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The emergence of hybrid work models after the COVID-19 pandemic has changed the way
of operations among software teams, reducing face-to-face interactions and challenging
traditional workplace dynamics. In such settings, it is important to understand the
experiences of the team members, especially the emotional and social factors influencing
the employee welfare and team dynamics. This study examines the impact of hybrid work
on the sense of belonging and resilience among software professionals.

A qualitative approach was adopted, using semi-structured interviews with 10 participants
from five multinational IT companies. Thematic analysis was conducted using both
inductive and deductive coding, guided by Self-Determination Theory with the concepts of
autonomy, relatedness, and competence.

Findings reveal that physical presence alone does not guarantee belonging. Instead, the
quality of interpersonal interactions, emotional connection, and inclusive practices, such as
regular check-ins, camera-on meetings, and proactive leadership, play a critical role.
Employees who felt supported and connected demonstrated stronger resilience, while those
lacking engagement or informal interaction showed signs of isolation and reduced
motivation. The study recommends promoting a camera-on culture during virtual meetings
to enhance connection and reduce distractions. Meeting facilitators should actively engage
remote participants through questions and prompts. Additionally, team-level informal
activities, such as virtual fun hours, are encouraged to strengthen belonging among the team
members working in hybrid settings.
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1 Introduction

The hybrid work model, which connects both remote and on-site working hours, has
developed into a major function, especially in the software industry. The shift to hybrid work
models globally, which is triggered by COVID-19 pandemic, has significantly transformed
the organizational policies and redefined how they engage and approach their assigned tasks
(de Souza Santos et al., 2024). Even though a hybrid work model can offer a lot of flexibility
and productivity benefits, it is also important to understand psychological and organizational
implications among employees as it faces working model challenges that are related to
employee welfare, organizational culture, and dynamics of the team. This topic is very
relevant in the current scenario as organizations around the world compete for long-term
participation in hybrid work on employee engagement, team bonding, and adaptability.
Recognizing these challenges, many IT companies have started to amend their working

policies and call back their employees to the office (Gibson et al., 2023; Smite et al., 2022).

This study examines extensive social and organizational challenges in maintaining a sense
of belonging and promoting flexibility in an environment of rapidly scattered and flexible
work. By examining these challenges, the purpose of this thesis is to provide actionable
insights that help IT companies to better navigate the complications of hybrid work. This
study selection has been motivated by the current relevance of the hybrid work in the
software industry, and the increased interest of organizations to understand better about how
this mode of working setup influences the employees’ experiences in sense of belonging and
resilience. This study is focussed on the hybrid work environment though some participants
are belonging to the geographically dispersed teams. According to Smite et al. (2023) such
distributed teams can be referred to the part of hybrid settings.

Similarly, flexibility can adapt and flourish in the face of adversity and has gained
prominence as an important feature for employees navigating uncertainties and disruptions
associated with the hybrid work environment (de Souza Santos et al., 2023). However, the
fragmented nature of hybrid work is characterized by lowered face-to-face interaction and
uneven team presence, raising questions about their effects on social constructs in the long

course of time (Smite et al., 2022).



Smite et al. (2022), who studied hybrid work arrangements, have found that the flexibility
in work policies has made the offices empty, where employees do not want to come back to
the offices and thereby weaken the team cohesion and collaboration. Moreover, Conboy et
al. (2023) are challenging the assumption of the supports on productivity and innovation
from hybrid work, that also emphasizes the potential trade-offs between communication and
trust. These findings are highlighting the importance of the need to understanding how the
hybrid work affects the sense of belonging and resilience of the employees, as the
diminishing team cohesion, barriers in communication, and trust issues can impact the ability
of the employee to remain engaged and adapt to changes. This is especially significant in the
software industry, where teamwork and adaptability are crucial factors for individual and

organizational growth.

Changes in hybrid work models have been intensified by the COVID-19 pandemic, which
affects various aspects of the work environment, especially in software development teams
(Kemell and Saarikallio, 2023). This transition has presented many challenges and
opportunities, often not fully understood in the context of software engineering teams that
are distributed in various geographical locations (Sundari et al., 2024). Hybrid work
arrangements, where employees divide their time between working far from and in the
office, can reopen employees' engagement, a sense of belonging, and flexibility. These
changes need to be found, especially in the software industry, where collaborative teamwork

1s important for the success of projects (Conboy et al., 2023).

While hybrid work promotes flexibility, many employees, who work especially in the
software sector, have reported a lack of emotional relationships with their teams (de Souza
Santos et al., 2023; Smite et al., 2022). This absence of face-to-face interactions due to
geographically scattered team members can reduce the development of a strong sense of
belonging, which is necessary to promote positive employee experiences and high-
performance results (de Souza Santos et al., 2023). The ability to recover from flexibility,
failures, and adapt to challenges can also be affected by these changes in the workplace
environment (Conboy et al., 2023). However, the impact of hybrid models on the
development of flexibility and the feeling related to hybrid software teams has been
inadequately researched (de Souza Santos et al., 2023). These studies have focussed on team-

level dynamics but do not explore deeply how the individual team member experience the



impact of hybrid work. Moreover, there is less exploration to understand the resilience of
employees in the software industry. It is also necessary to investigate whether the employees
actually feel sense of inclusion when they work as distributed teams, although they retain in

the hybrid environment.
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2 Literature Review

This section provides the essential background knowledge to understand the basic context
of the study. The literatures were reviewed based on the contextual concepts from this

background knowledge.

2.1 Hybrid work models

After the COVID-19 pandemic, a hybrid model became the most recognized model that
reorganized workplace structures (Jaspan and Green, 2023; Neumann et al., 2022). Hybrid
work has gained attention in the majority of industries, especially the software industry,
because it is influenced by the use of digital communication and flexible work habits.
Despite facing challenges such as coordination difficulties and minimal social interaction,
software companies have increased their adoption of the hybrid model to enhance the
productivity and well-being of their employees (Smite et al., 2022; Sundari et al., 2024).
According to Smite et al. (2023), hybrid work can also be used to refer to the distributed
teams where there are remote members from various locations and collocated members in
global software development environments. Sense of belonging, which is defined as an
individual’s conception of being part of a group or a team, is linked to the motivation and
engagement of the employees, which are important in hybrid settings (Dowling et al., 2022).
Resilience is the ability to adapt to changes. It is especially important for hybrid workers as
they need to go through the challenges of remote and in-office environments and
collaborations (de Souza Santos et al., 2023). Understanding the synergy between hybrid
work, belonging, and resilience is essential for the implementation of effective working
environments that can promote employee satisfaction and retention in the long run (Sundari

et al., 2024).

The studies have highlighted how remote and hybrid work has played a role in increasing
flexibility and reducing commuting time to achieve greater work-life balance, which are the
factors that have drawn the attention and attraction to the worldwide adoption of this working

model (Conboy et al., 2023; de Souza Santos et al., 2024).



11

2.2 Sense of belonging in Hybrid work

According to Allen et al. (2021), a sense of belonging is the feeling of deep connection with
social groups, physical places, and individuals. The employees need to feel that they are
connected to each other as well as to the organization, to sense that they are part of the
organizational family (Fawcet et al., 2008). Hybrid work arrangements are profoundly
altering social team dynamics, which play a primary role in employees' sense of belonging
(Smite et al., 2022). This is important to note because the sense of connectedness and feelings
of belonging towards the work is related to the engagement, productivity and performance
of the employees (Belle et al., 2015). Results indicated that in-person communication in the
workplace can generate a sense of community (Tkalich et al., 2024). In contrast, remote
work can lead to isolation and thus reduce engagement and cohesion among team members
(Moe et al., 2023; Dowling et al., 2022). The studies also suggest that the hybrid work setups
can create inequalities between the remote and in-office collaborations among the
employees, which leads to feelings of exclusion and unequal acquisition of opportunities for

collaboration (Masood et al., 2021).

The scrum teams that are practicing close collaborations for the iterative development
processes have been experiencing issues with team cohesion in hybrid settings. (Deshpande
et al., 2016; Lous et al., 2018). Several collaboration issues are identified among the virtual
scrum teams, where the socialization and trust establishment among the team members have
been impacted by the communication gaps (Bablo et al., 2023). The team’s performance has
been adversely affected due to fewer interactions that have led to misunderstandings and
feedback delay (Adil et al., 2023). Studies also reflect that the face-to-face dynamic is not
transferable to the virtual environment for agile teams, and thus, the trust and rapport
deteriorate over time (Sporsem and Moe, 2022). Moreover, there is a possibility of
worsening the challenges in the coordination of working time zones and geographical
locations, which makes the alignment of goals and expectations hard ( Buyukguzel and

Mitchell, 2023).

The fragmented flows in communication often lead to the feeling of being less involved in
the decision-making processes for the team members, that makes further isolates them from
the group (Liu et al., 2024). This is especially reflected in remote meetings, as some

employees feel less inclined to engage or to contribute through virtual meetings (Sporsem et
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al., 2023). It is required to properly plan the hybrid meetings, team check-ins, and establish
clear communication, to maintain a sense of belonging and thereby reduce isolation (Kemell
and Saarikallio, 2023). Similarly, empirical research on hybrid agile development highlights
the importance of effective coordination mechanisms and means of maintaining team
cohesion and effective project implementation (Liu et al., 2024). Incorporating tools like
Slack and Microsoft Teams will help make communication more transparent and thus close
the gap between remote and on-site workers (Conboy et al., 2023). These practices can help
to make team members feel attuned to the goals of the team, and conversely, they feel

appreciated, regardless of their geographical locations.

Psychological safety, which is a critical component of belonging, is similarly at risk as teams
transition into virtual spaces since fewer overt interactions can lead to disengagement and
less risk-taking (Tkalich et al., 2024). The absence of a physical presence might cause the
employees to resist speaking up or suggesting new proposals due to the lack of non-verbal
cues, which are usually present in in-person interactions (Tkalich et al., 2023). This might
gradually lead to a decline in team innovations and problem-solving skills as teamwork, and
thus the employees feel less comfortable expressing their concerns or their readiness to take
risks (Wang et al., 2023). Moreover, the lack of physical presence might deteriorate trust
among team members, which is necessary for developing a sense of belonging (Smite et al.,

2022).

2.3 Resilience in Hybrid Work

According to Dillon (2022), resilience is the ability to choose whether to maintain or adapt
the thoughts, feelings and behaviours while facing the challenges. Resilience can also be
described as the individual’s ability to persevere and thrive through challenges (de Souza
Santos et al., 2023). Psychological safety has been promoted by a sense of belonging, thereby
the employees are equipped to go through the challenges and adapt to the changes with a
feeling of self-assurance (Tkalich et al., 2024). The employees who feel connected to their
teams would be able to handle work-related challenges better. Thus, a strong sense of
belonging can promote resilience in hybrid work environments (de Souza Santos et al.,
2023). Job satisfaction and performance are being improved so that the employees have

good connections with their team. They also possess the ability to adapt easily to hybrid
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work challenges (Moe et al., 2023). Sporsem and Moe (2022) pointed out how significant
collocation is, at times of the completion of tasks with high complexity, especially when

multiple domains are involved.

The team’s collaboration and engagement can be enhanced by promoting an encouraging
environment, and hence the social interactions and corporate culture play a significant role
in maintaining a workforce who are resilient towards the daily tasks (Sundari et.al. 2024).
By using virtual communication tools and experimenting with different types of meetings,
where the check-in meetings could be extended to share personal updates among the team
members, and thus maintain connectivity. It also helps to make sure that the employees
remain engaged and connected despite physical disconnection (Leong et al., 2023).
According to Kemell and Saarikallio, when comparing hybrid work with fully remote work,
the issues of social isolation are minimized in hybrid work, but there are certain new
intricacies that the on-site days of the hybrid work feel less rewarding, as the floor would be
almost empty. However, the internal communication among the team is not notably impacted

during the remote working days (Kemell and Saarikallio, 2023).

The studies are indicating that contributions of unscheduled meetings and interactions are
significantly noticeable in maintaining the workplace relationships and thereby easing the
problem-solving and decision-making (Sporsem et al., 2023; Buyukguzel and Mitchell,
2023). Informal virtual chats, ad-hoc check-ins can recreate the spontaneous conversations
like in-office settings, which can improve the interpersonal bonds as well (Masood et al.,
2021). The studies conducted on scrum teams in the hybrid work model show that the ad-
hoc or impromptu discussions and informal knowledge sharing sessions can contribute to
resilience by promoting collaborations to overcome the challenges among the employees

(Bablo et al., 2023).

2.4 Enhancing the sense of belonging and resilience in Hybrid work

Although the strategies for enhancing the sense of belonging do exist, choosing the most
appropriate suitable solution is a complex task as it requires multi-disciplinary approaches
rather than depending on a single disciplinary approach (Allen et al., 2021). Organizations

have started implementing several strategies to enhance employee belonging and resilience
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in the hybrid work model, acknowledging that a strong sense of inclusion can be conducive
to positive impacts on productivity and job satisfaction. Despite the physical distance, the
co-design of the hybrid workplaces has been promoting an impactful approach that can
improve the overall work experience for the employees and foster a sense of community and
collaboration (Wang et.al., 2023). The studies of Buyukguzel and Mitchell (2023) suggest
that the design of the hybrid workplace must focus on the creation of an inclusive
environment, where employees can feel equally valued, with no regard of the location they
belong to. This can ensure access to shared resources and can promote a culture of

transparency.

The agile methodologies have been adapted to the hybrid environment by conducting brief
and regular standups and other strategies such as digital boards and video conferencing. By
emphasizing such collaborative strategies, it can be ensured that the employees can remain
engaged both in-office and remote working setups (Masood et al., 2021). To accommodate
the employees from different geographical locations, the hybrid models need to focus on
asynchronous work coordination, by retaining the iterative and fast-paced nature of agile
development (Neumann et al., 2022). While maintaining the collaborative workflows of
agile work environments, approaches such as digital sprint planning, virtual stand-ups, and
cloud-based collaboration tools and project management tools can help the remote and in-
office teams align their contributions and efforts (Liu et al., 2024). Moreover, the practices
in the hybrid scrums have been reviewed and improved to incorporate the asynchronous
coordination methodologies so that the feeling of the remote employees of being excluded

during the crucial decision-making processes can be avoided (Smite et al., 2023).

Besides, the project management frameworks are evolving as a long-term strategy and
implementation, to balance the flexibility and proper structure in the software development,
which can lead the teams to remain productive without going out of the grip of a sense of
belonging (Leong et al., 2023). Research has shown that hybrid work succeeds where
companies implement formal collaboration models offering established communication
channels, documented processes, and established hybrid work policies to address the
disconnect between office and remote workers (Sundari et al., 2024). Facilitating equitable
access to discussions by utilizing hybrid-friendly collaboration tools like Miro, Jira, and
Confluence has proven to be key in sustaining engagement in dispersed teams (Dowling et

al., 2022).
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The managers need to be forward thinkers in ensuring inclusivity and psychological safety,
and thus, the leadership plays an important role in promoting connectedness and resilience
within the hybrid teams. In addition to the leadership efforts, digital tools and inclusive team
practices are also leveraging connectedness. (Adil et al., 2023). Managers who can actively
promote and participate in building trust, transparency, and empathy through consistent
communication can help to create an environment where employees feel that they have been
heard and motivated (Kemell and Saarikallio, 2023). Psychological safety is improved when
managers can perform open discussions about the challenges faced in a hybrid setup,
encouraging knowledge sharing, and offering flexibility in work arrangements (Buyukguzel
and Balaman, 2023). For example, frequent virtual check-ins, formal hybrid meetings, and
online collaboration tools like Slack and Microsoft Teams have been recognized as the main
facilitators of successful hybrid teamwork (Conboy et al., 2023). Research explains that
regular virtual check-ins not only facilitate communication but also enable employees to
develop a sense of responsibility and belongingness with their teams (Sporsem and Moe,
2022). Hybrid work arrangements are assisted by having organized but adaptable meeting
styles, with effectively facilitated discussions to enable balanced participation among remote
and in-office employees (Leong et al., 2023). Hybrid organizations investing in technology-
based socialization programs, such as virtual team-building activities, virtual coffee chats,
and peer appreciation programs, have experienced improved team cohesion and job

satisfaction (Neumann et al., 2022).

As the hybrid model is evolving continuously, more studies are needed to evaluate the long-
term impact of the workplace culture, team dynamics and the overall employee satisfaction
and well-being (Conboy et al., 2023). The studies reveal that organizations should
consistently adapt their hybrid work policies by gathering feedback regularly from the
employees, and evaluating the various growth and improvement measures, and exploring
different models of hybrid collaboration (Wang et al., 2023). Moreover, the companies need
to experiment the impact of hybrid work on the employee’s career advancements, as remote
work environment might diminish the outreach for the leadership circles, that might
potentially affect the potential growth of the employees (Tkalich et al., 2024). The future of
hybrid work models will be equipped by the emerging technologies of Al driven tools, that
aim to compensate social and economic gaps among the hybrid teams (Buyukguzel and

Mitchell, 2023).
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2.5 Self Determination Theory

Self Determination Theory proposed by Ryan and Deci (2001) is a psychological framework
that explains the psychological needs such as relatedness, autonomy and competence.
According to this framework, relatedness refers to the feeling of connection with others,
whereas autonomy refers to the experience in directing the individual and having control
over how to complete their tasks. Competence implies the feeling of effectiveness in the
individual’s actions. According to SDT, the contentment of these needs is necessary for the

growth, motivation and resilience of individuals.

In the context of hybrid work, SDT offers a valuable framework to understand how flexible
work arrangements affect employees’ sense of belonging and resilience. For example,
relatedness through meaningful team interactions and support networks, that leads to strong
personal connection. Autonomy is supported through flexibility in working hours or remote
work choices. Competence through opportunities for skill development and feedback (Ryan

and Deci, 2000).

2.6 Research Gap

Although hybrid work is widely studied for its impact on productivity and efficiency, there
is little research on how it affects the feelings and flexibility of individual employees in
software industry. Many employees in the hybrid setup experience limited face-to-face
interactions that can affect their emotional relationship for their teams, and their primary
purpose to visit the office for building personal connections (Smite et al., 2022). The studies
done by de Souza Santos et al. (2023), focus on team-level dynamics, structural challenges
and coordination strategies in the hybrid environment. However, these studies do not deeply
examine how individual software engineers experience personally and how, in turn, affects

their flexibility in overcoming the challenges related to work.

Additionally, existing research often assumes that professional support makes up for lack of
emotional connections. However, they do not explore how this support inspires or engages
people or what long-term effects it may have. In addition, software teams in hybrid settings

are often geographically spread, in which members work in different time areas and rarely
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meet in person. While hybrid models aim to offer flexibility, they can also cause social
fragmentation, it is not clear whether employees actually feel integrated in their teams. The
question whether a strong sense of contributing to flexibility in hybrid software teams has
not yet been fully addressed. Therefore, by examining individual employee experiences,
further research is required to bridge this difference by understanding the psychological and
emotional aspects of hybrid work in the software team. Moreover, there were limited
previous studies to examine how the resilience is affected in software industry (de Souza

Santos et al., 2023).
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3 Research Methodology

This section outlines the research’s focus, highlighting the key RQs and objectives related
to practices, strategies, and employee perceptions in hybrid working in software

development environments.

3.1 Research Approach

This study employs a qualitative, exploratory research design to investigate the impact of
hybrid work on the sense of belonging and resilience among software employees using semi-
structured interviews. Given the subjective and context-dependent nature of these constructs,
qualitative inquiry allows for the collection of complexes, in-depth insights directly from
participant experiences. The research does not aim for generalization but rather seeks to
explore patterns of experience and perception within hybrid work contexts, especially with

a sense of belonging, resilience, and motivation among software professionals.

3.2 Research questions and objectives

e RQI: How does the hybrid work impact the sense of belonging of the hybrid

workers?

The purpose of RQ1 is to find out how the hybrid functioning affects the employees’ feelings
of connection with their teams and organizations. Also to assess the absence of face-to-face
interactions in creating a sense of distance among the team member and, the impact of

communication tools in creating a sense of belonging.

e RQ2: Does the sense of belonging help the hybrid workers to become more resilient

in hybrid work?

The purpose of the study through RQ2 is to check whether a strong feeling of being
concerned increases flexibility in hybrid workers, helping them deal with challenges. To
check if employees with strong emotional connections better customize during high pressure

conditions.
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This research contributes to the growing body of knowledge at hybrid work by focusing on
individual employee experiences. This provides practical insight to organizations that
demand to promote a sense of belonging and flexibility in the hybrid work environment. By
addressing the emotional and psychological challenges of hybrid work, this study provides

recommendations for improvement in team harmony and employee welfare.

3.3 Sampling method

A purposive sampling strategy was adopted to select participants actively working in hybrid
environments within the software industry. The study involved a total of ten participants
drawn from five different software companies: IBM, TCS, Oracle, Harness, and Bristol
Myers Squibb (BMS). All participants of this study are based in India. The distribution of
participants was as follows: five participants from IBM, two from Oracle, and one participant

each from TCS, Harness, and BMS.

The participants from IBM seems to be equal to half of the total participants, as the author
worked previously there and made the connections. The initial plan was to include fourteen
participants, but later reduced to ten, as no new data seems to be emerging during the
interviews. It was purposely decided to make the count of developer roles and managerial
roles equal to gather the perspectives of both roles, so that it can contribute varied insights

for the study.

3.3.1 Experience range and career stage

In terms of overall work experience, the participants represented a diverse range:

e Seven participants had between 5 and 24 years of total work experience and were
categorized as senior employees.

e Two participants were mid-level professionals with 2 to 5 years of experience.

e One participant had just one year of work experience, representing an early-career
professional.

With respect to their experience working in hybrid environments:

e Four participants had been working in hybrid settings for 6 months to 2 years.



e Five participants had 2 to 4 years of hybrid work experience.

20

e One participant had been working in a hybrid setup for approximately five years,

starting during the onset of the COVID-19 pandemic.

This range of experience levels and organizational contexts provided a comprehensive view

of how hybrid work influences employees’ sense of belonging and resilience across different

career stages and corporate environments. Table 1 shows the experience details of each

respondent.
Total years
Hybrid
Participant of Mode of
Company Role experience
ID experience working
(in Years)
(in Years)
Application 3 days per
} IBM 1 1
P1-IBM Developer week at office
Application 3 days per
- IBM 4 4
P2-IBM Developer week at office
Application 3 days per
} IBM 5 3
P3-IBM Developer week at office
P4-IBM IBM Application 9 ] 3 days per
Developer week at office
P5-IBM IBM Innovative 10 3 Quarterly visit
lead to office
P6-ORA Oracle Project 24 0.5 Weekly once at
Manager office
Project .
P7-ORA Oracle 17 5 Daily at office
Manager
P8-TCS TCS Application 10 5 3 days per
Developer week at office
P9BMS | BMS |SeniorLeader| 19 5 3 days per
week at office
P10-HNS Harness Project 15 3 Quarterly visit
Manager to office

Table 1 : Total work experience and hybrid work experience of the participants
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Senior role interviewees are preferred because it is easier to collect meaningful information
about the impact of hybrid work from them. There were 8 participants who had total work
experience above 5 years. They have experienced the traditional work setup before the
introduction of the hybrid model, making them ideal sources of insight. Having witnessed
both working environments, they can compare and reflect on the impacts more effectively.
In contrast, two people with only one and two years of experience are likely to have started
their career in a hybrid model, making it their default work environment. They may not have
another setup for comparison and might only mention common challenges of hybrid work.
Senior professionals, with their extensive experience, are better positioned to offer deeper
insights into the impact of hybrid work. A total of eight interviewees were professionals who
had 4+ years of experience, though their experience in hybrid work varies from 6 months to

4 years.

The participant demographics reflect a diverse and strategically selected sample representing
various dimensions of the hybrid work experience in the Indian software industry. This
diversity contributes to a more nuanced and multi-layered understanding of how hybrid work

affects employees’ sense of belonging and resilience.

3.3.2 Organizational diversity

Participants were drawn from five major software and technology-driven multinational
corporations (MNCs). These companies differ in scale, project types, internal policies, and
organizational cultures. This heterogeneity enabled the study to capture variations in hybrid

work implementation and their impact across different corporate environments. For instance:

e [BM, an American multinational technology company represented by the highest
number of participants (5), is known for formalized hybrid policies.

e Oracle and TCS, where the former are an American multinational computer
technology company and the latter is an Indian multinational technology company,
offer more traditional enterprise setups with varying degrees of flexibility.

e BMS, while not a conventional tech company, contributes a pharmaceutical industry

perspective on software operations.



22

e Harness is a rapidly growing software delivery platform that specializes in

Continuous Integration and Continuous Delivery (CI/CD) solutions

All participants were based either in Indian metro cities or Tier-II cities, including

Bangalore, Hyderabad, Chennai, Kolkata, and Bhubaneswar. Metro cities are the largest and

most developed centers. Tier II cities are smaller than metro cities but are rapidly developing

with urban amenities. These cities are tech hubs with established hybrid infrastructures, but

they also represent different regional work cultures and levels of physical separation from

team members.

This spatial distribution supports the theme that geography continues to impact social

bonding, even in digitally connected teams. Table 2 shows the participant distribution among

the selected companies.

Organization | IBM Oracle TCS Harness BMS
Industry Technology | Technology | IT services DevOps- Pharma
(Al & (Database & | & Consulting CI/CD industry
Cloud Cloud) (technologi
computing) cal teams)
Size of the ~300,000 ~200,000 ~600,000 ~1500 ~30000
organization
Participants | Bhubanesh | Bangalore Hyderabad, Bangalore, | Bangalore
distribution | war, Trivandrum Hyderabad
(in Indian Hyderabad,
Cities) Chennai,
Bangalore,
Kolkata
Agile Scrum(2), | Scrum Scrum Scrum Scrum
Framework | Waterfall
3)
No. of 5 2 1 1 1
participants
Role of Application | Project Application Project Senior
participants | developer | manager (2) | developer (1) manager Leader (1)
@), (1)
Innovative
lead (1)
Location of | UK, Germany Jamshedpur uUsS [N}
Client Switzerland (India)

Table 2 : Company profiles and participants’ demographics




3.3.3 Role and hierarchical variation

The participant pool includes individuals from diverse hierarchical levels, ranging from
entry-level developers to senior managers and leaders. This stratification helps unpack how

perceptions of belonging and resilience may vary based on professional role and seniority.

According to their work experience and hierarchical level, the participants of this study are
categorized as Junior Developers, Senior Developers, Team Leaders, Project Managers, and
Senior leader as shown in Table 3. This categorization reflects the study's intention to explore

diverse perspectives from various roles and levels of experience, enriching the research with

insights into different working arrangements before and after the pandemic.

Role of the participant Years of No. of Organization
experience participants

Junior Developer ~ 1 year 1 IBM

Senior Developer 4-10 years 3 IBM (2), TCS (1)

Team leader ~10 years 2 IBM (2)

Project Manager 15-24 years 3 Oracle (2), Harness (1)

Senior Leader ~19 years 1 BMS (1)

Table 3 : Categorization of the participants according to their role and expertise

The following are the general responsibilities typically associated with each role listed in

Table 3, based on the author's previous work experience.

Junior Developers are likely to face challenges in building connections due to limited
visibility and fewer organic interactions.

Senior Developers often serve as informal mentors and technical anchors within
teams.

Team Leaders are central to maintaining day-to-day team dynamics.

Project managers oversee broader team functions and act as enablers productivity.
They navigate challenges in performance management, cross-functional
coordination, and equitable support.

Senior Leaders are also act as the enablers in cross-functional collaboration and to

promote a smooth and viable communication strategy.
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The inclusion of both technical and leadership roles allows exploration of how emotional

and professional support systems function differently at various levels of responsibility.

This study included an equal representation of hierarchical roles, with five participants from
managerial roles and five from developer roles. This balanced contribution of participants
across the levels of hierarchy enhanced the data collection by enabling a comparative study
of people factors such as sense of belonging, motivation, and resilience from both the

leadership and team member aspects.

Two participants who did not have any earlier agile experience have started working in
Agile, retaining the hybrid work setup. From them, it is expected to have insights into the
migration of work setup from non-agile to agile work environment, hence, they can collect

their experience from both environments with a hybrid work setup.
3.4 Research Design

The research design included the phases of exploration, study design, data collection,

analysis, and results.

EXplD ration « Background study = Formulation of research questions

* RQ1: How does the hybrid work impact the sense of belonging of the hybrid workers?
+* RQ2: Does the sense of belonging help the hybrid workers to become more resilient in hybrid work?

StudyDesign&PlannTng = Selecting the participants = Drafting the questionnaire =  Planning the interview

A i S 2
,,,,, '
Eit §idie =
5 companies 10 Participants 5 Managers 5 Developers

Data Collection «  Conduct interviews +  Record the interviews along with the transcripts

X @ e

L1
MS- Teams meetings 40 minutes Interview timeline: Meeting recordings with
Feb 2025 to Mar 2025 transcription

Data Ana lysis = Cleaning of meeting transcripts « Codecreation and selection +  Classification on RQs
; u Wilire
=t & : )

-
Cleansing transcripts MNVivo 14 Integrated approach Codebook : 93 codes
(deductive & inductive)

Findings and results *  Integrate the findings +  Interpret the results

- —
g
o —_

+  Thefindings have been integrated and interpreted the results

Figure 1. Research design phases
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3.5 Data collection

The interviews have started by collecting the background information from the participants
to establish the context. The participants were asked to provide their titles of the current
roles, total years of professional experience, experience in current role, and their experience
explicitly in hybrid, their geographical location, and the nature of their hybrid work setup to
understand how frequently they are working from office versus remote. This information

can provide a basic understanding of each participant’s work context.

Following that, the participants discussed about their experiences in the hybrid work
environment, highlighting the challenges and rewards they encountered from this working
model. It helps to understand the insights on how hybrid work can build their daily routines,

productivity, motivation, and interpersonal relationships.

This research examines the communication tools, and the strategies of collaboration used in
hybrid work. The information about the tools and platforms they used contributes to
understanding the influences on their team interactions. They have also been encouraged to
reflect on differences, if any, while engaging and participating with the team, when working

remotely compared to when physically present in the office.

In addition to that, the interviews explored the workload and stress in their workplaces.
Though hybrid work provides utmost flexibility, four participants pointed out that it can blur
the boundaries between office working hours and personal time. Nowadays, it is not
something new that hybrid employees experience extended work hours, transitioning from
one meeting to another, or working on the highly prioritized incidents or tickets, which might
lead to emotional and cognitive exhaustion. With this background, the participants were
asked to express their sense of belonging, where they feel valued among the team and
included within the team or the organization. This, in turn, might support them in being

involved and motivated during the stressful periods.

The topic of team collaboration was rechecked in the context of stress. The aspects of mutual
support, shared responsibilities, and informal check-ins were considered to understand how
these collaborative dynamics could contribute to their capability to encounter the pressure

in hybrid settings. By exploring the relational dynamics of team collaboration at times of
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stress, this study examines the significance of identifying how resilience within software

teams operating in hybrid environments.

The participants of the interviews were selected based on the working setup in hybrid work
environments, within a mix of agile and non-agile teams. There was a participant who had
recently moved to an agile team 3 months ago, from a non-agile team. This study also aims
to learn the experience from the migration from a non-agile team to an agile team, and how

it impacts the productivity and management of work stress.

Table 4 shows the interview questions that helped to answer the research questions of this

research study.

RQ1 | How does the hybrid work impact the sense of belonging of the hybrid workers?

46 Do you feel connected to your colleagues in a hybrid environment? If yes, what helps
you feel connected? If no, what do you think is missing?

#7 Has hybrid work changed how you participate in team activities or discussions?

When working remotely, do you feel equally involved in decision-making compared to

8 when you're in the office? What factors influence this?

49 Does your company create opportunities for building relationships with colleagues in a
hybrid setup? What are those opportunities and how effective are they?

410 When do you feel more connected in a hybrid work model? What specific factors

contribute to this feeling?

#11 What aspects of hybrid work you feel more or less connected to your workplace culture?

How does your company promote open communication and support networks among

#1T7 employees? Can you give examples of how this helps you in hybrid work?
Does the sense of belonging help the hybrid workers to become more resilient in

RQ2 .
hybrid work?

412 What strategies or approaches have helped you adapt to challenges in the hybrid work
environment?
Do you feel more resilient when you feel supported and connected to your team? If yes,

#13 .
what specific support helps the most?

414 Can you share an example of a time when feeling a sense of belonging helped you
overcome a challenge in hybrid work? What made this experience impactful?

415 How does the hybrid work model help to manage your work stress better? What specific
team dynamics or interactions help?

419 Do you think a strong sense of belonging improves your motivation and productivity in
hybrid work? If yes, how does it make a difference?

416 Do you feel your team provides emotional or professional support when facing
challenges? What are some examples of how they do this?

40 How does team bonding or workplace connection help you manage stress or uncertainty

in your role? Can you share a specific example?

Table 4 : Interview questions answering research questions
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3.6 Data Analysis

Used self-determination theoretical (SDT) approaches of competence, relatedness, and
autonomy to frame research questions (Ryan and Deci, 2001). Following that, to create the
primary list of codes, a deductive approach has been adopted. It defines the initial step with
the structure of primary codes, before the actual coding starts. In addition to that, to avoid
the possibility of pre-conceived results, the inductive approach has also been adopted, where
the reflection of emerging concepts is achieved by analyzing the interview data line by line,
that highlights the newer concept. In this study, the integrated approach of both deductive
and inductive analysis is adopted, which helped to analyze based on theoretical approaches

and thereby determining the categories to where the codes can be put into (Cruzes et al.,

2011).

NVivo tool has been used to analyze the data collected from the interview. Though this study
considered Sense of belonging and Resilience as the major themes, the sub-themes and codes
emerged from the interview data. This constitutes the inductive approach of the study
whereas the root codes used for interpretation was analyzed by SDT using the concepts of

relatedness, autonomy and competence, constituting the deductive approach.

In this study, SDT provides a valuable lens for examining how hybrid work arrangements
impact software employees' sense of belonging and resilience. A sense of belonging aligns
closely with the SDT concept of relatedness, emphasizing the importance of social

connections in workplace engagement and mental health.

According to Ryan and Deci (2001), SDT the concepts of relatedness , autonomy and

competence are defined as follows with respect to the analysis done in this study.

e Relatedness denotes sense of connection and belonging with others. It encompasses
feeling cared for, respected, and part of a community. To analyze this the codes such
as Team connection, , Participation and inclusion, Recognition and Feedback,
Emotional Support, Events leading to personal connect, Engagement activities, Face-

to-Face Interaction which falls under the theme Sense of belonging

e Autonomy reflects the degree to which employees feel that they have control over

how and when they perform their tasks. To represent this, the codes such as
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Autonomy in hybrid work, Flexibility and Autonomy, Sense of ownership, Planning
and alignment, Freedom to share ideas, are used, which primarily falls under the

theme sense of belonging

e Competence relates to employees’ confidence in their skills, their ability to meet
work demands, and their access to resources and feedback. This concept has been
fallen under the theme Resilience with the codes such as Learning support, leadership
role, Planning and prioritizing, Structured communication, Knowledge sharing,

Strategies.

Meanwhile, resilience can be supported by fulfilling all three SDT needs: autonomy
empowers individuals to make adaptive choices, competence reinforces confidence in
overcoming challenges, and relatedness offers social support during periods of stress or

uncertainty.
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4 Results

In this section, the findings of the research are presented. First, the communication tools and
strategies and organizational-level policies that shape hybrid working within software
development environments are discussed. Next, the practices and approaches adopted at the
team level to foster belonging and resilience are explored. Following that, the customized
workflows and support mechanisms established by individual managers and teams, based on
their unique hybrid work challenges, are examined. Finally, the individual-level preferences,
coping strategies, and varied experiences of employees are presented, offering insight into

how hybrid work influences personal productivity, sense of belonging, and adaptability.

4.1 Sense of belonging

This subsection explains the findings of this study to understand how the sense of belonging
has been impacted by the hybrid work environment. To analyze this, the participants'
working setup and their office presence were first studied. This was followed by examining
their reliance on communication tools to understand their efforts in maintaining team
connection through informal communication. Moreover, employee participation and
engagement in team meetings and activities were also examined to determine their sense of

inclusion.

4.1.1 Office presence and hybrid setup

Hybrid work offers high flexibility for the employees to complete their tasks whenever they
feel productive in a day. After the pandemic, the organizations have started to call back the
employees to offices. Some organizations have amended the working policies to be at office
for 12-15 days in a month. This is why some participants are following the hybrid mode of
working with 3 days in a week at office even though their team members are working from

other locations in a similar working mode setup.
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“l used to visit three days, and sometimes two days also. But I mostly try to visit for 12 or 15
days in a month, and then for the rest of the days, I used to work from my remote location.
[...]. they (team members) are scattered in different cities [...] if I am visiting the office, 1
used to meet the people. Like today (at office) I mostly like to meet the people directly” (P2-
IBM).

Even though hybrid work offers several rewarding things to employees, they have challenges
as well. One of the concerns is the expectation to remain available beyond the working hours,

especially at times on the involvement of critical support tasks.

The junior developer from IBM mentioned that “(Hybrid work) challenging, I guess. Might
be (fortunately) flexible working hours but we may need to stay online after the working

hours as well if some data load come across” (P1-IBM)

Another reported challenge is the increased number of meetings in the hybrid work
environment. The tasks which were once handled through spontaneous, informal desk

conversations now require scheduled virtual meetings.

Another participant pointed out that “the important thing is number of meetings have gone
up. Every time you need to have a meeting. Earlier you can just go to that person's desk and

talk to him and finish off the work. Now you need to set up a meeting” (P6-ORA).

Though the meetings are intended to facilitate smooth communication among the teams, one
of the managers has pointed out that the dislike towards the increased number of meetings.
They wanted to somehow get rid of too many meetings. This is discouraging, them from
conducting informal virtual chats, that can create an atmosphere for friendly conversations
among the team members. Thus, the great number of meetings have become a hindrance to
conduct such virtual coffee chats as too many meetings are making the employees feel

exhausted. This can be a reason of minimized informal virtual chats.

The manager from Oracle mentioned that “when you're working remotely, you miss out on
that [personal connection]. You're already spending so much time in meetings, and by the
end of it, you're drained. You don’t feel like having any more conversations. You just want
to finish the work-related meetings and close everything off. There's little room or energy

left for those casual, human interactions” - (P6-ORA)
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However, being a manager of a team, the managerial roles involve taking initiatives to build
connections with their team members while working in hybrid environments. They are
modifying their calendars accordingly to accommodate informal communication in their
team culture. The managers are acting as enablers to foster smooth communication. Thus,
this study finds that certain actions are being taken by managers to ensure that connections

are built within the team.

The manager from Oracle reported that “now it takes a 30 minute meeting at the minimum

on my calendar to get that connection built” - (P7-ORA).

It has been reported from the participants that the face-to-face interactions has significant
role in collaboration within hybrid environments by recommending that meetings that
require discussions, brainstorming, or face-to-face communication be conducted on office
days. Three participants from companies Oracle and Bristol-Myers Squibb have
acknowledged their planned collaborations that are being conducted on office days. As these
participants are handling the managerial roles, according to the requirements or the need for

discussions and collaborations at the office, they are planning appropriately.

The participants especially the managers emphasized the importance of strategic planning

when it comes to office working days for improving collaboration and communication.

Participants
Office presence
6
5
4 Days in office -
5 M Quarterly visit
M Daily visit
2
M 3 days perweek
1
- - . M 1days perweek
0
Bristol Myers  Harness IBM Oracle TCS
Squibb
Company ~

Figure 2: Mode of working among the participants
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The participant from BMS mentioned that “7 would plan all my meetings on the day when
everybody comes to the office and handle the other project management activities that do
not require face-to-face conversations. [...] Effective collaboration and communication—
see, it’s a very critical thing. We have to collaborate and ensure that timely communication

goes out” (P9-BMYS)

Flexibility in choosing the office working days based on team presence was also seen as
conducive to enhance the working during office days. One of the participants from Oracle
reported the preference to work from the office only when the team members are present.
This indicates that spontaneous collaboration is a key motivator for on-site attendance,
especially among the managers. “I/ can take a call on that particular day, let's
say...Currently, they ask me to come on Tuesdays, and it depends on my team members. If
they’re also coming on that day, then it makes sense for me to work from the office.” (P6-

ORA)

The participants in this study have varying work experience. As mentioned in section 3.3.1,
the total experience of the participants varies from 1 to 24 years. The interesting finding is
that the participant who is having the highest total experience is having least experience in
hybrid work environment. The manager from Oracle is that participant whose team has
transitioned to hybrid 6 months ago. (P6-ORA) Being a manager who is responsible for
ensuring the effective communication and co-ordination among the team members, there are
challenges in hybrid, and that too with a very recent transition. The privilege they enjoy is
that though they have started working in hybrid, the team members are the same, and they
have successfully established the team cohesion already. Therefore, it would have been

comparatively easier to adapt to the new working environment.

4.1.2 Communication and connection

The ability of the employees to develop and maintain strong professional relationships
through formal as well as informal communication could be captured from this study. While
the hybrid work provides flexibility, it has interrupted the organic team bonding and informal

communication. The findings from this study suggest that the strong team connection
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depends not only on the communication tools used but also on the behavioural norms, such
as turning on cameras initiating casual conversations, and organizing virtual or physical team
events. Employees in teams that fostered these practices reported a stronger sense of

connection and inclusion compared to those without them.

From this study, it is understood that the face-to-face interactions are reduced in teams,
which can, in turn, reduce the personal connection among the team members. The personal
connection is observed to be minimized. The virtual meetings do not insist on the team to
switch on the camera, to share facial expressions to develop a personal connection through
body language. Three participants whose camera is off during the team meeting do not have
any face-to-face communication with their teammates. The reasons for diminished
interactions are that their locations are different. The teammates belong to different

locations.

The team connection among the two participants from IBM has been observed to be weaker
when compared to the participants from other companies. Based on the data collected, only
half of the participants, i.e. 5 out of 10, reported that they experience a strong sense of team
connection. They acquire it from the daily stand-up meetings, Friday fun hour, and
collaboration activities. The other participants reported on the sense of disconnection from

the teams.

One of the participants shared that they had never met any of their team members, neither in
person nor virtually. Another one responded that they had not interacted with at least 50%
of the team members, even through MS Teams meetings. This is an obstacle to their ability
to create familiarity and trust with each other in the team. A recurring issue was the limited
use of video during virtual meetings. Participants noted that Teams meetings rarely required
cameras to be turned on, limiting opportunities to build rapport through non-verbal cues such
as facial expressions or body language. Three interviewees indicated that they never used
cameras during virtual meetings and had no face-to-face communication, citing geographic
dispersion of team members as the main reason. The dispersed nature of hybrid teams, where
members operate from various cities or countries, is leading to limited opportunities for

spontaneous or informal interaction.

One of the managers mentioned that some team members do not feel comfortable to turn on

their web camera during the meetings and thus they lack a personal connection towards the



34

other team members. “You can still have video conference video meetings, but it depends. 1
know people are not comfortable always. So, they switch over to a regular non video mode

and you will not have a personal connection or touch.” (P6-ORA)

Figure 2 shows participants feeling of emotional connect with respect to the F2F interactions
and virtual interactions with the camera turned on or off. The participants who have not met
their team members either physically or virtually, did not report experiencing an emotional
connection with their teammates. None of these participants indicated a sense of emotional

connect with their team.

Participants
3.5
3
2.5
- Emotional connect ~
15 B Don't know
1 H No
0.5 I I I W Yes
0
camera always off cameraalways on  cameraoccassionally cameraalways off
on
F2F interactions No F2F interactions
F2F interactions ~ Virtual interactions with camera on/off ~ - A

Figure 3: Face-to-face interactions and virtual interactions frequencies

In hybrid settings, communication tools such as Microsoft Teams, Slack, and Zoom emerged
as vital enablers for both formal coordination and informal bonding. These tools served as
substitutes for in-person interaction, helping teams remain connected despite physical
distance. They are using these tools for effortless communication through chats, calls and
easy file sharing. For instance, one participant shared, “We mostly use Microsoft Teams that
helps us stay connected through chats and easy file sharing and calls.” (P8-TCS). Tools like
WhatsApp also facilitated informal chats and helped bridge the emotional gap between
colleagues. (P4-IBM, P7-ORA).
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Table 5 shows the most commonly used communication tools among the participants. MS
Teams is being used by nine participants, but P10-HNS reported that they used Slack and
Zoom for their team communication instead of MS Teams. They mentioned that “We've
been using Slack and Zoom [...] it helped a lot because I would prefer my teammates to
summarize things before, I come into the meeting”. Slack is also extensively used by seven
participants. These tools are helpful to maintain team communication during the days of

working remotely.

Company MS Teams Zoom Slack
IBM o - o
Oracle o o o
TCS o i ]
BMS o i _

Harness - Q Q

Table 5 : Most commonly used communication tools among participants representing each company

The social context of working environments is changing with the flexibility, and as a result,
face-to-face interactions are minimized. Having said that, reduced personal interactions have
changed the participation of the team members in the activities and meetings. The meetings
in the hybrid work sometimes invite many distractions for the team members especially those
who working on remote days. It has been reported that “If you have a team meeting that is
in a Zoom call, generally, people don't try to respond, or they might be doing some other
work in the background. It's a general thing that I might also have something important. I'm
working in the background as I am taking the Zoom call, so there are a lot of distractions in
the background during the virtual meetings. So, what we do to break that is like ask

questions. Just make sure that everyone is actually listening” (P10-HNS).
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It is found that some individuals are not always willing to turn on their camera during the
meetings and they pull themselves to the zone of isolation. “You can still have video
conferences, video meetings, but it depends. I know people are not always comfortable. So
they switch over to. a regular non-video mode, and you don't have a personal connection or

touch.” (P6-ORA)

The participants from city of Bangalore and Hyderabad, though in tech-dense zones, still
reported limited face-to-face interaction due to dispersed teams. Those in less central
locations (e.g., Bhubaneshwar, Kolkata) felt more isolated, as physical meetings or office

visits were rare or non-existent.

Here comes the significance of turning on the camera during the meetings. In this study, only
one participant reported that their team follows the policy of turning on the camera
mandatorily during their meetings, whereas six participants reported that their camera is
always off during the meeting and two participants mentioned that the camera is turned on
occasionally, depending on the behaviour of the meeting. For example, one-to-one meetings.
The team connection is being felt for participants who have at least turned on camera in their
meetings or met the teammates during team events and dine outs, more than those who have

not met their team members at least once.

Structured communication

The challenges related to communication practices in hybrid work settings varied based on
the development methodologies adopted within the teams. Eight participants informed that
they are practicing structured communication through daily stand-up calls, weekly or
biweekly check-ins. These participants are following scrum methodology within their team.
Other two participants reported that they don’t have a structured communication. Whenever
there is some data loading request comes, then they will be communicated. Other than this,
they won’t be informed about the scope and vision of the conversion test cycles and the

releases. Their mode of development is Waterfall model.

There was one participant who has recently moved to a team that practice scrum

methodology and reported that now the tasks and work plans are in more structured format,
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so that it helps to prioritize and conveniently accomplish them than before. This participant
also described the contrast between unstructured and structured communication.
“in the previous one (project team), if we are having any work only we will use to

communicate with the team, leaders, managers.

But now it is not like that. [...] every day morning first thing we will have the standup calls.
So we need to communicate what we are doing. What work is assigning to us so everything.
We have to talk about it. So earlier we don't have anything like this. This is good I think.” -
(P4-1BM).

This indicates that agile methodology helps in facilitating accomplishing the assigned tasks,
through the stand-up calls and other check-ins. This perspective from P4-IBM also indicates
that it would be always conducive to introduce agile methodology in the hybrid work
environment, as it can foster structured communication of understanding what each
individual team member is assigned with. That can help the fellow team members to

determine when and how to approach for seeking assistance from the team.

4.1.3 Participation and inclusion

It has been noticed that, in hybrid team meetings, the team members sometimes feel less
motivated to participate, as they feel inhibited from expressing their thoughts freely. In
meetings, where some team members are physically present in the office while other join
remotely, the remote participants can sometimes feel disconnected or isolated. This is often
because of the contributions from the remote participants are sometimes go unheard due to
audio issues or lack of attention from those in the meeting room. Moreover, the willingness
to participate is generally higher among those participating from office than the remote
participants. This is acting as a barrier for them to actively participate in the meetings.
Whenever it is important, then only the remote participants are actively involving in the
meetings. Employees in the office tend to feel more comfortable in sharing their ideas and
opinions, whereas the remote participants are less involved. This difference was expressed
by one participant who emphasized the difference in engagement between working from the

office and remotely.
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“If we are in the office and we are with our team, we'll be contributing our ideas through
the discussions and we'll be sharing our part to them depending upon whether it may be the
work or the project plan or anything. But being in a hybrid work, if it is necessary, we are

going into it, or else we are just completely out of it. ”(P3-IBM).

Remote participants may feel isolated when joining meetings virtually, while other team
members are co-located. This can lead to reduced sense of engagement in collaborative

activities.

“hybrid work has changed how I participate in team activities because sometimes I feel a
little bit less involved, especially when join meetings remotely while others are together in

the office” (P8-TCS)

The lack of prompting from speaker during the virtual meetings can inhibit the contributions
from participants. Some individuals are expecting a prompt from the speaker to express their
opinions and responses. As there is no prompt, the meeting participants will be responding
only if they have any questions. But the earlier office meetings, sometimes insist the

participants to respond.

The senior developer from IBM shared that “There’s no specific strategy where the speaker
asks for feedback from the listeners. If we have any questions, we respond, but there’s no
rule that says everyone must respond or give feedback. It’s completely our choice. The

speaker doesn’t prompt us.

Earlier, when we had in-person meetings in the meeting room, it might have been a bit
different. In those settings, it could be mandatory to respond if someone asked you something

directly. But now, it’s more relaxed. We participate only if we want to”’(P4-IBM)

The junior employees who have been recently joined the team also faces the situations of

barrier to involve in the meetings as they are not asked for any suggestions or feedback.
“I'm a graduate hire. I don't really get asked for suggestions.” (P1-IBM).

In addition to that, people who have started their career post-pandemic and their organization
already adapted to hybrid work, for them as well, there might not be a feeling of great impact

in terms of participating in virtual meetings. They are somehow habituated with it.
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Another participant from IBM shared that “hybrid work hasn’t changed much in how I
participate in team activities or discussions [...] I've been working from home or in a hybrid
model since the beginning. Our team is spread across different locations in India and even
in other places. So we've always connected virtually, mainly using platforms like Microsoft
Teams and Slack. Because of that, I don't feel a big difference. Hybrid work hasn’t had much

of an impact on how I work or interact with the team.” (P2-1BM)

Some believe that participation is more influenced by personal ownership of tasks rather
than the mode of working setup; hybrid or at-office. According to this perspective, the
motivation and engagement are leveraged by one’s connection and commitment towards the

task rather than the working setup.

There was an interesting thought from one of the managers who mentioned that “the setup
whether hybrid or onsite work is not really a factor for participation [...] the scale of
participation is always based on how much you have the feeling towards the ownership of
task” (P7-ORA). This is pointing out that hybrid work does not have any role in determining
the participation of the team members during the meetings or other activities. Regardless of

the working setup, is not really a factor for participation.

4.1.4 Social Interaction and Informal touchpoints

Flexible work models are reshaping the social dynamics of the workplace, leading to a
reduction in face-to-face interaction. Informal communication is found to be a part of
internal communication among the organizations. When in the office, such communication
happens organically and voluntarily. This impacted the ease with which the employees could
build personal rapport or stay informed about broader organizational developments. One
participant pointed out that ““/... /[face-to-face interaction is one thing that we miss. And also,
if it is virtual, we do connect only when it is needed. But if you go to face-to-face, we ask
them to come for a coffee chat. We do some chitchat which is not related to work. So that

chitchat is also missing.” (P9-BMS).

As a manager, it is important to make an extra effort to foster connections within the team.

To understand what is happening in team members’ lives, both professionally and
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personally, the managers need to maintain regular communication with empathy. This effort

becomes especially crucial in a hybrid work environment.

This is echoed by the manager from Oracle “So when it comes to work, it’s connected in all
aspects both professionally and personally. Empathize with their (team members’) current
situations, whether personal or work-related, through interactions and by trying to
understand what’s happening on their side . It is connected [...] when there is a hybrid, there
is an extra effort that has to happen. That bridge has to be physically, you know, purposefully
created .” (P7-ORA)

The following quote is from the participant who visits quarterly to the office and the manager
to the hybrid team. The participant described how such informal conversations had to be
consciously initiated in the remote settings, when compared to happening naturally in the

office environment.

“I talk to them about what they'll be doing. what are their hobbies, whether they're following
up on their hobbies on the weekend [...] some of those things. But when you're in the office,
it comes very naturally because you're having a conversation. But here (remote days), we

have to force that conversation to happen.” (P10-HNS)

Another participant mentioned on how the shift to hybrid work has changed the social
touchpoints of workplace relationships. The personal connections that were experienced

before the pandemic is now missing in hybrid work.

“Prior to the lockdown, the connection between the colleagues, I mean the rapport between
us, it used to be like an office family because spending time with them in the lunch breaks,
in the free time, that's really amazing. But this is (being on hybrid) completely changed. It’s

just ‘hi’ and ‘bye’ during work , there’s no deeper connection anymore” (P3-IBM).

The teams that have been transitioned to the hybrid model after following the traditional
working setup would be facing it more easily, as they know each other before, and they had
many personal connections during the office hours before the introduction of the hybrid work
model. This is highlighted because there were participants who were following the
traditional office setup before the pandemic, and after the pandemic, their whole team
changed to a hybrid. So, there is a very rare necessity of making informal chats or

communication among the team members as they are already connected and maintain a good
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personal connection among themselves. Moreover, the hesitation to start the conversation
over the digital tools is also minimized in such groups who had been in good rapport for
years. This connection would be missing for the individuals who join later after being on a

hybrid setup.

P7-ORA also echoed on the role of team dynamics in shaping informal communication,
where the efforts to establish the connection in already existing team is less when compared
to the efforts in a newly formed team in hybrid environment. In this study, the newly formed
team is referred to as a team created where all the members does not know each other, or the

addition of a new team member to an already existing team.

“It (informal chats) depends on how your team dynamics is. It depends on the team
dynamics/...] If you are like a new team, you are trying to establish the connection. Maybe
every day is required, or every other day is required, but your team dynamics is already

there. You know each other. It's connected. Not so frequent.” (P7-ORA).

4.1.5 Challenges and benefits of hybrid work

It is important to analyse the challenges as well as the benefits associated with hybrid work,

to understand the impacts on the employees, being working in this setup.

Table 6 depicts the challenges and benefits experienced by the participants from the hybrid
work. It is interesting to note that the common challenges were the reduced informal
interactions among the team members and the extended working hours. The most common

benefits observed were autonomy and flexibility.
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Name Company Challenges Benefits

Flexible working hours because of that, need to stay online after the Good for family time. Can undergo learning and training during free

P1-IBM IBM working hours as well. Especially when the clients belong to different time | time.
zones.
Initially, it was difficult to know whom to connect with and how to Over time, connections with colleagues improved, making work easier.

P2-IBM IBM navigate communication and collaboration in the new environment. This The most appreciated aspects were the flexibility of the hybrid model
lack of familiarity made the early phase of hybrid work challenging. and the good work-life balance it offers
Need to travel during peak traffic hours, leading to long and stressful Flexibility to manage both family and work responsibilities. It allows
commute times.Loss of close social connections and rapport with for breaks during the day, making it easier to spend time with children

P3-IBM 1BM colleagues. Limited to brief exchanges with colleagues, leading to a and plan the day more effectively, rather than being tied to a strict 9-
decline in workplace bonding and social connection. hour work schedule
Long working hours as the client expects to extend the working hours, Provide better work-life balance, especially for those with children.

P4-1BM IBM when connected remotely. Lack of face-to-face interactions with team Thus, increased productivity as a result of stress-free remote work.
members

PS_IBM BM Lack of personal interaction. Missing out on informal updates as at the Flexibility that can manage both work and household.
office.

P6.ORA Oracle In-office interactions allow quick problem-solving, while remote settings Reduces commute time, especially for long-distance travel within the
require sending messages or making calls, which slows down the process. | city, to manage that time for productive activities such as learning

P7-ORA Oracle Communication challenges especially for new joiners Flexibility

P8-TCS TCS Co-ordination with the team and staying fully connected flexibility and saving commute time

P9-BMS BMS Prioritized incident management is little challenging Work life balance

P10-HNS Harness | People connect, do talk to people on calls, but don't see them F2F regularly | Flexibility offer time for self-learning supports

Table 6 : Challenges and benefits of hybrid work from the perspectives of the interviewees
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4.1.6 Absence of sense of belonging

As the hybrid environment provides more flexibility and autonomy, the employees are
distracted sometimes. And they are more focussed on the family and kids. They are less
concerned about the work or being involved too much to feel the sense of belonging. They
are pulling off themselves from it and going to a shell and focus on their personal
engagements. However, they are trying to complete the tasks whatever being assigned to
them.

One of the senior developers from IBM shared that “7 don 't think a strong sense of belonging
really improves motivation or productivity for me right now. These days, it’s more like [...]
whatever work is assigned to me, I just do it and submit it. That’s it...bye. I have to manage
my child and family too, so 1 feel like I don’t really need that sense of belonging at this point”
- (P3-IBM).

The table 7 depicts how sense of belonging and personal connection of the participants in

the hybrid work environment. Following are the abbreviations used in the table 7.

SOB : Sense of belonging

SOB - org : Sense of belonging towards organization
ES : Emotional support

PC : Personal connect

DT : Distributed team

Org. events : Organizational events

F2F : Face to face interactions

Virtual F2F : Face to face interactions
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Participant Office days SOB PC/ES F2F Virtual Org. events Team events Remarks
ID Days/week F2F
P1-IBM 3D/week SOB- PC : No No No Yes, with project team | No DT : never met team
org (FUN FRIDAY)

P2-IBM 3D/week Yes Don’t know | No No Yes, with project team | No DT : never met team
(Walkathon,
hackathon)

P3-IBM 3D/week No PC: Yes Yes No Yes, No No SOB : Personal
fun activities, and commitments prioritized
hackathon

P4-IBM 3D/week SOB- PC : No No No Yes, celebrations, No DT: Never met team; New

org goodies distribution member of the team
P5-IBM Quarterly Yes ES: received | Yes Yes Yes, quarterly meetups | Yes, quarterly team Less personal connection
dinner though F2F happens
quarterly
P6-ORA 1D/week Yes Don’t know Yes No Yes, team events No, but meeting F2F | Never met 50% of team;
once a week only 6months in hybrid

P7-ORA Everyday Yes ES: given Yes Often Yes Yes, Team Lunch, in- | Extra effort to build
Online support session | person meetings connection

P8-TCS 3D/week Yes PC: Yes Yes No Yes, Town hall events | unplanned informal DT: met once/twice for
monthly one-to-one chats scheduled team lunch

P9-BMS 3D/week Yes ES: given Yes Often Yes, celebration Yes, Friday fun hour | Well connected on office

days

P10-HNS Quarterly Yes ES: given Yes Often Yes, buddy program Yes, Friday breakout | Extra effort to build
for easy onboarding session connection.
for remote employees

Table 7: Analysis of sense of belonging and feeling of personal connection of the participants
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Several participants (P1-IBM, P2—-IBM, P4-IBM) reported never having met their full team
due to the geographical distribution of team members. They also frequently struggled with
a sense of belonging, despite attending the office 3 days per week. This geographical
dispersion hindered team cohesion and limited opportunities for informal communication,

thereby negatively affecting their sense of belonging.

Participants who reported strong interpersonal connections or emotional support, whether
received or given, also tended to report a greater sense of belonging (e.g., P7-ORA, P9-BMS,
P10-HNS). In contrast, the participants who lacked such personal connections (e.g., P1-
IBM, P4-IBM) expressed their feelings of isolation and detachment from the team. This
indicates the role of relational dynamics in building the hybrid work experience. The
personal connections, trust and support contribute to the employee’s perceptions of inclusion

and connection with their teams.

4.1.7 Employees’ productivity

Due to the autonomy in the hybrid environment, the individuals can choose their working
schedules, provided their team has agreed to policies regarding working timings. When it
comes to productivity, two participants reported that they feel more productive. In contrast,
the other two participants informed that if they are at onsite or at office, they feel more
productive as compared to that at home. Those who are productive at office seems to be
women, as they receive some pullback from the households and managing the toddlers at
home, whereas the participants who reported being more productive at home are men, where

one 1s a manager, and the other one is a senior developer.

A senior developer from IBM who is a mother of a toddler mentioned that “But frankly
speaking, if we are having more work, more calls, obviously we have to run to office because
that's the time we spend on the work completely. we'll be able to concentrate my focus

completely on that” - (P3-IBM)

The individuals are choosing their working environment either office or home, depending
on the workload of their tasks. If it needs much focus, they opt to work remotely, as they are
more productive while working from home. This is mentioned by another participant from

IBM. “Sometimes, when there's a lot of work, it becomes harder to express emotions or
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engage socially because you're too focused. In such cases, the hybrid model is beneficial.
When you're in the office, there might be distractions—like someone asking you to join for
coffee. But with hybrid work, if you have a heavy workload, you can choose to work from

home, which helps you focus better.

It also gives you flexibility with your working hours—you can extend your day by two or

three hours if needed, which helps you finish your tasks more efficiently.” - (P2-IBM)

It is also found that the flexibility in hybrid environments tends to affect the productivity and
motivation of employees, as their attention is divided between professional and personal
commitments, with personal obligations sometimes taking the priority. P3-IBM pointed out
that” “I think hybrid work can affect productivity and motivation, depending on the person
and their situation. If someone is really passionate about their skills and the work they do,

then that drive keeps them productive, they stay motivated regardless of the environment.

But for me, personally, it's always about family first. Family priorities come before
everything else. So, from my perspective, productivity sometimes takes a backseat. I have
other responsibilities that I need to take care of, and that naturally impacts how much time

or focus I can give to work.”- (P3-IBM)

This indicates that the autonomy and flexibility offered by the hybrid work environment,
sometimes blurring the borderline between the personal time and professional time. The
individuals are sometimes too much involved according to their priorities. However,
mentioning the work-life balance, sometimes more priority has been given to the family
especially by the women. This has been echoed by the participant P3-IBM and often leading

to the absence of sense of belonging and motivation.

4.2 Resilience

In this subsection, the ability of the participants to adapt feelings and behaviours while facing
challenges, is examined. The following are the themes analysed to interpret the impact of

hybrid work environment on the resilience among the participants.
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4.2.1 Motivation through belonging

According to Allen et al. (2021), the motivation from belonging refers to the basic need of
the people to feel accepted, seek social interactions and connections. This study could notice
that in the inclusive teams where the team members have the feeling of belonging to the
team and appreciated by them, leads to better resilience. One of the participants from IBM
has acknowledged that “Feeling valued always gives motivation. So, when we do some work,
if we get appreciation, we feel that we need to work more. So that kind of atmosphere is there

even for a small work that we do. We get good feedback and encouragement” (P5-IBM)

The appreciation and support from the team matters to motivate the individual. It has also
been mentioned by another interviewee that “If someone looks after you or cares for you,

vou tend to look into that matter” (P1-IBM)

While answering the question whether the sense of belonging can improve the motivation,
the manager from Oracle mentioned that “[Sense of belonging] That is the only way it'll

increase the motivational productivity” (P7-ORA)

It is noticeable that the sense of belonging helps to develop the confidence among the team
members, and they get motivated. The managers play an important role in providing

motivation to the team and thereby to experience sense of belonging.

Senior engineering manager from Harness highlighted that “iz [sense of belonging] helps
because it'll give you the confidence that you're doing well. And then you can do better at
your work. That is there. [...] Managers need to put that extra effort to ensure that they are
motivated and get things done in a hybrid work.” (P10-HNS)

4.2.2 Extra effort and slowness of hybrid

The additional effort invested by managers in establishing interpersonal connections and
structured communication plays a critical role in fostering resilience. The intentional efforts
of supporting the team cohesion and emotional safety, can strengthen the team’s potential to
adapt with challenges, maintain a motivation and recover from disruptions especially in

hybrid settings. The managers are facing the challenge of achieving team cohesion in hybrid
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environments. As they need to co-ordinate among the team members, they need to put

forward the effort of connecting to their team members.

The manager from Harness mentioned that “it’s up to us how we groom the team, at least as
a manager, I feel. And I need to put that extra effort because I'm remote to connect with
them, not just work wise, but at least personally. Also, that I need to connect with them”-

(P10-HNS).

In addition to that, one of the managers reported that if the team is available at the office, if
any problem or challenges are encountered, they can directly go to their desk, sit beside them
and solve the problem or the challenge. If the team members are working remotely, they can
always ping or connect to the team via Teams or other tools, but there will not be as smooth

communication as in the office.

Another senior developer also reported that “if it's in the office immediately, we can go to
their particular desk, ask them and clear the issue there itself. But coming to hybrid, we have
to rely on messaging through Teams. If someone is away, we have to wait for their reply. If
it’s something urgent, of course, we can give them a call [...]. We often have to wait until
they log in, which delays issue resolution. Compared to being in the office, resolving issues

takes more time when we 're working remotely” (P3-IBM)

According to the participant P7-ORA, the hybrid work is always delayed when compared to
the work setup in the office. This participant mentioned that “it's [hybrid work] according
to me, [hybrid] work is a little slower when compared to onsite versus hybrid. Hybrid is kind
of slower for me because of the extra effort of co-ordinate and leverage the smooth

communication among them.”

Similarly, another senior manager from Oracle reported that “When you're working remotely
in hybrid mode, you often have to wait for the other person to come online. There are delays
not just in time, but also in coordinating space and availability [...] sometimes meetings help
overcome these [remote] challenges, but still, what might take just five minutes in the office
could take up to half an hour when working from home. [...] You have to explain the whole
situation in detail, and the other person may not understand the problem immediately. But

in the office, it’s much quicker, you can just show them directly and resolve it on the spot”

(P6-ORA).
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New joiners, even those with prior experience, often face challenges in initiating
conversations with their team members, as it takes time to familiarize themselves with team
dynamics and establish interpersonal connections. The senior developer from IBM who is a
new joiner to another team, substantiated when asked about the slowness in hybrid that “we
don't know what is the exact time to communicate (with team members) [...] So maybe they're
for a break. These things are obvious. [...] We don't know whether they're (fellow team
members) working or not” (P4-IBM).

Four participants were having the opinion that hybrid introduces a certain slowness as the
immediate availability of the team members cannot be assumed always. Three participants
in managerial roles, including software quality and assurance managers and senior software
project managers, have reported these challenges of slowness in hybrid. As one of their
crucial roles is to facilitate smooth communication and collaboration among the team, this
delay hinders the effective fulfilment of their responsibilities. The managers are more likely
to adopt an office-centric working model with at least once-a-week frequency, as it enables
smoother and more well-coordinated work execution while the employees who are holding

non-managerial roles primarily prefer for remote work, with occasional office visits.

The figure 4 shows the frequency of office presence with respect to the roles of the
participants. According to de Souza et al. (2024), the post-pandemic hybrid working

arrangements in the software industry are in various dimensions.

i.  Office-mode — Conventional mode of working where most of the team members
working from office
it.  Office-first — Prioritizes office work with occasional remote days
iii.  Office-remote mix — Working 2-3 days from the office , other days' work remotely
iv.  Remote-first — Prioritizes remote work with occasional office days

v.  Remote-mode — Completely scattered teams that are working remotely

Out of these five dimensions considered in this study, four were distinctly represented across
the ten participants when asked for their preference of working setup. Each of these four
dimensions had at least one participant associated with it. However, the 'remote mode'
dimension was not followed by any participant. This indicates that there is less attraction

among the software professionals towards working setup which is completely remote.
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Managerial roles show the strongest preference for working from the office, primarily to
coordinate tasks more effectively when compared to the working location of developers. In
the contrary, the developers prefer coming to the office to regain the emotional connection
and face-to-face interactions with colleagues that are often missing in remote work. One of
the senior developers from TCS mentioned that “face-fo-face interactions in the office make
me feel more connected to the workplace culture, because that will allow for informal chats

and stronger team bonding” (P8-TCS).

No.of participants

Role v
W Developer
B Manager

Remote-first Office-first Office-remote mix  Office mode
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25
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Preference of working setup among the participants

Figure 4 : Preference of the working setup among the developers and managers

4.2.3 Planning and workflow adaptation

Almost all the participants emphasized that the effective collaboration in a hybrid work
environment is closely related to clear task planning, defined routines and structured
workflows. The strategies that can improve collaboration are project awareness to prevent
miscommunication, defined routines of regular meetings and co-ordinations, structure the
tasks clearly and independently in-order to eliminate the confusions about the
responsibilities. This was echoed from one of the participants from IBM, who is currently

working in remote-first mode:-
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“Before the pandemic, I worked remotely for about two years. Back then, it wasn’t properly
structured and lacked support. Sometimes, we had to go back and forth on the project we
were working on. But now [hybrid] that we understand how the working structure functions,
it’s more convenient because things are arranged in a way that allows colleagues to connect
properly [...] so currently in this hybrid work model, everything has been structured and
arranged in a well-organized manner. This kind of environment makes working much

easier.” (P5-IBM)

When it comes to the strategy of planning the tasks to avoid miscommunication, it is crucial
to define the responsibilities and timelines so that everyone can understand what the
expectations from them are, and act impulsively during high priority incidents. The
participant from BMS pointed out that “When we are working remotely, coordination among
the team during a Pl incident is a bit challenging. The strategies we follow to mitigate this
are effective task planning. [...] But when the incidents and support related tasks comes in,
that is where the challenges that we face are getting everybody onto call is little difficult [...]
We tackle these challenges through brainstorming sessions as the strategies and

approaches. Apart from that, we also focus on effective collaboration and communication.’

(P9-BMS).

The insight being drawn from this quote is that the lack of collaborative discussions can be
minimized by collective brainstorming sessions. The participants acknowledged about the

tools such as Mural boards, Whiteboard that are used during the brainstorming sessions.

4.2.4 Individual coping mechanisms

The participants emphasized the individual strategies they adopted to address the challenges
of working in a hybrid environment. While the primary challenge identified was the reduced
opportunity for face-to-face interactions, the most commonly cited benefit was the flexibility
that hybrid work offers. For instance, a participant from IBM highlighted the advantage of
not being bound to a traditional 9-to-5 schedule, as their team follows a remote-first model.
Similarly, another participant from IBM who is on 3 days at office working setup, reported
that the flexibility has allowed for more self-paced learning and professional development.
These results suggest that the employees are not just passively experiencing the hybrid work

settings, but also actively formulating personalized strategies to manage its challenges and
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thereby maximize its benefits. This proactive approach reflects a growing adaptability and

resilience among employees in response to the evolving nature of work.

P5-IBM highlighted the significance of the planning and prioritization with the help of
digital tools.

“ [...] first (strategy) is prioritization. Second is allocating focus time, for myself. And then
using technologies like we have different apps available that help streamline our tasks, like
the Al, not data and workload diagrams that we can use so we can communicate our ideas
and requirements more easily, efficiently. So leveraging those apps or technologies helped

to a large extent to make my work more efficient.” (P5-1BM)

It has been found that the employees are maintaining consistent communication with the
fellow team members through meetings and messages, so that they feel integrated with the

team though they are distributed globally.

Similarly, the senior developer from TCS reported that “how I try to stay consistent (during
challenges) is with communication through regular meetings and messages which help me

stay aligned with the team despite the distance” - (P8-TCS).

It has also been observed that employees proactively adapt by employing effective strategies

for task planning and prioritization.

Another participant from IBM shared that “So for hybrid work requires the planning. First
thing we have to plan. Prioritize among the teams on what needs to be done. One thing I can
say we don't have like timings in the office. There are no clear boundaries around the
working time. So if that thing was there it would be so easy to plan and prioritize the things
[...] So in my case I'll go to office in the morning and come back by the time works that so |
don't have any breaks in between the work. That is the thing I will plan. Then I would be
prioritizing my work and like that, I'll be planning and would be doing” (P4-IBM).

These insights highlight that how individual coping mechanisms are significant along with

the organizational structure to adapt with the challenges in hybrid environments.
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4.2.5 Team support and resilience

Nine participants have informed about the support they are receiving from their team, at

times when they need help or if they are struck with some challenges.

The conflict management is crucial for the software teams working in hybrid environment.
As mentioned earlier in the sections 4.2.3 and 4.2.4, there are certain factors or strategies
that can reduce such conflicts. The manager from Oracle shared his perspective that “the
team I have, consists mostly of members with one to two years of experience—at most, three
vears. Some of them are just out of college, while others have a bit of experience. [...] you

have to create an environment where accountability and responsibility really matter.” (P6-

ORA)

Only one participant (P5-IBM) reported a lack of team support, and she was a new joiner to
a team that follows agile frameworks. It has been mentioned that “Not (resilient) most of the
time, no. [...] we don't know them in person. If we have any issues only, we have to talk to
them, so there is no connection. [...] sometimes you will get the help, sometimes we won't”.
Another participant from Oracle pointed out that “It's already a setup team and you have the
frequency to work, but if it's a new set of people, that extra effort is required to that

connection in the hybrid setup.” (P7-ORA)

The resonance among members of an existing team is generally stronger compared to that
of a newly formed team. In this context, a newly formed team refers either to an entirely new
group assembled in a hybrid work environment, where team members are either unfamiliar
with each other, or a new individual(s) joining an already established hybrid team. To
explain further on the context of already existing team, who were working together for
several years and, know each other very well. They have already built personal connections

or personal bonding among them.

This suggests that onboarding into a new team in a hybrid environment may take longer
compared to a traditional office setup, as syncing with team members can be more
challenging. The participant also mentioned that they required to go to the office three days
a week, but the other team members work from different offices within the same city of

Bangalore. Despite being in a hybrid work setup, face-to-face interactions remain limited.
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This will minimize informal chats, which might act as a hindrance to her hesitation or

willingness to ask for help or questions at times of challenges.

Team bonding and reduced stress

Most of the participants emphasized the team bonding they experienced, which often helps
to reduce the stress, regardless of the working environment. Although there exist challenges
with limited face-to-face interactions and hesitation to initiate the conversation digitally, it
has been observed that when the team encounters any challenges, there emerges a
collaboration naturally or organically. When it comes to the matter of deliverables, the team
members have a sense of responsibility to work on it and complete it by the deadline. In such
situations, a shared sense of responsibility and commitment to meet the deadlines fosters

effective teamwork, thereby reducing work stress.

The workplace must always promote the safe platform to ask for help, that helps to feel the
team members more resilient. The senior developer from TCS explained that “Team only
helps us manage stress because I know like I'm not alone when facing challenges. [...] talking
to teammates and sharing problems makes things feel lighter. For example, when I was
unsure about a task, a teammate explained it clearly during a catch up, which reduce my

stress and help me complete the work confidently” - (P8-TCS).
The participant from BMS also pointed out about the significance of supportive team culture.

“from my perspective, even though if there is a project with the tight deadlines [..] we have
the flexibility. We provide, the work life balance. How do we provide that? By effective
collaborative problem solving. If anybody's stuck during some meeting we call out for any
Risks or dependencies [...] we know who to contact and get that blocker moving. That
provides us a collaborative problem solving and supportive team culture [...] those are the

things that we do for stress management on work and uncertainty” - (P9-BMS)

The team leader from IBM shared about the strategy they follow within their project team to

overcome the challenges and thereby reduced the work stress.

«“

We have created channels in Teams that are project specific. Whenever we are stuck with

some problems or issues, we can pop our questions, we get answers. [...] So there we
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discuss. And sometimes when discussions goes very tough we get into a call and close the

go issue.” - (P5-1BM)

In the contrary, there was a participant with an interesting thought about the work stress.
This participant who is the senior manager from Oracle opined that * if you like to go to the
place where and what you like. There's never like a stress. The stress only comes when you
do not want to do it, or you do not like to do it.” - (P7-ORA). According to P7-ORA the
work stress is something that emerges from the dislike towards the work or task and hybrid

work has nothing to do with it.

Knowledge Sharing

This study could notice the practice of peer-driven knowledge sharing within the team as a
learning support. Team members are actively supporting each other’s learning by preparing
on new advancements or topics that are relevant to their working domain and sharing it with
the team as PowerPoint presentations. Such presentations normally take place during the
regular meetings or often through designated sessions for knowledge sharing. This can
promote the continuous learning within the team. It also enhances the interactions among
the team members when they discuss about the presented topics. This practice can gradually
strengthen team interactions, thereby fostering a greater sense of belonging. The
compliments and appreciation received after each knowledge-sharing session contribute to
a sense of personal satisfaction and recognition. As a result, team members may feel more
motivated to engage, collaborate, and participate actively, that can further enhance the
interpersonal connections and overall team cohesion. The senior developer from TCS
mentioned that “Nowadays, we've started incorporating knowledge-sharing sessions. One
team member studies a specific topic and then presents it to the rest of us. This way, we all

get to learn something new, and it helps broaden our knowledge as a team” - (P8-TCS)

The participant from BMS mentioned that “When they (especially new joiners) are
encountering an issue we have different forms for technical knowledge sharing and
understanding what is happening and learn the technology they (new joiners) are lagging

behind, so I enrolled them to all those forums, all the stuff so that helps” (P9-BMS).
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Emotional Support

Eight participants have informed that they either receive or give emotional support within
their team. All five managerial roles reported about providing emotional support to their
team. If some of the team members facing any challenges or not getting the right attention,
the managers can step in help them to overcome it always. And being in a hybrid
environment the managers play a crucial role in achieving this. One of the managers from

Oracle confirmed that “I have the ears open. Listen to what's happening. For anyone so that

they feel included. Empathized and they are heard” - (P7-ORA).

Two participants reported that they do not feel emotional support from the team. One of
them admits that they receive professional help and support from the team members, but
they don’t feel emotional support from them. They have never met their team members either
F2F interactions or through digital platforms. The team members are scattered in different

locations, as they have never got a chance to meet their team members in person.

“Emotional (connection). I don't know. But Professional. Yeah, definitely. [...] I have never

seen them, so no idea (on emotional support).” - (P1-IBM)

Another participant, P4-IBM, who joined to a new team recently 3 months ago, experience
no emotional support from the members as in the first hand they are not available whenever
P4-IBM need some help. But substantiated that the previous team offered great emotional
support, Nowadays P4-IBM is also hesitant to ask for assistance as the connection is not yet
developed with the new team members, to feel a psychological safety. This indicates the
initial struggle faced by the employees to join the team that works in hybrid environment.
“earlier. Yes, definitely had that support. Both emotional and professional support.” - (P4-
IBM)

4.2.6 Recognition and feedback

Receiving recognition from the team members and the supervisors will always be a

motivating factor for the employees. Half of the participants acknowledged about those
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appreciations and compliments can improve their career growth. The senior developer from
IBM mentioned that “we have regular virtual check ins with my manager where he provides
feedback. And most of the time I feel that's a good way to grow because feedback are always
good” - (P5-IBM).

It has also been observed that teams are actively recognizing and appreciating the hard work
of their members through team-building activities and encouragement. This is echoed by the
participant from BMS. “we have team building activities and encouragement and as and
when anybody does a good job above and beyond, we do pat on the back and call their hard
work during the team meetings” - (P9-BMS)

Similarly, the manager from Oracle also mentioned about the practice of appreciating and

complimenting the team at the end of a product release.
“a kind of appreciation or and a compliment given at the end of the release” -(P6-ORA)

There is another significant observation of the employees preferring for face-to-face or in-
person meetings to convey their feedback and concerns to their managers rather than to rely
on virtual meetings. The senior manager from Harness emphasized that “my team is looking
forward to meeting me in person so that they can express what they've been feeling or what

they probably find difficult to talk about in a call” - (P10-HNS)

When it comes to the feedback given from the end of employees, some participants
especially the managers emphasized on skip level meetings that act as structured means for
upward feedback. Skip level meetings are the type of meetings practiced in organizations,
where the employees can have an open discussion with their manager’s manager, skipping
the involvement of the immediate supervisor. These meetings enable the transparency in the
organizational hierarchy, as the employees are allowed to provide the feedback about their
immediate managers to the next hierarchical level. The participant from BMS acknowledged
about the skip level meeting that “They (team members) can talk about any concerns they

have about me to my manager, so all these are taken anonymously, and the feedback is

shared to me. [...] We call it 360° feedback’ - (P9-BMS)
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4.2.7 Stress management

The work stress is sometimes a concern that at times of challenges. It needs to be managed
appropriately for the individual to effectively complete their task. The work life balance and
the flexibility offered by the hybrid work is helping the employees to manage their stress.
According to the participant from BMS “I would say is that the flexibility and the work life
balance right that you that tends to manage the stress” (P9-BMS).

4.2.8 Sense of ownership

According to one participant of this study, clarifying the clear roles and responsibilities are
often required to accomplish any tasks. Along with that the individual should also feel the
ownership towards the assigned task, and thus by realizing that responsibility they need to
complete it. The work environment often has a role in determining this responsibility, and it
is completely depending on the individual’s mindset. This has been echoed by one of the

managers from Oracle.

“that (resilience) has nothing to do with the setup or how hybrid setup is, or how am [
working at home. Am I working at office? That doesn't matter. If I have a sense of ownership,
I will make sure things are done. If I'm working towards something and I feel that I own it.
1 will make as a team member, I will make sure we are aligned to that goal and working

towards our share of that. I don't or I never believe in setup” - (P7-ORA)

This study could find that the sense of responsibility is also a factor among the team
members, to feel the inclusion. If the individual team member can identify their

responsibility and act accordingly to acquire the feeling of working towards the team.

This study noticed that when individuals clearly understand and act upon their
responsibilities, it contributes to a shared sense of purpose and improves their feeling of

being an integral part of the team.

Another manager from Oracle substantiated that “The accountability matters. The
responsibility matters. It is not just you/...] Somebody throws at you. You do the work |[...]

finish all the work and leave. Now you need to have a sense of responsibility, accountability
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that you take and you should have that feeling that you're working for the team kind of thing.”
- (P6-ORA)

4.3 Belonging and Resilience in hybrid work

This section is examining the role of sense of belonging in developing resilience among the

employees working in the hybrid environment.
Embracing mistake without blame

Based on this study, it has been understood that the psychological safety plays an important
role in promoting resilience and confidence among the employees working in hybrid
environment. According to Tkalich et al. (2022), the psychological safety is defined as a
shared belief held by team members that the team is safe for risk-taking, and allowed to

make mistakes without any fear of punishments.

Teams with psychological safety enjoy the privilege of making mistakes without fear of
blame, creating a safe environment for learning and growth. Three participants have
described about the scenarios when they had the personal experience of making the mistakes
while doing work, and the team stood with them to resolve it, which led to the feeling of
psychological safety and thereby promoted a feeling of confidence in themselves. This
supportive atmosphere enables the employees to express themselves freely and grow from
their setbacks. It also indicates the positive impact of psychological safety on team dynamics

and individual development.

In this study, three participants have reported feeling assured and supported in terms of team
dynamics through psychological safety. The following two scenarios explained by the

participants had happened during their remote working days.

The senior developer from TCS acknowledged that “I recently made a mistake while
delivering some objects, but they (team members) didn't blame me. Instead, they guided me
to fix the issue and supported me throughout the process. That actually made me feel more

confident and encouraged me to learn from my mistakes” (P8-TCS)

Another senior developer from IBM reported that “/ had mistakenly pulled data from the

wrong folder, which caused a few dependent jobs to fail.[...] The situation escalated, and a
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call was held with the team lead, manager, and higher officials. Even though I was new to
the project and working remotely, my team supported me throughout. They didn’t blame me,
instead, they helped me resolve the issue. We were connected, and it never felt like I was left

alone to handle the situation”(P3-IBM)

However, participant P5-IBM may be excluded when analysing the depth of psychological
safety, as it is too early to assess its long-term impact due to their recent transition into the
team as mentioned earlier. That said, the time required to build relationships and connections
among team members appears to be influenced by the hybrid setup, particularly when team

members are distributed across different locations.

Trust and reliability

One key finding from the interviews is that open communication can enhance team
collaboration and thereby build trust. Open communication is also important among the
team. It is obvious that the members with various expertise levels might need to work
together and sometimes it can cause conflicts as well. As mentioned in the section 4.2.5,
most of the participants reported about the team support the receive from their team
whenever they face challenges. They have highlighted that acknowledging the knowledge

gaps and asking for input promote psychological safety and mutual respect within team.

The participant from BMS shared another interesting perspective of open communication.
“If I'm facing an issue that ['m not familiar with, I openly share it with my team,saying, ‘This
is a problem I don’t have expertise in. Does anyone have the knowledge to help me solve it?’
[...]. And when you communicate openly, the team feels motivated and is more likely to
collaborate and help solve the problem. This kind of openness also enhances trust and

reliability among team members”.

It is found that the team’s willingness to support their members, are fostering to improve
resilience. While indicating the readiness to help at anytime, it is actually cultivating the seed

of resilience to germinate.

The senior developer from TCS mentioned that “they(team members) are really supporting

and if we are stuck with any issues, right, they always help us and they always help us how
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to overcome that issue. And they are really supporting. if we face any challenges, actually
they will always accept the calls. They always say like, OK, you guys can call me like 24 by
7 and they will be there to support us.”

These insights emphasize that the open communication can promote the culture of
psychological safety, trust and mutual respect within the hybrid teams. This can encourage
the collaboration across different expertise levels and strengthens the team cohesion by

promoting a supportive working environment.

4.4 Organizational relationship building

While analysing the impact of hybrid work on sense of belonging and resilience among the
employees, it was important to understand how the contributions of organizations are

influencing the outcomes.

All 5 participants’ companies provide wellness programs to their employees that include
mental health webinars, yoga sessions, and guidance of proper sitting posture and simple
physical exercises for remote work. For example, TCS offers onsite medical camps onsite,
and online mental health webinars. Harness provides gym membership for employees who
are working on site. These initiatives clearly state the recent RTO policies introduced by the
companies to encourage their employees to have F2F interactions and to foster personal
connect.

All of these 5 companies are providing health managements sessions, where it reflects an
impression on employees that the company is valuing the health of its employees. Thus, in
turn the employees can inculcate a sense of belonging and feeling of inclusion as they are

being valued.

The participant from Harness mentioned that “We have like a breakout session every week.
[...] Kind of a session where we play games. So you're not talking about work, you're just

talking about anything else than work” (P10-HNS).

The participants from companies such as IBM, Oracle, BMS, and Harness reported that they

practice some Friday fun hours either on a weekly basis or occasionally where only informal
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discussions would be there. There will be engagement activities, like celebrations, games
and other interesting activities that can inculcate a sense of belonging among the employees.
The participants also reported about the events of Walkathon and Hackathon that includes
fun activities using mural boards. In addition to the team outings, quarterly meet ups, team
dinners, there are certain events arranged within the teams such as team lunch, planned in-
person meetings. These events are intended to encourage the employees to have a personal
connect. One of the participants from Oracle opined about the collaboration event in their

organization that “These events are definitely effective as it is on the personal connect” -

(P7-ORA).

The companies are organizing the events such as team events, annual/quarterly
organizational events, where the employees meet and share their whereabouts. The hybrid
employees find such events and meet ups as opportunities to build good relationships with
their team members and fellow employees. In the contrary, one of the participants
substantiated that “/ do get a chance to connect with them, but it's very high level when it
comes to relationship. We don't get to engage more personally. It's always about work or
something like that. But when we are in the office, we become more connected. We talk about
families, friends, but since I'm visiting only once in a quarter, we often talk about and all
that” (P5-IBM). This indicates that the lesser the frequency of meeting the fellow team
members, the less would be the personal relationship. And this participant had informed that
their camera is mandatorily to be turned on during their meetings. Even having that strategy,
and meeting the team members quarterly, they failed to build a personal connection with the

team.

The companies are also promoting the learning support to their employees regardless the
working setup. The managers are entrusted to inform the team members about the technical
forums provided within the company. This also includes the knowledge sharing. As
mentioned earlier, this practice is observed to be followed within the team of P8-TCS.
Moreover, one of the senior managers from Oracle confirmed that “we have different forms
technical forums across the company. [...] specific topic would be scheduled for discussion
or knowledge sharing, say for example, Al [...] So there will be a specific day on the
calendar. Invites will be sent to all the employees in the company and whomsoever is willing

they can go and attend that session. Based on their own interest, that is one of the of which
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obviously helps network. It is across the company. [...] you get to know few people whom

you have not interacted that can still support networking as well.” (P7-ORA).

It has been observed that knowledge sharing is the practice which has been successfully
followed among some of the individual teams as well as across the organization. The
participants from TCS and BMS have confirmed about this practice which can make the
employees to feel an inclusion with the realization that their growth and advancements
matters for the organization. In addition to that, one of the employees from IBM
substantiated about the use of MS-Teams channel for asking project specific queries and
retrieve the answers while encountering bugs. This can also positively impact the resilience

of the employees. Regardless of their working setup, they can overcome challenges.
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5 Discussion

In this section, the research questions are answered with the help of findings from Section
4. Firstly, the impact on the sense of belonging is analysed by examining communication
and connection among employees. The frequency of their F2F interactions is explored to
interpret the level of personal connection. In addition, informal communication among team
members is also studied. This section further examines whether there was any difference in
employee participation in the hybrid environment compared to pre-pandemic situations, in
order to understand whether hybrid work has impacted their willingness to participate and

feel a sense of inclusion.

RQI : How does the hybrid work impact the sense of belonging of the hybrid workers?

This research question was intended to find out how the hybrid work setup affects the
personal connection of the employees with their teams and organizations. It also assess how
the minimized F2F interactions contributes to a disconnection between the team members,

their reliance on communication tools, and its impact on sense of belonging.

From this study, it is understood that the sense of belonging is influenced by social,
organizational, and technological factors among the hybrid software professionals. The
experience of participants of this study implied that hybrid work can both enhance and
challenge the sense of belonging, that depends on how the communication and interactions

are facilitated within the teams.

Communication and connection

The extensive use of digital communication tools such as MS Teams, Slack and Zoom are
helping the employees to stay connected with their team members. However, the F2F
interactions are limited in hybrid work environments, even though employees typically visit
the office 2-3 days per week. The most common reason observed in MNCs is the
geographical distribution of teams where the team members are in different parts of the

world. As a result, they often do not meet, either in person or virtually, and struggle to
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develop personal connections. The participants from IBM, TCS and Oracle had reported this.
Since the introduction of hybrid work, the number of employees working from the office has
also decreased, further reducing opportunities for interaction and the development of a sense

of inclusion.

Having said that most of the participants also pointed out that hybrid work is far better than
fully remote work. This is because they meet their colleagues for at least three days per week,
allowing for regular interactions. In contrast, other participants who also go to the office
sometimes meet their colleagues, or not at all. Furthermore, participants who attend the
office two to three days a week, but whose team members work from other office locations
(either within the same city or other Indian cities), also report feeling less connected
personally to their teams. Another reason for this disconnects is that some employees have
never met their teammates, either face-to-face or virtually. Additionally, the lack of a habit
of turning on web camera during meetings is a significant factor contributing to employees
feeling disconnected. Interpreting body language and personality in virtual meetings without
camera on can be challenging, thereby reducing opportunities for personal connection. This
study could notice that the absence of video use during the meetings had affected the
personal connection among the team members. These findings were supported by the studies
done by Bablo et al. (2023), who found that the absence of visual cues in virtual connection

can minimize the personal connection.

Virtual F2F interactions, such as video conferences with the web camera turned on, were
found to be underutilized across participants. Even among the teams where video
conferencing tools are available, such as MS Teams and Zoom, cameras were rarely used,
and participants reported limited relational benefits from these interactions. Compared to
physical F2F meetings (e.g., during in-office days), virtual meetings failed to replicate the
depth of connection typically fostered through in-person interactions. Some of the managers
had mentioned that their team members do not feel comfortable to turn on their web camera
during the meetings. This suggests that current virtual communication practices may not be
sufficient for maintaining or building a strong sense of belonging in hybrid teams. In
contrast, some teams have taken initiative steps to foster belonging by organizing informal
virtual coffee chats, effectively leveraging video conferencing tools to strengthen virtual F2F

connections.
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Although they follow a hybrid work setup, their team members work from different office
locations within the same city. Smite et al. (2023) had mentioned about the non-aligned
office presence even though the team members from the same country. In this study, for
instance, Bangalore has multiple office locations, and team members have the flexibility to
choose the one closest to their residence. As a result, there are fewer chances for the team to
meet in person on their office days. Similarly, if team members are based in other northern
cities like Kolkata, the larger distances between cities further reduce the chances of in-person

meetings.

Recommendation 1 : It is recommended to foster a web camera-on culture especially during
team check-ins, stand-ups or one-to-one discussions to improve visibility of non-verbal cues
and help team members recognize each other’s personalities. This is primarily
recommended for distributed teams, where the team member have never met each other. This
practice also helps minimize distractions during meetings and enables new team members

to better understand the body language and interaction styles of their colleagues.

Informal social touch points

From the responses of the participants in this study, it is understood that the lack of informal
communication can adversely affect the sense of belonging among the team members over
time. This is more concerned among the new team members who face challenges in initiating
the communication with their fellow team members. Previously, before the introduction of
a hybrid work environment, when everyone followed a traditional office setup, there was no
need to monitor informal chats or communication, as these occurred organically. This study
noticed that however, in a hybrid environment, if a team does not foster informal
communication, it gradually impacts the sense of belonging. Furthermore, new team
members might experience an initial hesitation to approach their colleagues, as breaking the
ice is a necessary first step for familiarization and integration into the team. These findings
are consistent with the studies by Kandlousi et al. (2010) that highlighted the significance of
informal communication while Tkalich et al. (2022) highlighted the initial integration for the
newly hired employees. Consequently, if teams do not practice informal communication, it

can become a significant hurdle, particularly for new joiners. These findings about such
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hurdles have been substantiated by the participant from IBM, who reported the challenges

due to a lack of informal communication.

Furthermore, some participants also noted that although there were no dedicated informal
virtual meetings within their team, one-to-one calls among team members would occur
during challenging times or collaborations. These conversations would typically start by
discussing work, and once the work-related issues were resolved, they would often become
informal. This validates that connection and communication might not always depend on the
hybrid environment, especially among teams with strong cohesion. However, hybrid work

is definitely a factor that affects the sense of belonging.

The insights from new team members and senior developers at IBM provide evidence of the
impact of the sense of belonging in hybrid settings. While some were able to maintain team
cohesion, others experienced a reduced sense of belonging compared to their previous in-
office working culture. The reduced sense of belonging experienced by some employees can
be attributed to several factors. These include being newly hired into a team where initial
ice-breaking among team members is crucial, and the geographical distribution of the team,
which limits or eliminates the possibility of face-to-face interactions even virtually.
Moreover, integrating new joiners into the team dynamic is particularly challenging in a
remote environment. Studies by Bablo et al. (2023) have also highlighted these difficulties.
Although the team in this context operates in a hybrid environment, the geographical
distribution of its members leads to limited interaction, resulting in challenges similar to

those experienced in fully remote setups.

Organizations such as HNS and BMS have made efforts to foster connection by organizing
informal virtual coffee chats and events like "Fun Friday" or a dedicated "Fun Hour" as a
breakout session on Fridays. One participant from IBM also mentioned the organization of
Fun Friday activities. However, since their team members are based in different locations,
these events are typically limited to the project teams or the project units working from the

same location.

While analyzing the benefits of the hybrid work environment, participants mentioned
improved work-life balance as a key advantage. They preferred hybrid work due to the
flexibility and autonomy it offers, whereas their prioritization of a sense of belonging or

inclusion appeared secondary. These findings are supported by those of Dowling et al.
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(2022), where the employees are leaving the jobs without another job offer, mainly in search

of work-life balance as well as flexibility, although sense of belonging is valued.

Hybrid work often weakens the sense of belonging due to reduced informal interactions,
inconsistent use of communication tools, and physical dispersion. However, structured
communication practices, deliberate social efforts, and inclusive leadership can mitigate

these effects.

Participation and Inclusion

The members of distributed teams who are working on their remote days, usually feel
isolated and less involved in the meetings. This is because the other team members would
be attending the meeting from the office, and they pay less attention to remote participants.
This is also found by Buyukguzel and Balaman (2023). Some participants from IBM also
reported that they are waiting for the prompt from the speaker to respond and give the

feedback. This is another reason for the remote participants to feel excluded.

One of the participants reported feeling isolated during meetings, particularly when other
team members were attending from the office. In such settings, in-group and out-group
dynamics appear to emerge, with office-based employees forming stronger interpersonal
connections. This hybrid work environment may thus lead to unequal participation, where
remote workers are perceived as part of the out-group. Consequently, this dynamic can
undermine employees’ sense of inclusion and belonging within the team which is supported

by the studies of Dowling et al. (2022).

Recommendation 2 : To resolve such exclusions, this study recommends that the meeting
facilitators must ensure that the remote participants are actively engaged in the meetings.
As the participant from HNS mentioned, facilitators can ask questions or give prompts

during the meeting to make sure everyone is following along.

This study noticed that sense of belonging is not always determined by office frequency
alone. Some of the participants who goes 3 days a week to office, does not always feel sense
of belonging and on the other hand, some others who visits the office or meet the team
members quarterly or 1 day a week do feel a sense of belonging. This indicates that mere
physical presence is not a sufficient condition for fostering belonging. It underscores the

importance of the quality of interpersonal interactions over the quantity of office attendance.
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The studies by Gajendran and Harrison (2007) also found that physical presence alone does

not determine belonging.

The data revealed that some participants experienced a noticeable decline in motivation,
particularly in relation to their sense of belonging within the hybrid work environment. One
participant noted that they now approach their work with a purely task-oriented mindset,
focusing solely on completing assigned duties, while giving increased priority to their family
due to the flexibility afforded by remote work. This shift reflects a deeper disengagement
from the workplace, which can be understood through the lens of Self-Determination Theory
(Ryan & Deci, 2001). According to the theory, motivation is sustained when individuals’
basic psychological needs for relatedness, competence, and autonomy are met. However,
when these needs are consistently unmet or disregarded, for example, through a lack of
connection with colleagues, diminished feedback, or exclusion from team processes, it may

lead to reduced intrinsic motivation.

Ryan and Deci (2001) also emphasized that such psychological need frustration can result
in motivational decline, while Nelson et al. (2019) further describe the outcome as a form of
learned helplessness, wherein individuals begin to feel that their efforts lack significance or
impact. This internalized response may manifest as emotional detachment from the
workplace and a reduced motivation to actively belong. The behaviour of the participants of
this study, characterized by minimal engagement beyond completing tasks, appears to be an
adaptive strategy in response to a working environment perceived as emotionally
disconnected. This highlights the critical role of social inclusion and recognition in

maintaining not only motivation but also the broader sense of identity and purpose at work.

This study indicates that informal communication within teams is a critical driver of sense
of belonging in hybrid settings. Organizational events provide surface-level engagement, but
belonging is more deeply fostered through team-level, recurring informal interactions such
as virtual coffee chats, celebrations, and casual check-ins. The feeling of inclusion is
experienced at the individual level and is primarily shaped by the sense of belonging received
from fellow team members, team leaders, and managers. In the absence of such practices,
even frequent office visits or formal team events may not sufficiently support employees’

emotional connection and inclusion within their teams.
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RQ2 : Does the sense of belonging help the hybrid workers to become more resilient in

hybrid work?

This research question is intended to find out whether the sense of belonging is making the
employees to be resilient during the challenges. In other words, to check if the employees

with strong emotional connections can better customize during challenging circumstances.

This study found that sense of belonging and team connection is having a great impact on
the resilience, especially for the new joiners of the team. If the team members have been
knowing each other for years, and they might not feel an isolation or disconnection from the
other colleagues as they are always connected with each other. They experience a sense of

belonging.

In order to improve the team cohesion, they should be an arrangement for virtual coffee chats
especially for the participants from IBM, so that it might help at least the new joiners to
break the ice during the initial days of joining. As suggested by Tkalich et al. (2024), there
can be dedicating time during the meetings to build a personal connect among the team

members by knowing more about each other

Recommendation 3 : This study could also observe that the companies such as HNS and
BMS are already practicing such informal communication among the teams called as Fun
Friday or Fun hour. Though in IBM there are events called Fun Fridays, which are helping
to foster the sense of belonging among the members in the project unit, it is recommended
to exercise these events in the team level as well because most of the teams are distributed
geographically. It is recommended for the software companies to encourage their teams to

practice such inform fun activities.

Slowness of hybrid

From this study, it has been understood that hybrid work introduces slowness in
collaboration due to the delayed responses, difficulty in co-ordination and lack of real-time
interactions especially in distributed systems. Within this context, of slowness in hybrid

work, the managers are preferencing to work from office along with their team.

The lack of immediate support often leads to resolving the challenges alone, and it affect the

resilience of the employee, which is found to be another impact of slowness in hybrid work.
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This finding is supported by the studies done by Tkalich et al. (2022). Such challenges are
mostly experienced by new hires, who often lack familiarity with their teammates. This is
emphasized by the studies done by Tkalich et al. (2024). This unfamiliarity can lead to
hesitation in initiating conversations, particularly when they are uncertain about the

availability or responsiveness of fellow team members.

The managerial roles of this study have the opined about the slowness in hybrid and would
prefer to work from office. On the other hand, the developers participated in this study
mentioned their preference to visit the office occasionally. This tendency for managers to
the preference of work from office and developers' preference to visit the office occasionally
has been found by the studies done by de Souza Santos et al. (2024). The developers also
had mentioned that they prefer occasional office visits especially to regain the emotional
connection and face-to-face interactions. They do believe that it makes them feel more

connected and to build stronger team bonding.

Strong team bonding can significantly enhance employee resilience in the face of challenges.
The participant from TCS highlighted the presence of strong interpersonal connections
within their distributed teams, despite the absence of structured informal interactions such
as virtual coffee chats. They emphasized their commitment to maintaining personal
connections with team members whenever possible. Notably, work-related discussions often
transitioned into informal conversations once immediate challenges were resolved. This
pattern suggests that a strong sense of belonging, can foster resilience by providing

emotional support and reinforcing team cohesion during difficult situations.

Individual coping mechanisms

This study has examined both the challenges and benefits associated with hybrid work
arrangements. The most frequently reported challenge was the reduction in team
interactions, while the most commonly cited benefit was the autonomy and flexibility that
hybrid work offers. This flexibility encompasses both temporal and geographical dimensions
(Choudhury et al., 2021). However, the temporal flexibility inherent in hybrid work
necessitates careful planning and prioritization of work deliverables to prevent the blurring

of boundaries between professional obligations and personal time. This study found that
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employees are planning and prioritizing their work accordingly to maintain working life
boundaries. This is supported by the findings of de Souza Santos et al. (2024) who
emphasized that establishing clear boundaries between professional and personal life is

essential to maintaining a healthy work-life balance.

In this context, this study observed that individuals are actively adapting to the challenges
of hybrid work by adopting proactive, personalized strategies. These strategies include
prioritizing assigned tasks, allocating dedicated focus time, and leveraging digital
communication and collaboration tools. Such self-proactive strategies demonstrate a high
degree of individual resilience, indicating that employees are not merely coping with hybrid
work conditions, but are strategically navigating them to maintain productivity and well-
being. As suggested by de Souza Santos et al. (2023), one of the strategies to improve the
collaboration is the structuring of the tasks clearly and independently. If the team could
follow this collaborative measures along with proactive self-improvement strategies, that

can impact the entire sense of belonging and resilience among the team members.

According to this study, these proactive strategies used by individual team members can be
linked to a sense of ownership. Since according to the participants of this study, when
employees feel responsible for their assigned tasks, they are more likely to complete them

by using the strategies they have adopted.

Embracing mistake without blame

Psychological safety refers to the sense of confidence among team members that they will
not be embarrassed, rejected, or punished for expressing themselves (Tkalich et al., 2024).
This study could notice that the managers and team leaders play a significant role in fostering
a psychologically safe work environment. To cultivate a sense of belonging within the team,
employees must feel that their voices are heard. The managers participated in this study
substantiated that they need to demonstrate empathy and provide both professional and
emotional support to their team members. In doing so, they can promote inclusivity and

reinforce psychological safety.
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Most managers in this study were open to receiving feedback and addressing grievances
from their team members. However, it is important to note that some employees expressed
a preference for meeting their managers in person rather than communicating through virtual
platforms. This preference underscores the importance of face-to-face interactions in
building a psychologically safe and supportive work environment. The findings of this study
received the insight that the mistakes should be viewed as opportunities for learning and
growth. When they are not followed by blame or punishment, a team culture that encourages
learning from mistakes can be fostered. These findings are consistent with the studies done
by Tkalich et al. (2024), who emphasized the dimensions in the behaviour and perspectives
of the team members of the software teams, where no blames on each other but an

opportunity to learn and grow.

Based on this study, a strong sense of belonging significantly contributes to resilience in
hybrid work. Emotional connection, appreciation, and inclusive team practices foster
motivation and adaptive behaviour, while their absence correlates with disengagement and

lower stress tolerance.

5.1 Limitations and future scope

This study focused on understanding the individual perspectives of participants regarding
their sense of belonging and resilience in hybrid work environments. A total of five
companies were represented in the study; however, the number of participants from each
company varied significantly. In particular, only one participant was interviewed from three
of the companies, which posed a limitation in terms of generalizability and depth of
comparison across organizations. Despite this, participants from the same company, who
comprised half of the total samples, contributed rich and meaningful insights that added

considerable value to the study.

However, it is also important to note that while these participants were from the same
organization, they belonged to three different project units. This dispersion limited the
study’s ability to explore shared team dynamics or common cultural patterns within a single
unit, which would have provided deeper insights into the role of team structure in influencing

belonging and resilience.
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As a potential direction for future research, collecting a more balanced number of
participants from each company and ensuring representation from within the same project
units would allow for a more comprehensive and comparative analysis. Such a design would
help capture varying perspectives within the same team or department, enabling a deeper
understanding of how team-specific dynamics impact the experience of belonging and

resilience in hybrid settings.
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6 Conclusion

The findings indicate that hybrid work does not inherently diminish employees' sense of
belonging. Instead, belonging is shaped by the quality of interpersonal relationships, team
structure, and organizational support for inclusion and connection. Physical presence alone
is not a reliable predictor of belonging. Organizations must therefore invest in purposeful
relational practices, particularly in distributed and hybrid contexts, to foster a cohesive and

inclusive work environment.

This research focused on understanding how hybrid work influences the sense of belonging
and resilience among software professionals. In the context of a rapidly evolving work
culture, where hybrid arrangements have become the norm for many knowledge workers,
particularly in the IT sector, this study sought to explore how individuals emotionally and
socially adapt to hybrid work setup. The relevance of this research origins from the growing
need to maintain workforce cohesion while offering flexibility and autonomy in where and

how people work.

The study was conducted using a qualitative approach, enabling an in-depth exploration of
personal experiences and perceptions. Semi-structured interviews were carried out with eight
participants from five multinational software companies, including IBM, TCS, Oracle,
Bristol Myers Squibb, and Harness. Participants ranged in terms of role, seniority, and work
experience in hybrid settings, has contributed to diverse perspective of this study. The data
collection was designed to absorb the narratives about team collaboration, leadership,
emotional connection, and workplace support systems in a hybrid setup. The qualitative data
was analysed using thematic analysis, and NVivo software was used to assist with organizing

codes and identifying recurring patterns across responses.

The research methodology was focussed on both inductive and deductive approach. This
allowed for rich, nuanced insights into how employees perceive their inclusion in the

workplace and how they build or lose resilience in hybrid work contexts.

The major findings of the study reveal that physical presence alone does not determine a
sense of belonging. Several employees who attended the office 2-3 days per week still

reported feeling disconnected, especially when their team members were located in different
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cities or countries. One of the participants had mentioned that their team members are based
in different office locations within the same city of Bangalore. The quality of interactions,
both in-person and virtual, has been emerged as an important factor to determine the feeling
of inclusion among the employees. Furthermore, geographical dispersion of teams, lack of
informal social interactions, and infrequent virtual face-to-face communication (i.e., not
using webcams during meetings) contributed to reduced emotional connection and

weakened team bonds.

On the other hand, the individuals who engaged in intentional inclusion practices, such as
informal coffee chats, structured virtual meetings with cameras on, and proactive leadership
support, reported a higher sense of team cohesion and belonging. Resilience was found to
be stronger in employees who felt appreciated, trusted, and emotionally connected to their
teams and managers. Those who experienced neglect or had no real interactions with team

members exhibited signs of disengagement, lower stress tolerance, and reduced motivation.

While the study provided meaningful insights, there were limitations related to sample
distribution. Three companies were represented by only one participant each, which limited
the generalizability of organizational comparisons. Additionally, although half of the
participants were from one company, they worked in different project units, limiting the
depth of analysis at the team level. These limitations suggest that future research should
strive for a more balanced participant distribution across companies and within individual

teams to gain a more comprehensive understanding.

The future scope of this research includes expanding the sample size and including junior
employees or new joiners, whose perspectives were limited in this study. Furthermore,
longitudinal studies could help examine how belonging and resilience evolve over time in
hybrid teams. A mixed-methods approach combining quantitative surveys with qualitative
interviews could also provide more robust data and deeper statistical validation of the themes

identified.

In conclusion, this study emphasizes that hybrid work, while flexible, requires intentional
effort to maintain inclusion and team cohesion. This study reveals that strong sense of
belonging, especially through emotional connection, support, and mutual understanding
enables workers to remain resilient despite these hurdles. It is not the number of days in the

office but the quality of interpersonal connections, both physical and virtual, that shapes
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employees’ sense of belonging and resilience. Organizations must adopt targeted strategies
such as promoting camera-on culture, planning synchronous in-office days, and fostering
inclusive leadership practices to ensure that hybrid work environments remain supportive,

engaging, and emotionally fulfilling for their workforce.
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Appendix 1 : Interview Questionnaire

10.

11.

12.

13.

14.

. How many days per week do you work from the office versus remotely?

How long have you been working in a hybrid setup?

What has been the most challenging and rewarding part of working in a hybrid
model?

Did you work remotely before the pandemic? If yes, how was that experience
different from your current hybrid work?

What tools or technologies do you find most helpful for staying connected with your
team?

Do you feel connected to your colleagues in a hybrid environment? If yes, what helps
you feel connected? If no, what do you think is missing?

Has hybrid work changed how you participate in team activities or discussions? For
example, do you feel more or less involved in meetings or collaborations?

When working remotely, do you feel equally involved in decision-making compared
to when you're in the office? What factors influence this? For eg: Is your feedback
or suggestions are valued by the team leaders?

Does your company create opportunities for building relationships with colleagues
in a hybrid setup like any team events? If yes, what are those opportunities, and how
effective are they?

When do you feel more connected in a hybrid work model ? What specific factors
contribute to this feeling?

What aspects of hybrid work make you feel more or less connected to your workplace
culture?

What strategies or approaches have helped you adapt to challenges in the hybrid work
environment?

Do you feel more resilient when you feel supported and connected to your team? If
yes, what specific support helps the most?

Can you share an example of a time when feeling a sense of belonging helped you

overcome a challenge in hybrid work? What made this experience impactful?



15.

16.

17.

18.

19.

20.

How does the hybrid work model help to manage your work stress better? What
specific team dynamics or interactions help?

Do you feel your team provides emotional or professional support when facing
challenges? What are some examples of how they do this?

How does your company promote open communication and support networks among
employees? Can you give examples of how this helps you in hybrid work

Are there specific resources or programs your organization offers that help you adapt
to hybrid work challenges? Which ones have been most useful?

Do you think a strong sense of belonging improves your motivation and productivity
in hybrid work? If yes, how does it make a difference?

How does team bonding or workplace connection help you manage stress or

uncertainty in your role? Can you share a specific example?



Appendix 2 : Code Book

enhances trust and reliabilit
Flexibility, autonomy, and challenges

shaping hybrid work and team

Themes/Codes Description Files | References
Sense of belonging RQ1
Communication frequency | Regular team interactions like 4 7
daily/weekly standups
Communication Tools used | Various communication tool used 10 16
among the teams
Loom 1 1
Microsoft 9 11
Teams
Mural 2 3
boards
Outlook 1 1
Sharepoint 1 1
Slack 7 12
WhatsApp 2 2
Whiteboard 1 1
Zoom 3 5
Disconnection Experiences of emotional or social 9 13
distance in hybrid work environments
Engagement activities Fun hours, virtual coffee chats, and 5 7
informal team sessions
Freedom to share ideas Confidence and safety to express 4 5
opinions
Informal Social touchpoints | Unofficial team conversations beyond 1 1
tasks
Meetings Decision on when and how many 3 4
meetings
One-on-Ones and Check- Regular individual or team meetings to 6 6
ins foster a sense of belonging
Team connection Sense of Belonging 9 18
Trust and reliability Open communication among the team 2 3

collaboration

experience

Autonomy in hybrid work | Flexibility to manage time or tasks 4 4

Flexibility and Autonomy | Choosing in-office days increases 1 1
sense of control and inclusion

Hybrid as balanced Balanced connectivity and flexibility 1 2




presence
Participation and inclusion

Ensuring all team members feel

valued, engaged, and equally involved
to foster belonging

Hybrid Challenges Hybrid work challenges 1 1
Hybrid is slow remote days in hybrid makes the 4 8
workflow slower, as the
communication time to convey the
challenges is more
Incident Management Challenges during critical issue 4 4
Challenges resolution when remote
Not seeing the team every | Not seeing the colleagues on a daily 3 5
day basis can hinder spontaneous
communication
Hybrid work setup Number of days in-office vs remote 6 7
No preference for hybrid Not preferring hybrid due to its default 2 2
challenges
Onboarding in hybrid New hire experience in hybrid 2 3
environment
Planned Collaboration Strategically choosing in-office days 4 6
for high-impact discussions
Collaborative Problem Working together to manage workload 7 10
Solving and stress
Preference for hybrid Impression on hybrid work setup and 4 5
preference
Preference for office Physical presence felt more effective 5 6

Face-to-Face Interaction

Importance of in-person meetings in
building connection and belonging

5

Barriers to Participation Feeling limited due to junior role or 3 5
distance

Feeling valued Recognition and acknowledgment 5 6
from the team

Hybrid has no role in Regardless the working setup the 3 4

participation involvement of the team members is
based on their feeling of ownership

Hybrid participation gap Feeling less included in activities 1 1
while remote

Inclusion Ensuring team members feel part of 6 8
the group

No Belonging No There is no motivation for the 1 1

Motivation employee, if there is no sense of
belonging

No Sense of belonging Just complete the assigned task and no 1 2
feeling of belonging

Team participation Active involvement of team members 7 15
in meetings

Unequal participation Not being equally involved in 2 2

decisions remoteli

5




Loss of informal Missing out on spontaneous 7 10

interaction interactions like coffee breaks, hallway
chats

Occasional In-Person Importance of infrequent face-to-face 5 5

Meetings interactions to rebuild connection

Office presence advantage | Physical proximity enhances 4 4
belonging

Peer Interaction across Coordination across time zones 1 1

shifts

Peer Interaction Outside Social interaction with peers from 2 2

Team different teams/projects

Preference for co-location | Belief that working from the same 3 4
location would be ideal

Resilience RQ2 - -

Adaptability Adjusting to new or unexpected hybrid 3 4
challenges

Extra effort Actions taken to intentionally build or 5 12
maintain relationships in hybrid
settings

Hybrid has no role in Regardless the work setup resilience to 1 3

resilience be acquired through sense of
ownership

Motivation through Higher motivation due to sense of 9 10

Belonging being cared for or supported

Motivation through Having a sense of ownership that fuels 1 2

ownership personal drive and resilience

Planning and prioritizing Strategically organizing work to 2 2
handle hybrid-related challenges

Reduced stress through Team support reduces work pressure 1 1

flexibility and anxiety

Sense of Ownership Feeling responsible for outcomes 1 1
despite hybrid barriers

Strategies To overcome challenges 4 16

Work stress from hatred Stress comes from hate towards work 1 3

Planning and alignment Daily routines and updates help handle 3 3
workload

Structured Communication | Use of Agile calls, standups, daily 4 6
scrums

Task Planning & Agile Managing work effectively through 6 8

Structure Aiile methods

Embracing mistake without | Learning without fear of blame 3 3

blame




pressure situations

Emotional Support Being emotionally backed up by team 7 14

Knowledge sharing Team members learn something new 1 1
and share it with other team members

No connection No Lack of connection reduces the 1 1

resilience resilience

Professional Support Assistance from team members in 6 6
work-related stress or issues

Recognition and Feedback | Encouraging belonging through 6 11
appreciation and skip-level feedback

Resilience via support Gaining confidence and overcoming 8 12
tasks with team help

Shared challenges Facing work difficulties collectively, 4 5
helping to foster coping mechanisms

team bonding & reduced Team relationships that help reduce 9 16

stress work stress

Team dependency and co- | Recognizing that success is collective 1 1

operation

Team support Need for peer collaboration in high- 8 10

Organizational relationship

RQI & RQ2

buildini

Events leading to personal | Activities among the team to 4 4
connect encourage informal discussions,
thereby achieving personal connection
Organizational Support Programs like webinars, wellness 4 9
Programs initiatives, or training
Learning support Access to learning platforms and 4 6
mentorship
Wellness programs Organizational initiatives for employee 8 11

Well—beini

Awareness

attendance rules

Leadership role Managerial efforts to support, 3 5
motivate, and guide remote teams

Policy awareness Knowledge of hybrid work do’s and 1 2
don’ts or security rules

Remote Work Policy Organizational enforcement of 1 1




