workload
resulted in delays, frustration, and weakened collaboration. A team lead from a global
design firm articulated the challenge by stating, “We're not just managing projects—
we're managing distance, perception, and pace.” These sentiments underscore the
necessity for organizations to adopt transparent communication frameworks, such as
unified platforms, clear escalation protocols, and shared calendars. Without deliberate
coordination, hybrid environments risk fragmenting information flows and weakening
trust within teams.

Another emergent theme concerned the impact of flexibility on individual focus
and productivity. Participants largely agreed that working from home allowed for greater
concentration by reducing office-based distractions. However, this benefit often came at
the expense of work-life balance. Many employees acknowledged the difficulty of
mentally disengaging from work when professional and personal spaces overlapped. HR
leaders in the study emphasized the critical need for setting digital boundaries, such as
agreed-upon response windows and scheduled downtime, to prevent burnout. These
findings suggest that autonomy in hybrid models must be supported by organizational
norms that safeguard employee well-being rather than defaulting to a culture of constant
availability.

Interestingly, in-office workdays were not seen as obsolete but reimagined.
Rather than serving as venues for routine administrative work, offices were repurposed
by high-performing teams for collaborative and relational activities. Activities such as
brainstorming sessions, mentoring interactions, and team-building exercises were
prioritized during physical gatherings. An HR director from a multinational media
company observed that “the office is now a culture hub—not a default workspace.” This
insight reinforces the strategic value of intentional in-person interaction, which helps
maintain social capital, strengthens cohesion, and provides opportunities for informal
knowledge exchange that remote tools often fail to replicate.

The study also identified a significant shift toward agile talent management
practices in response to the hybrid work dynamic. Traditional role-based hierarchies were
being replaced by more fluid and project-driven staffing models. Several organizations
reported success in assigning tasks based on emergent skill sets, rather than fixed job
descriptions, allowing for greater responsiveness to fast-changing priorities. A human
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resources manager in a tech startup remarked, “Agility is no longer a buzzword—it's a
survival skill.” Participants who thrived in such settings often demonstrated strong self-
regulation, proactive learning, and adaptability—traits that have become increasingly
valuable in decentralized work environments.

Finally, the issue of equity and inclusion emerged as a structural concern that
required intentional intervention. A number of participants pointed to the growing
phenomenon of proximity bias, whereby employees physically present in the office
received more visibility, informal mentorship, and advancement opportunities compared
to their remote peers. This imbalance risked creating a two-tiered workforce and
undermining morale among virtual team members. To mitigate these effects, several
companies adopted countermeasures, such as rotating office attendance schedules,
implementing performance metrics based on outcomes rather than presence, and
deploying digital dashboards to ensure fair recognition. These efforts reflect an evolving
understanding that equity in hybrid systems is not incidental but must be actively
designed and sustained through inclusive policies and technology-enabled transparency.

In sum, the findings of this study reveal that hybrid work is not merely a spatial
or logistical adjustment but a cultural transformation that redefines communication
norms, power dynamics, and employee expectations. To succeed in this hew model,
organizations must move beyond technical solutions and address the deeper human
elements of trust, equity, adaptability, and purposeful connection.

Discussion

The findings of this study reveal that hybrid work represents not merely a
structural innovation but a fundamental cultural transition in the organization of labor.
As companies move away from rigid, location-based models toward more flexible
arrangements, they encounter not only technical and logistical questions but also deep
philosophical and human challenges. These include questions of visibility, fairness,
emotional well-being, and the meaning of collaboration in dispersed contexts. In this
sense, the hybrid work model becomes a mirror reflecting the unresolved tensions within
modern organizational life—between autonomy and control, flexibility and accountability,
and inclusion and bias.

The communication difficulties and misalignment observed in this study echo
prior concerns in hybrid work literature about the risks of fragmented workflows and
invisible labor. As Choudhury, Foroughi, and Larson (2021) suggest, the decentralization
of work demands a new kind of coordination logic—one that replaces physical presence
with clear protocols, shared tools, and mutual trust. Yet, as revealed in participant
narratives, hybrid communication remains vulnerable to uneven power dynamics, with
remote employees often excluded from informal knowledge flows and decision-making
loops. This affirms Michel Foucault’s (1977) critique of how visibility structures power; in
hybrid contexts, “seeing” becomes a proxy for valuing, and absence from physical space
can lead to exclusion from influence.

The tension between flexibility and blurred boundaries further underscores
Byung-Chul Han’s (2015) critique of the achievement society, where digital tools extend
work into the home and transform the worker into a self-exploiting subject. Participants
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described both the benefits of focus and the challenges of switching off, illustrating Han's
view that hyperproductivity, under the guise of autonomy, can become a new form of
discipline. Organizational efforts to preserve employee well-being through flexible
policies and boundary-setting practices are thus not only pragmatic but ethically
necessary.

One of the more promising findings is the creative reimagining of office space—
not as a default setting for productivity, but as a purposeful environment for culture
cultivation, mentoring, and human connection. This aligns with recent organizational
thought leadership, including the Microsoft Work Trend Index (2022), which found that
68% of employees prefer a hybrid model but crave meaningful in-person experiences.
The office, in this view, becomes a site of intentional sociality, reinforcing social capital
and psychological safety—both of which are central to agile and resilient teams
(Edmondson, 2019).

Agile human resource (HR) practices also emerged as key enablers in this
evolving landscape. The move toward fluid roles, project-based staffing, and outcome-
driven evaluations reflects the need for adaptive systems that can respond to volatile
environments. As Bremer (2020) emphasizes, agile HR is not simply a methodology, but
a mindset grounded in transparency, feedback, and continuous learning. In practice, this
means investing in digital collaboration training, emotional intelligence development, and
decentralization of decision-making—especially to empower employees in remote and
hybrid roles.

However, agility without equity risks reinforcing structural bias. The phenomenon
of proximity bias, wherein in-office workers receive greater recognition and
advancement, remains a major concern. Rock et al. (2021) argue that inclusion must be
intentionally designed into hybrid systems, through data-informed accountability,
equitable access to development opportunities, and leader training in inclusive behaviors.
Several organizations in this study responded to this challenge by rotating physical
presence, implementing digital performance dashboards, and emphasizing objective
metrics. Such interventions reflect a shift from managing presence to managing impact—
a conceptual evolution that redefines what productivity and contribution mean in the
modern organization.

From a regional perspective, this study contributes to the growing body of
Southeast Asian scholarship by contextualizing hybrid work within Indonesian cultural
dynamics. As Susanti and Pratama (2021) argue, collectivist values and hierarchical
communication styles can shape how hybrid arrangements are received and enacted.
The emphasis on relational leadership, face-to-face mentoring, and seniority-based
recognition continues to influence how Indonesian organizations interpret flexibility and
autonomy. Thus, hybrid work must not be transplanted wholesale from Western models,
but localized to reflect cultural expectations and technological readiness.

In essence, this discussion affirms that hybrid work is not a one-size-fits-all
solution but a complex social construct. Organizations must move beyond technocratic
approaches and invest in the emotional, relational, and ethical infrastructure that hybrid
work demands. As Foucault and Han remind us, technology is never neutral—it reshapes
behavior, redistributes visibility, and redefines the contours of power. Consequently, the
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future of work will depend not only on platforms and policies but on the ability of leaders
to foster cultures of inclusion, flexibility, and shared purpose.

Conclusion

Hybrid work culture stands at the intersection of structural disruption and
strategic opportunity. Far from being a temporary adaptation to post-pandemic realities,
it now constitutes a permanent and defining shift in how work is organized, experienced,
and evaluated. This study has demonstrated that the hybrid model reshapes not only
logistical arrangements but also the psychological, social, and ethical foundations of
organizational life. It compels organizations to reimagine productivity, visibility, and
human connection in ways that transcend the traditional dichotomy between remote and
in-office work.

Findings from in-depth interviews and focus groups revealed five critical themes:
persistent communication gaps, the dual nature of flexibility, the redefined role of
physical offices, the emergence of agile talent practices, and the imperative for equitable
design. These insights affirm that the hybrid work experience is heterogeneous, often
shaped by positionality, cultural norms, and the quality of leadership and infrastructure
in place. While the flexibility of hybrid arrangements can improve focus and autonomy,
it can just as easily contribute to burnout and invisibility if boundaries and expectations
are poorly defined.

Organizations that demonstrate empathy, adaptability, and intentionality are best
positioned to harness the benefits of hybrid culture. As this study shows, effective hybrid
models prioritize people over place. They invest in trust-based management, redefine
the purpose of physical spaces for high-value interactions, and actively mitigate
proximity bias through inclusive digital strategies. Agile HR frameworks—centered on
dynamic learning, outcome-oriented performance measures, and emotional
intelligence—are key to navigating the complexity of hybrid ecosystems.

Moreover, the Indonesian context adds a valuable cultural dimension to global
hybrid discourse. The role of collectivist values, respect for hierarchy, and relational
leadership must be considered in the adaptation of hybrid models. A one-size-fits-all
model imported from Western paradigms is insufficient. Instead, culturally responsive,
localized practices are needed to align hybrid flexibility with communal work norms and
technological realities.

Philosophical insights from thinkers such as Michel Foucault and Byung-Chul Han
further underscore that hybrid work is not merely a logistical configuration, but a socio-
political environment that alters how power, visibility, and agency are exercised.
Surveillance technologies, self-regulation, and digital fatigue are not abstract concerns—
they are daily lived realities that must be acknowledged and ethically managed.

In conclusion, hybrid work culture is both a test and a tool. When approached
with critical reflection, empathy, and strategic foresight, it can unlock new levels of
organizational agility, inclusivity, and sustainability. The future belongs to organizations
willing to design work ecosystems that are not only digitally enabled but human-
centered—spaces where flexibility is matched by fairness, autonomy is balanced by
support, and presence is measured not by proximity but by impact.
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