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During the period of COVID-19, a lot of technology-based companies switched to remote
work. From then on, the employer and the employee adopted the remote working culture to
acknowledge this situation. Later, they tried to shift from remote working to a hybrid one,
where certain days of on-site office work were maintained for different reasons. This re-
search will explore how major European tech companies adopted the hybrid working culture
from a fully remote one and how they take care of employee well-being and cultural shifts
by using the case study model. This also analyzes the impact of adopting the hybrid work
model on both employees and management inside the leading tech companies in Europe,
namely SAP, Spotify, and Ericsson. These three companies were chosen for the case studies,
as they provide relevancy and strong implementation of hybrid work with the availability of
secondary data. Moreover, this study explores and investigates how these organizations are
reshaping and restructuring their working setup during COVID and post-COVID and adopt-
ing the hybrid one from secondary data sources such as newspapers, companies’ newsroom
blogs, social media communications, and academic journals. It also focuses on conducting
comparisons among their different hybrid work strategies, impact on institutional culture,
how the collaboration is made, the challenges they face, and the well-being of the employee,
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along with their feedback. The key findings provide valuable insights about the practical ap-
proaches taken by these companies regarding their implementation of hybrid work policies,
such as their strategic implementation of policies and design and establishment of modern,
robust digital tools for the connectivity of transparent and better communication. It also
discussed the challenges they faced, like how SAP faced the resistance about their decision
of mandatory RTO, maintaining team bonding in the distributed model adopted by Spotify,
and balancing onsite R&D needs with concerns about digital security by Ericsson. This re-
search contributes to the understanding of the hybrid working model in the context of Eu-
rope, offering deep and practical insights about how these companies navigate the challenges
to adopt the hybrid working model and validation of existing literature about the working
model, which offers flexibility.
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1 Introduction

1.1 Background

During COVID, remote working was the new normal thing in the IT sector, whereas a hybrid
working approach is now a common phenomenon in the global context after the COVID pan-
demic. This transition from teleworking to a mixed mode of office faces some complexity
regarding their implementation policy, the well-being of employees, standard days of on-site
office, maintaining company culture, etc. A recent study conducted by Eurofound (2023b)
has shown that hybrid working is going to be more popular among European employees,
which is around 62% after the COVID period. In the global context, it rose from 30% to
50% in recent years among the people working in the companies.(Alexander et al. 2021).
Studies from Bloom et al. (2024), suggest a hybrid working model where at least two days of
physical office existence improve job satisfaction and reduce attrition by 33% without any
negative impact on productivity. This research provides important insights that are also rel-
evant to the European IT sector, where collaboration with hybrid and remote work exists. A
study among the software professionals who were experiencing hybrid working, conducted
by Souza Santos et al. (2024), also indicates that flexibility, productivity, commuting time,
and work-life balance play a vital role in hybrid work arrangements. Therefore, this study
analyzes the impacts of hybrid working principles via case studies of three European IT com-
panies based on the publicly available data.

1.2 Research Objectives and Question

While the hybrid working model was implemented widely after the COVID pandemic, orga-
nizations and the people working for them faced some challenges. According to Vartiainen
et al. (2025), companies are facing challenges like monitoring productivity and performance,
maintaining office culture, balancing employee flexibility and companies’ goals, and man-
aging distributed hybrid teams. On the other side, employees also seek guidance regarding
the isolation and performance issues in the hybrid mode of work (Kiwert et al. 2022). This
research will examine the implementation of the hybrid working strategy and its impact in
the context of European IT companies. The study provides clear insights about the imple-
mentation techniques of hybrid working models inside organizations like SAP, Spotify, and
Ericsson, including the outcomes and the challenges they faced in executing this. The study
answers the main research question based on the literature review (chapter 2) and understand-
ing the gaps (section 2.7).
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Main RQ: How do the hybrid working strategies of SAP, Spotify, and Ericsson differ, and
what are the comparative impacts and lessons in these differences that emerged on the hybrid
work implementation and employee experiences?
Four more sub-questions to provide a better understanding of the main research question.

SRQ1: How do Spotify, SAP, and Ericsson deal with work flexibility and mandatory Re-
turn To Office (RTO) expectations?

SRQ2: What are the strategies that have been taken by these three companies to support
employee well-being and work-life balance in their hybrid working model?

SRQ3: How can they manage communication and collaboration in a hybrid working model?

SRQ4: What digital tools and platforms are used by Spotify, SAP, and Ericsson, and how
are these tools used to establish and support their people for seamless hybrid work?

1.3 Significance of this Research

This research will offer insights to the management of the organization regarding how they
can establish an effective and sustainable hybrid working model inside their company, along
with considerations based on the well-being of the employee and maintaining the company
culture. Additionally, it also contributes to academia through the case study analysis of three
major European IT companies regarding how they implement the hybrid working policies and
their observed impacts. Finally, this study helps to refine the current theoretical framework
and provides insights for future research.

1.4 Thesis Structure

This research is organized into seven chapters. Chapter 1 provides the introduction of the
topic, research objectives, questions, and significance of the research.

Figure 1: Structure of the Thesis
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Chapter 2 describes a literature review about hybrid working principles, company culture in
hybrid work, employee well-being, communication and collaboration, and the technology
used to establish hybrid work. This further identifies about the current research gaps and
rationale for choosing the company. Chapter 3 discusses research methodology, design, and
the data collection method. Chapter 4 presents the case study analysis of SAP, Spotify, and
Ericsson about how they implement the hybrid working policy with outcomes and challenges
they faced. Chapter 5 interprets the findings via cross-case comparisons, and Chapter 6 pro-
vides the discussion along with the answer to the research question, and finally, Chapter 7 is
the conclusion.
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2 Literature Review

2.1 Principles of Hybrid Working Policies

To describe an ideal hybrid work setup, several studies have been conducted. In a recent study
from Lauring et al. (2025), describes a framework for “hybrid work,” which is a combination
of modality, location, and temporality, where modality describes the transition of workspaces
from face-to-face to digital format; locality explains the transition from onsite office to virtual
distributed office environments; and finally, temporality describes about synchronous and
asynchronous work hours, which ensures the equality of working time. This description
defines hybrid work as more complex, especially in the field of IT, where project deadlines,
collaborative programming, and maintenance of systems are the key considerations rather
than simply dividing the work between home and onsite office work.

The success of the hybrid working model is highly dependent on psychological, social, and
situational factors. It is important to understand the preferences of the employees to succeed
in the setup of the hybrid working model (Krajčík et al. 2023). The formula for a working
setup to become hybrid work does not mean that there is an on-site office setup and a home
office setup; rather, it is a combination of flexible work environments consisting of physical,
social, virtual, and temporal work environments. It is also indicative of a culture that refers to
a flexible working model that combines both physical office and working from home, allow-
ing employees to choose where they work based on their personal choice, organizational role,
and tasks given by the company (Vartiainen et al. 2024). After COVID-19, adopting a hybrid
working setup inside the company is widespread, also raising the issue of a healthy hybrid
working life where employees get flexibility to balance their remote work and personal life
(Dale et al. 2024). There is another important issue for a hybrid working setup about how the
company can balance the remote working and the demands of physical office presence. Ac-
cording to studies from Grund et al. (2025), arranging some in-person collaboration sessions
at a regular interval or during the onboarding period can manage the stress of feeling isolated
in the hybrid working model. This can also improve the team dynamics. To recognize that,
different organizations take different steps to adopt these challenges and maintain produc-
tivity. As a result, companies like SAP adopted the “Pledge to Flex” initiative (SAPNews
2021), and Spotify launched its “Work from Anywhere” (WFA) policy (Spotify 2021a).
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2.2 Hybrid Work in the European Context: Policies and Trends

The evolution of hybrid working models in the IT sector in Europe is designed in a combi-
nation of diverse nationalities and cultures and regulatory frameworks. The European Union
(EU) has guidelines about work-life balance and good conditions at the workplace, which
play a vital role in setting up hybrid work inside the organization within this territory. For
example, there have been guidelines under the EU Work-Life Balance Directive (Directive
(EU) 2019/1158) for the parents and caregivers to give flexibility to the work, which en-
sures the work-life balance at work and promotes remote work and flexible work schedules
(European Commission n.d.) and (European Parliament and Council of the European Union
2019). The emergent tension regarding definite working time, isolation risks, and availabil-
ity of employees among the remote workers was also addressed by the European Parliament.
They approved the right to disconnect resolution to mitigate the challenges faced by tele-
workers during the COVID pandemic (Eurofound 2022). These guidelines help to adopt and
implement hybrid working policies into the company, like SAP, Spotify, and Ericsson, con-
sidering the distinct labor regulations and social norms across the different European nations
(European Parliament and Council of the European Union 2019).

2.3 Company Culture

As hybrid working setups got a huge hike during COVID-19, for many companies are strug-
gling to make a balance andmaintain the company value among the workers. Research shows
that the choice of remote and on-site work depends mostly on the hybrid work configuration
and that needs to balance the personal and work-life among the software engineers (Santos
et al. 2024). In a hybrid working culture, efforts from the company are important to ensure
a flexible work environment by building trust with improved relationships among the em-
ployees (Vo 2021). To foster the company culture in the work model where digital tools are
widely used, trust plays a crucial role in setting up clear and smooth communication between
employer and employee (Feitosa et al. 2020). According to Buła et al. (2024), maintain-
ing a strong company culture throughout the organization is quite challenging in a hybrid
work model. They discussed how the 5Cs, such as communication, coordination, connec-
tion, creativity, and culture, are the key challenges to adopt when companies are moving
from remote work to a hybrid one. To mitigate this problem, people working for the com-
pany should spend some time together at regular intervals. From another research project
conducted by Dowling et al. (2022) and Eurofound (2023b), Team leaders plays vital role for
building trust among the individuals and groups. The team leaders who exercise the dynamic
leadership role, building trust with aspiration and motivation, help to establish transparent
and clear communication among the team in the hybrid work. However, it is crucial for the
leaders to keep an eye on the necessity for both onsite and remote settings.
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2.4 Employee Well-being

Employee well-being in a hybrid working setup is an important concern nowadays. In a re-
mote working setup, an employee feels lonely and less productive in comparison to regular
work at the office, as they are detached from regular companion (Becker et al. 2022). For
the organization where a hybrid working model is practiced widely, ensuring well-being for
the worker plays a great role. It requires a multidimensional approach that identifies and
acknowledges both the physical and mental health of the employee. The timing of work and
the location where the work has been done play a crucial role in the employee’s well-being
(Hopkins et al. 2023). For this, companies need to set up clear and transparent rules that pro-
vide a healthy work-life balance for hybrid workers. It can include limiting the work hours
in the office and, for remote setups, taking breaks and taking care of it by monitoring all the
employees in an effective manner. Research conducted by Moretti et al. (2020), also shows
that 39.2% of employees said that they felt less stressed in comparison to a physical office.
However, they also said that they experienced less stress at remote office setups. Moreover,
82.4% of the people mentioned that their travel time and expenses were saved, which sim-
plified their daily life schedule. However, these findings are also relevant for hybrid work,
as this is the combination of remote work with on-site office work.

2.5 Communication and Collaboration

Effective communication and collaboration are considerable factors in hybrid work. It is
challenging more when it is adopted in a European context, as the European Union (EU) has
diversified nationalities and cultures. Studies show that the transition towards hybrid work
models causes barriers to the geographically distributed IT teams’ functions across different
times and schedules in the absence of a proper execution plan. It is necessary to ensure bet-
ter planning, proper communication, and training the managers to give fair distribution of
work to the employees who work for them (Lauring et al. 2025). Spontaneous knowledge
sharing and casual conversations play a vital role in the hybrid mode of work, and it is impor-
tant to innovate and resolve the issues in complex IT projects. When it goes for the context
based on Europe, these impediments are next influenced by the regulatory frameworks set
up by the EU and European Council (EC) (European Parliament and Council of the Euro-
pean Union 2019). For instance, the widespread existence of multinational teams within the
boundaries of Europe affected not only physical separations between colleagues but also the
language-related and cultural disparities, which can create obstacles in the growth and success
of completing the projects. The study also highlights the effect of lack of knowledge sharing,
where important discussions are not equally accessible to all other team members, making
them demotivated, which finally had a great impact on the projects.(Vartiainen et al. 2025).
According to a study from Yang et al. (2022), where a survey was conducted with Microsoft
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workers, remote working causes some issues that might concern the companies moving from
remote work to hybrid work. The employees prefer to communicate with their closest teams
rather than the distant one, which disrupts the company culture and knowledge sharing com-
pared to a physical office. To avoid this, the research suggests arranging occasional meetings
among the teams or organizing events. Moreover, they also placed a preference on estab-
lishing a hybrid mode of work to minimize this communication and collaboration problem in
remote work.

2.6 Technology and Security Challenges

The effectiveness of hybrid work models largely relies on the establishment of a robust and
secure IT infrastructure among the employees, regardless of their geographical location. Sev-
eral factors, like ensuring adequate and consistent access to systems, ensuring the safety of
data and privacy, and awareness and prevention measures regarding cyber threats, play vital
roles here. For this, strong security protocols with user convenience and operational effi-
ciency are needed. Any interruption that causes the breaching of these protocols can lead
to severe losses to the company as well as bring legal obligations. Therefore, cybersecurity
is also a major concern for the top European IT companies (Eurofound 2023a). The con-
ceptual framework (Lauring et al. 2025), underscores the importance of both the modality
(digital/virtual) and location (non-office/distributed) aspects of hybrid work, while implicitly
emphasizing the crucial function of technology as both a facilitator and a potential source of
obstacles. Therefore, IT organizations should emphasize not only setting up the tools and
technology but also ensuring adequate literacy in using the tools and technology. As a re-
sult, investing in the technology and training for the employee for adaptation and monitoring
them is necessary (Vartiainen et al. 2024). It is important to ensure collaboration to establish
alignment with regulatory factors within the different countries of EU. The study also shows
that transparent policies about remote work setup, work flexibility, and investment in digital
collaboration tools should be taken to ensure the resilience and competitiveness of hybrid
workers in Europe (Eurofound 2023a) and (Eurofound 2023b).

2.7 Gaps in Existing Literature and Rationale for Case Studies

Many early research examines the immediate impacts of the during and post COVID-19
transition to the medium of work, including fully remote to mixed modes of work. However,
there is a lack of insights about how the organization deals with the impacts after adopting
the hybrid work into the company. First of all, most of the big tech companies have empha-
sized how quickly they responded to the pandemic, rather than studying and taking account
of sustainable hybrid work models as well as their long-term impacts on overall team dy-
namics, including cross-boundary teams, their productivity, and organizational culture with
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employee well-being (Bolino et al. 2024). The second thing is that there is a lack of com-
parative research on how big tech companies incorporate hybrid working strategies across
different geographical regions, addressing the challenges like communication, innovation,
and well-being of employees (Bolino et al. 2024) and (Melbourne Business School 2025).
The present study often provides about single insights from a single company rather than
between companies or cross-country comparisons. Finally, to understand the adaptation and
implementation of hybrid working models, consider the facts about diverse cultures and spe-
cific regulations for the European market; there is still a lack of studies where the unique
complexity exists in Europe (Urrila et al. 2025). This research aims to identify these gaps
through carrying out the case studies with profound and context-specific insights from the
prominent European tech companies. Moreover, the case study approach also helps to ex-
amine and understand the variety and the complexity of hybrid working models inside the
different European IT companies.
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3 Methodology

This chapter will outline the researchmethods used to gather data, based on publicly available
data from online resources, including the news from the companies’ websites of SAP, Spotify,
and Ericsson. It will detail the sampling methods, data collection processes, and analytical
techniques employed to ensure robust and reliable findings.

3.1 Research Design

This study discusses and focuses on a comparative case study approach, which is a qualitative
one, where three of the European tech companies, including Spotify, SAP, and Ericsson, have
been chosen for their unique style of implementing a hybrid work strategy into their organi-
zation. This method is selected, as it is able to describe and provide insights to understand
the complex organizational phenomena. According to Yin, multiple case study methods help
to generate analytic generalization over statistical ones. It also strengthens the study by pro-
viding more robustness than that of a single case study (Yin 2018). This research aims to
analyze how the hybrid working model has been adopted among Spotify, SAP, and Ericsson
and how employee well-being, company culture, and operational challenges have been faced
by these companies through an in-depth comparative analysis. Furthermore, this study also
examines the common patterns, diversified strategies, and factors that influence the results
of hybrid work implementation in the different work cultures, environments, and operational
models.

Table 1: Overview of Research Design and Methodology

Aspect Approach/Details
Research Design Qualitative, multiple-case study
Data Sources Secondary (news articles, blogs, journals, reports, social

media)
Case Selection SAP, Spotify, Ericsson
Analytical Framework Thematic analysis (Braun & Clarke, 2006)

3.2 Data Collection and Retrieval

The collection of data consists of a systematic searching approach along with the retrieval of
relevant articles published on company websites, online databases, including Google Scholar
and LUT Primo (university database), and publicly available media reports. The searching
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often starts with combinations of company names (SAP, Spotify, and Ericsson) with keywords
such as “hybrid work,” “remote work,” “flexible work,” “employee well-being,” “company
culture,” and “digital tool,” focusing on the findings in a European context where possible.
The extraction process focused on identifying information directly related to:

• The specific details and principles of each company’s hybrid work policy.

• The reasons that are published for adopting these models.

• Implementation strategies consist of technological engagement and training.

• Reported impacts on company spirit, employee well-being, productivity, recruitment,
and new ideas.

• Challenges encountered and how companies are addressing them.

• Latest developments or changes in their hybrid work approaches.

3.3 Data Sources

This study emphasizes exclusively qualitative data, especially secondary data sources. The
case data is collected from publicly available data sources, including newspapers, blog posts
from companies, industrial reports, and academic journals. These sources are selected to
conduct comprehensive studies related to the adaptation and challenges of hybrid work for
the chosen companies based on the European context. This study has given emphasis to
secondary data sources and excluded interviews from the target groups to give focus to the
publicly published data sources. The case data has been collected between the years 2020
and 2025. This is relevant as hybrid work has been rapidly adopted during the COVID pan-
demic(Vartiainen et al. 2024). Moreover, academic journals and research reports were also
used to provide a theoretical and contextual base for this study that were published beyond
this time duration.
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Table 2: Summary of Data Source Types

Data Source Type Description Count
Newspaper and
Magazine

Published news from renowned out-
lets (e.g., HBD, Bloomberg, CNBC,
Yahoo Finance, Fortunes, Times Now,
Forbes, HR Executive, and Business
Insider) covering hybrid working poli-
cies and affairs.

21

Corporate affairs
and public reports

Companies’ official blogs and inter-
nal communications (e.g., Spotify HR
Blog, news.sap.com) explain hybrid
work initiatives and employee experi-
ences.

26

Academic Journals
and Research Re-
ports

Peer-reviewed publications on hybrid
work models, employee well-being,
and organizational behavior.

27

Government or Le-
gal documents

EU directives and policies (e.g., work-
life balance directive) influencing hy-
brid work regulation.

5

Industry reports McKinsey, HP 5
Other/Miscellaneous
Sources

Public materials such as social media
commentary, podcasts, or uncatego-
rized insights.

6

To understand the company policy about the implementation of employee well-being, RTO,

Table 3: News Reports list through which data has been collected

Company Newspaper Published Date
SAP Business Insider February 2024

Yahoo Finance January 2024
Fortune January 2024

IgniteSAP February 2024
HR Executive June 2021

Ericsson Bloomberg News Novemebr 2021
Computer World Octoboer 2024

No jitter November 2021
Spotify Fortune August 2022

Fintech Futures October 2024
HR Grapevine October 2024

Digital Music News October 2024
Melbourne Business School News November 2025

uses of digital tools for smooth collaboration; published news articles were reviewed. It gave
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insights about the changes in policies during the timeline regarding the hybrid work setup
at the selected companies. On the other hand, media reports, corporate news, and podcasts
published from the company’s own newsroom or blog site play a vital role in understanding
the views inside the organization.

Table 4: Company Reports through which data has been collected

Company Document Published Year
SAP Pledge to Flex Jun 2021

Future of Work at SAP July 2023
Social Data – Integrated Re-
port

2024

Future of Work Beyond Flex
Work

July 2023

Ericsson 5G and the Future Workspace April 2023
Flexibility Is the New Work-
Life Currency

April 2023

Hybrid Work at Ericsson
Sweden

November 2024

Six Reasons Why Ericsson Is
the Best Place to Start Your
Career

September 2025

Future of Enterprises 4.2:
Cyber-Physical Workplaces

Not specified

Decision Makers and Em-
ployees Are Increasingly at
Odds Over Technology

2023

Spotify Work From Anywhere Policy February 2021
Distributed First Contributes
to Spotify’s Strength

September 2022

Creating Connectivity in a
Distributed Workforce

September 2022

Wellness Week Initiative October 2024
Our Ways of Working Survey
Results

Jun 2023

Siemens Mobile Working as Core
Component of the “New
Normal”

July 2020

Delivery Hero Hybrid Work at Delivery
Hero: Flexibility &Life on
Campus

September 2025
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This is important as the research is going on with the multiple case study approach. This helps
to gain insights about the implementation of a hybrid work strategy inside the corporation
and changes in the policies during the time being. Data collected from the industry and
professional body were also provided insights that help to support the case study findings.

Table 5: Industry report list through which data has been collected

Company Report Published Date

McKinsey What Employees Are Saying
About the Future of Remote
Work

April 2021

Hybrid Work: Making It Fit
with Your Diversity, Equity,
and Inclusion Strategy

April 2022

Harvard Business Review 3 Challenges to Hybrid Work May 2024

HP Ericsson Provide 5G Solu-
tions to Hybrid Workforce

July 2025

Government and legal reports are also helpful to understand the hybrid and telework nature
and regulations for the regions. The data from the EU and EC provide the regulatory frame-
work for employee well-being and flexibility for work in the hybrid mode of work.

Table 6: Government and Legal report list

Institution Report Published Date

Eurofound The Future of Telework and
Hybrid Work

April 2023

HybridWork in Europe: Con-
cept and Practice

May 2023

European Parliament & Council Directive (EU) 2019/1158 on
Work-Life Balance for Par-
ents and Carers

Jun 2019

The use of multiple sources of secondary data, strengthens the findings for the case study and
helps to analyze and understand the nature of hybrid work inside the selected case company.
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3.4 Data Analysis: A Thematic and Comparative Approach

This study used the thematic analysis (Braun et al. 2006) to determine patterns across the
data sources. It is guided by the research question mentioned section 1.2 in Chapter 1 to
identify the relevant theme like “Hybrid work policies,” “Mandatory RTO,” and “Employee
Well-being.” The analysis process involved:

1. Initial Data Review:

The first steps engaged with reading multiple times to familiarize the collected data
(company reports, news articles, etc.) to achieve familiarization of data. Initial codes
were generated in NVivo by highlighting and labeling segments of text that appeared
relevant to the research questions. This open coding approach allowed for a data-driven
identification of ideas. For example, a sentence in a news article stating, “The company
now requires all employees to be in the office three days a week,” would be coded as
“Mandatory RTO”.

2. Initial coding:

Systematically identifying the key features of the data relevant to the research questions
and assigning them to the initial codes.

3. Identifying Key Themes:

Grouping related codes into meaningful themes that captured significant patterns in
the data. Following open coding, initial codes were grouped into more structured cat-
egories based on their relationships and similarities, called axial coding. These cat-
egories represent more abstract concepts that group the initial codes. For example,
codes like “Mandatory RTO,” “Hybrid work policies” were grouped under the broader
category of “Policy and Implementation.”

4. Reviewing Themes:
Examines the themes based on the provided datasets and coded data extracts and then
provide a thematic map of analysis.

5. Refining and Labeling Themes:

Throughout the continuous analysis and refinement of themes, complete definitions
and names for each of the themes.
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Table 7: Thematic Analysis and NVivo Coding Framework

Steps Application Example Output from Data

1. Initial coding Data were separated into
small, meaningful units and
labeled with open codes in
NVivo.

Codes such as “Hybrid Work
Policies”, “Collaboration is-
sues”, “Work-Life Balance”
“Burnout.”

2. Identifying key
themes

Codes were grouped into
broader categories (axial
coding), which were related.

“Hybrid Work Policies,” “Hy-
brid Models,” “RTO Strate-
gies” grouped into Policy and
Implementation.

3. Reviewing themes Categories were refined
through the comparison
between cases and checking
alignment with the dataset.
Redundancies were merged.

For instance, “flexibility” and
“social distance” were retained
under Employee wellbeing.

4. Defining & labeling
themes

Then, final thematic struc-
tures were built by produc-
ing higher-level concepts (se-
lective coding) through trans-
parent definitions and labels
from the dataset.

Final themes: Policy and Im-
plementation; Communication
and Collaboration; Produc-
tivity and Performance; Em-
ployee Well-being and Flexi-
bility; Company Culture; Dig-
ital tools and Security

The coding process was conducted using NVivo15 qualitative analysis software, and a code-
book is provided in Appendix A.

3.5 Comparative Analysis Framework

The research provides a structured comparative analysis in the discussion chapter by utilizing
a thematic framework that is applied consistently among the three case studies from SAP,
Spotify, and Ericsson. It used NVivo’s case classification and comparison features to make
systematic comparisons among how these themes manifest within each company, identifying
similarities, differences, and context-specific dynamics. The process is allowed to find out
the synthesis of findings across the cases and the development of bigger insights about the
challenges and strategies of hybrid work models in the European technology-oriented sector.
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3.6 Ethical Considerations and Limitations of Secondary Data

While this study mostly relies on available public data, including company blog posts, news-
papers, articles, etc., the ethical considerations become important. Data sources will be ap-
propriately cited to acknowledge authorship, remain ethical, and avoid plagiarism. This re-
search also focuses on not breaching the privacy expectations, but only relies on aggregated
themes and general sentiment from public forums. The limited control over data quality and
lack of clarity are the limitations of this collection of data method. As organizations are the
deciders of which data are going to be publicly accessible and available,so that clear pic-
ture of the organizational view is not captured here. However, publicly available data from
these companies offers valuable insights to understand and analyze the qualitative exploration
about the strategy of implementing their hybrid working models and policies, which gives a
clear idea about the trend and policies regarding hybrid working models.

3.7 Case selection strategy

A purposive multicase selection process has been applied to select the company for this study.
These companies were selected based on their distinctive hybrid workmodel, implementation
policies, ample amount of publicly available data, company and media reports, and their rep-
resentation of the European technology field. The companies were primarily chosen based
on the European region because the area offered a suitable setting for studying the hybrid
working phenomena. The geographical location provides a unique and strong organizational
culture for employee well-being, hybrid work policies, and a strong EU regulatory framework
and directive for hybrid and telework within the boundary. Moreover, European technolog-
ical companies are heavily reliant on digital operations, offer flexible work locations, and
place importance on work-life balance, which is ideal for the case study analysis.

Table 8: Criteria for Selecting Companies

No. Selection Criteria
1 Significant presence in the technology sector
2 Companies from the European IT field
3 Public documentation of hybrid work implementation
4 Diversity in approach to hybrid work models
5 Comparable global scale and operations

In search for suitable case studies within the European context, at first, six companies were
chosen for the potential case studies based on their publicly available data on hybrid work
practices, transformation of workplace settings after the pandemic, public statements from
top management, diversity in business, feedback from employees, and reports from news
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media. Additionally, a large number of public discourses on social platforms were also con-
sidered for choosing these companies. Each company has its own unique business feature,
like SAP, which is represented as a software giant, whereas Ericsson and Nokia resemble the
telecommunication and networking sector, and Spotify provides entertainment and digital
media solutions and offers a highly publicized flexible work model. Siemens and Deliv-
ery Hero were chosen for their digital transformation initiatives and highly digital-intensive
business models, along with their independent business strategies.

However, after the initial screening, Nokia, Siemens, and Delivery Hero were excluded from
final case selection due to business similarity and lack of publicly available data compared
to the selected ones. Companies like Delivery Hero and Siemens, which are quite similar in
business, in contrast to Spotify and SAP, have fewer publicly available sources of data and
transparency. For the Delivery Hero, they are very much localized in Berlin with fewer data
sources compared to other chosen companies (Delivery Hero 2025). Whereas Nokia was not
chosen to prevent case redundancy inmultiple case studies. The availability of secondary data
and research inside the organization also played a vital role in choosing Ericsson over Nokia.
The company Siemens was not chosen because it always followed a repeatably stable hybrid
working policy from the beginning and has fewer public disputes regarding the mandatory
RTO compared to SAP (Siemens AG 2020).

Finally, the selected three companies provide insight about the approaches where diversity
and flexibility were given priority. They provide available secondary data regarding how
each of these three organizations implemented their hybrid work model, from structural mod-
els to radical flexibility models, ensuring employee well-being, maintaining productivity, and
corporate culture. Among these three companies, Spotify provides the highest level of flex-
ibility through its Work From Anywhere (WFA) program initiated in 2021 (Spotify 2021a).
The company provides a benchmark for the “Asynchronous” and “Distributed First” hybrid
working model. On the other hand, SAP offers a balanced working mode as a large enter-
prise solution provider where the necessity of changes in a period of time is acknowledged,
and challenges from inside the organization during these changes are tried to be resolved
in a professional way. The challenges, like mandatory RTO for a big software corporation,
were handled at the time being through understanding and learning about the complexity of a
hybrid working model, where flexibility is the key for employees working for them. This is
important to study regarding how big software organizations deal with this tension. Lastly,
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Table 9: Rationale for choosing the companies

Company Name Status Rationale

1. Spotify Selected Provides a clear and possible best
source of secondary public data re-
garding their WFA policies and a
benchmark for their policies based
on the flexibility of choices.

2. SAP Selected Resembles a large software enter-
prise, and there is debate on their
recent shift towards RTO, what
was offered to study the challenges
about the recent mandate of RTO.

3. Ericsson Selected It is selected for its balanced ap-
proach towards a hybrid working
model and the type of company,
which is a large telecommunication
giant.

4. Delivery Hero Not Selected Insufficient amount of secondary
data and more localized in compar-
ison to SAP, Spotify, and Ericsson.

5. Siemens Not selected Stable hybrid work policy with less
secondary data.

6. Nokia Not selected To avoid case redundancy.

Ericsson is a telecommunication giant that followed the “structured” initiatives regarding
the global shift of mandatory RTO. The company focused on how it can offer and ensure
technological flexibility within the organization. Each of these three companies has a unique
feature based on its implementation of a hybrid working strategy inside the organization and
the nature of its services.
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4 Case Study Analysis of SAP, Spotify, and Ericsson

This chapter describes about the implementation strategy of the hybrid working model for
the selected companies. It also discusses how these companies have taken care of the key
dimensions of hybrid working elements like employee well-being, company culture, and the
challenges they faced to implement the model. Moreover, how these companies navigate
these challenges with recent changes in practices is also discussed in this chapter.

4.1 SAP

4.1.1 Background

SAP is a multinational software corporation from Germany, employs approximately 109,000
people working in more than 140 countries (SAP 2024). During the pandemic, they con-
ducted a survey inside the organization and continuously took feedback regarding the mental
health and other issues. According to Jill Popelka, president of SAP SuccessFactors, “94%
of the employees suggested about going to take advantage of the flexibility that the company
provides, and 49% said they plan to work in the office one or two days per week” (Mayer
2021). This indicates that most employees provide positive feedback about the flexible work
model. Finally, SAP’s initiative called “Pledge to Flex,” which began in June 2021, is a
fully flexible, trust-based hybrid work model that fosters a shift in strategy of the company.
It offers a significant commitment to a flexible and trust-based hybrid work model for its
extensive global workforce, especially in Europe (SAPNews 2021). It allows employees to
select their best work setting to be at home, in the office, or remote, depending on productiv-
ity. The “Pledge to Flex” program ensures the workers leave the traditional one-size-fits-all
model, allowing everyone to choose their own alternatives of choosing workplaces between
fully remote and mixed mode, which helps them to become more productive, collaborative,
and innovative with their own work (Mayer 2021). To support these initiatives, the company
also redesigned its European office in a manner that employees can feel the office is a center
of collaboration and creation hubs rather than a traditional one.

4.1.2 Implementation Strategies and Key Features

After the successful experience of the implementation of remote working during the COVID
pandemic, the company adopted a new kind of policy called “Pledge to Flex,” which espe-
cially gave preference to the autonomy of the people working for the company.

“Flexibility” was the key point for associates in this program, where the freedom of choos-
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ing the work locations and work hours based on the employee’s preferences, with trust, was
given by the company, which ensures autonomy and makes them feel empowered. By offer-
ing the freedom to choose the mode of office, either from home or a mixed mode of office,
it gave confidence to the people working for the organization to maintain the productivity
that continues from the COVID situation. They aimed that this preference of choice boosted
productivity as employees got the choice to redesign their work location through the combi-
nation of personal and professional demands (Krauss et al. 2023).

Another key implementation strategy for SAPwas “Consideration fromFeedback.” The com-
pany conducted an internal survey among the people inside the organization, considering the
feedback where 94% of SAP’s colleagues demanded more flexible hours, which helps the
organization to adapt and implement their hybrid working policy (SAPNews 2021). That
helped them to understand the demand and the dynamics of the mindset among the employ-
ees after the pandemic to implement their hybrid working model inside the company. The
company also made the decision to modify and redesign their physical offices based on the
employees’ needs, which helped their people to complete their tasks in the physical location
based on the necessity (SAPNews 2021).

Figure 2: Implementation Strategy: SAP
Source: Author’s independent illustration is based on the secondary data about hybrid working

implementation in SAP.

SAP gave preference for training to the people working for them so that they can easily align
with the features of the global hybrid working model. They trained their managers for con-
ducting effective communication within the team, which helped them to bring inclusiveness
among the team located in different geographies (Alibangbang 2022). Besides this, the orga-
nization emphasized the use of digital communication tools and arranged training with men-
torship when needed, which helped them to enhance support with their remote colleagues.
They implement several digital solutions to smooth their hybrid work journey. Their intro-
duction of the “SAP SuccessFactors” module, where the company can get insights from the
onboarding of an employee to the end of their service. This helps the organization to manage
and evaluate the performance of its employees. They also used “Qualtrics” for getting em-
ployee feedback about job satisfaction, well-being demands, and flexibility preferences. The
use of “SAP Collaboration Manager” helped them to provide better communication among
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their distributed team while working in a hybrid combination of work (SAPNews 2021) and
(Schuettig et al. 2022). Moreover, they introduced their own AI-based assistant tool, ’Joule,’
which helps their employees to find information and complete the assigned tasks in their
business suite. Adopting this type of modern digital communication tool eases the adoption
of a hybrid working setup inside the organization (SE 2024).

Finally, by implementing all these policies and providing amenities, the company attracted
global talent to work with them and kept the existing employees in the organization (Alibang-
bang 2022). Moreover, they took support initiatives like the “Employee Assistance Program”
(EAP), the mental wellness program “Are You OK?,” and arranged leadership training for
their employees to consider the challenges arising from the remote work (Lotzmann et al.
2020).

4.1.3 Outcomes

Firstly, by introducing and implementing the “Pledge to Flex” program, SAP built trust and
confidence among the employees with the help of providing more autonomy to take decisions
and implement them so that they can feel empowered, which provides more engagement with
work. The company also provided freedom and encouragement to the employee to maintain
and create strong team building and collaboration with effective communication, which helps
to improve “company culture” in both remote and physical mediums of communication. Sec-
ondly, the hybrid working model adopted by the company facilitates employees to maintain a
balance between their professional and personal lives, which helps them to reduce stress and
motivates them to complete their work, which enhances employee well-being. Additionally,
SAP also emphasized their resources to provide support in mental health issues and reduc-
ing commuting stress, which boosts the trust and confidence of the people working for them
(Lotzmann et al. 2020). Finally, the flexible work hours offered by the company, with the
freedom of choosing one’s own work arrangement and decision-making power based on the
business requirement and team roles, boosted productivity and job satisfaction. This is also
justified by the results of the global future of work pulse survey conducted by SAP before
2023, during the transition towards hybrid practices, 80% of the workforce was satisfied and
engaged more with their hybrid work framework (Schmeichel 2023).

4.1.4 Challenges and Recent Developments

With time, SAP has experienced evolution regarding its hybrid working model. In 2024, they
announced three days of weekly mandatory onsite office work for every employee, which be-
came a tangible shift compared to their earlier policy(Ford et al. 2024)and (Bhaimiya 2024).
That was a great change that offered a clearer, more precise, and more structured working
strategy compared to the earlier one inside the company’s hybrid model. According to For-
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tune’s Leadership Next podcast, the CEOChristian Klein from SAP, also gave criticism about
fully relying on technology and emphasized staying connected in onsite, face-to-face collab-
oration (Pillay 2025). This perspective also helps to explain why the organization focuses
on individual innovation through collaboration, which demands more face-to-face interac-
tion within the team. They also gave importance to this as tension rose about the company
culture of face-to-face sharing, discussion, and norms, which can deteriorate innovation and
productivity. Secondly, “Performance Monitoring” was another challenge for them. SAP
updates its policy to strictly review processes about performance to ensure long-term goals
of the organization (Macaulay 2024). Lastly, people working for them felt betrayed as the
company changed its view from an autonomous work preference to a mandatory office pres-
ence model. The company faced protest from existing workers, and almost 5000 employees
signed a petition where they showed concerns that they were willing to move from the com-
pany if the new policy regarding RTO was implemented. Despite this, the organization did
not change its policy about RTO and stood with their decision for improved innovation and
collaboration (Finance 2024) and (Bhaimiya 2024).

4.1.5 Navigating the Common Hybrid Work Challenges

Global Hybrid Work Challenge SAP’s Alignment and Response
Balancing autonomy with collabo-
ration

From fully remote to three days onsite office
days/week to support collaboration and stand
with the company’s vision

Maintaining office culture and inno-
vation

Acknowledging the fact that long remote work
can disrupt team bonding and innovation, later
changed the policy according to them.

Balancing between employee flexi-
bility and business demands

As flexibility provides job satisfaction, how-
ever, strict policy regarding physical office
presence expectations from business empha-
sizes the need to balance both employee and
business needs

Evolving leadership roles and ex-
pectations

SAP emphasized stronger performance man-
agement, accountability, and clarity from man-
agement in hybrid team structures

Necessity for continuous adaptation
of policy

SAP’s case provides the insight that effective
hybrid work demands not only policy design but
regular adaptation and changes to fit practical
realities

Table 10: SAP’s Alignment with Broader Hybrid Work Challenges

The journey of SAP from “Pledge to Flex” and its subsequent adjustments provides a pro-
found insight into how European IT corporations navigate these dynamic shifts and look for
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an operational model that helps them to retain their workforce as well as supports its strategic
goals.

4.2 Spotify

4.2.1 Background

Spotify, a prominent global audio streaming and media services provider, introduced a “Work
From Anywhere” (WFA) policy in February 2021 (Spotify 2021a). This framework was
designed to offer considerable autonomy to its employees, enabling them to select whether
to engage in work entirely remotely, entirely in-office, or through a hybrid approach. The
WFA policy encompasses provisions that permit employees to determine their country or
city of employment, subject to adherence to local labor laws, tax obligations, and time zone
factors that facilitate effective collaborative efforts among teams. The company additionally
provided memberships for co-working spaces for the people who feel the necessity to attend
to their physical office presence (Spotify 2022a). This initiative helps them to build a flexible
workplace, with the objective of aligning with contemporary workforce expectations and
enhancing employee satisfaction while concurrently sustaining productivity.

4.2.2 Hybrid Work Implementation

Firstly, Spotify offered the employees the choice of work location based on their preference,
with the option of office-based work, remote work, or a combination of physical office and
remote work, and even offered them fully remote work within different cities or borders,
providing a great mode of flexibility of work (Spotify 2021a). The company was very much
focused on providing a flexible work culture for the people working for them and arranged
necessary support to establish this. By offering work location flexibility, they empowered
the employee to feel trustworthy and let them feel autonomous regarding their decision. This
helps them to manage their schedule and improve the effectiveness to achieve their goal
(Spotify 2021a).

Figure 3: Key Implementation Strategy: Spotify
Source: Author’s independent illustration is based on the secondary data about hybrid working

implementation in Spotify.
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Thirdly, Spotify not only offered its global offices in Milan and Stockholm as a collaboration
hub by declaring that as dynamic workplaces where any employee from Spotify was able
to work instead of the daily workplace when needed (Spotify 2022a) and (Spotify 2022b).
Moreover, the company introduced a distributed work policy, facilitating its modern infras-
tructure to all its employees across the border whenever they need with their own choices
(Larsson 2022). By offering onsite training among the new employees from the closest time-
zone, the company built a culture where new talent could align with the company’s values and
culture. (Deel 2025). The company also used their own developed open framework named
“Backstage” for building internal developer portals as a centralized tool for the programmer
to improve their productivity (Spotify 2020). It helps the scattered developer to develop and
deploy their solution by getting proper documentation and support from it.

4.2.3 Outcomes

At first, Spotify was able to attract global diverse talent to their board by offeringWFAmodel
(Spotify 2021b). According to Kidwai (2022) and summarised in LinkedIn News (2022), the
attrition rates fell by 15% at Spotify in the second quarter of 2022 after initializing their
WFA model in comparison to the same quarter of 2019. It also helps them to include more
women in leadership than in 2019, which is from 25% to 42% between 2019 and 2021. As a
result, the participation of more women in leadership kept them from reducing the inequity
in gender-based inclusion in the workplace. Next, the policy has been offered a flexible,
stress-free model where employees were able to concentrate on their work and home without
stressing commuting-related headaches, which kept them motivated about their work and
had an effect on their mental health. They also provide mental health support programs and
resources, initiatives like “Heart & Soul,” admitting the adverse effects of remote work, like
isolation or burnout (Spotify 2025).

To uphold and strengthen the value of the company, Spotify focused on building a team by
arranging virtual events like “Core Weeks” and team meetups. (Team 2024). It engaged the
employees to stay aligned with the values of the company and helped them to keep a social
connection among themselves.

The company launched the WFA, which empowered the employees to manage their work
with their choice, ensuring trust towards them. Moreover, they provide the opportunity to
work in the collaboration hub whenever they want to ensure productivity will not be ham-
pered by remote job. According to the “Ways ofWorking” survey, productivity was increased
after introducing the WFA in the organization. (Simmonds 2023). They ensure this by pro-
viding a flexible environment with a focus onwell-being for the employee and outcome-based
intention rather than physical office presence.
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4.2.4 Navigating the Common Hybrid Work Challenges and Recent Developments

For the proper functioning of any hybrid working model, modern medium of communication
are the key tools. Spotify is also not an exception to using the updated and modern commu-
nication tools. The primary challenge for Spotify was to mitigate the obstacles among the
distributed teams while maintaining collaboration and communication. To resolve that they
tried to address this issue by making relentless effort on utilizing digital tools. Additionally,
the company also tries to reduce the differences in actual physical experiences with remote
one (Spotify 2022a). For mitigating this matter, they arranged “Core Week” events once a
year for gathering teammates to build trust and for collaboration and socialization among the
colleagues (Team 2024).

Sustaining Company Culture and Team bonding is another key challenge for implementing a
hybrid work model inside the organization. While shifting towards a hybrid working model,
Spotify faced these challenges also inside its organization. They faced the problem of main-
taining team cohesion among their distributed team across the globe. To resolve this matter,
they implemented training for the managers and team leaders regarding how they can deal
with the complexities of hybrid work and mitigate the issues raised among the team manage-
ment (Andric et al. 2023) and (Trisca 2025).

Industry-wide Shifts and Recent Developments:

TheWFAmodel continuously resists the worldwide industry shifts towards RTO by continu-
ous learning and policy evolution (King 2024). It helps the company to retain and attract new
talent in the organization (Team 2024). The leadership of Spotify also emphasizes flexibil-
ity and not treating their employees as “children,” as quoted by CHRO Katarina Berg of the
company, and offered not to execute mandatory office for all workers from Spotify, unlike
major tech giants Amazon and Microsoft (Dungan 2024). Spotify also offered its employees
to change their work mode every 12 months, targeting to ensure the stability of the team and
better management, acknowledging the dynamic needs of employees (Mc Bride 2024).

4.3 Ericsson

4.3.1 Background

Ericsson is a Swedish multinational telecommunications infrastructure company, employing
approximately 97,000 people across more than 180 countries (Ericsson n.d.). The hybrid
work strategy of Ericsson is founded on some core features like flexible work opportunities,
technological engagement, employee well-being, and inclusivity. From the pandemic, like
other big IT corporations, they figured out the key point about employee well-being and
productivity with the alignment of business goals and shifted from a remote to a hybrid setup
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over time. The company’s hybrid work model has moved from a preliminary phase to an
organized one, with giving emphasis on the office over the hybrid setup. In 2021, Ericsson
declared its plan to move half of its global employees to a hybrid working setup to provide
flexibility among the global workforce. Peter Laurin, then head of Managed Services at
Ericsson, stated: “It became very clear during the spring of 2020 that we are never going back
to the old way of working... Over the long run, we are aiming for a hybrid model, a vision
of fifty-fifty between the office and remote working” (Lindeberg 2021). This represented a
crucial shift from pre-pandemic norms, when Ericsson employees spent an average of just
one day per week working remotely. Later, in 2024, they had shifted from a 50/50 approach
to a 60/40 approach where employees need to be present at the onsite office for 3 days and
the remaining 2 days for the remote mode of work (Fröling 2024).

4.3.2 Hybrid Work Implementation

The foundation of hybrid work implementation for Ericsson is guided by a set of core princi-
ples by offering flexibility of work while balancing the company’s needs. For the time being,
from the pandemic situation to the post-pandemic, they offer the remote engagement of em-
ployees in a structured and flexible manner. From the beginning, they went fully remote,
considering the pandemic. After the pandemic, they arranged and offered a mixed mode of
offices, which gives flexibility to the people working for them. At present, they are offering
an “office-first mindset” to align with the business need, where a mandatory physical office
is needed with a mix of remote work. Employees are collaborating with their managers to
ensure hybrid working schedules (Fröling 2024).

Another key tool to establish the hybrid working setup was the use of updated and improved
modern technology. The company heavily relied on advanced digital technologies and con-
nectivity solutions, as they are the pioneers in telecommunication innovations. According to
the global head of client solutions, Henrik Thunell, Ericsson provides cloud-based solutions
with 5G-enabled devices to empower a flexible and efficient hybrid working mode across
the company (HP Development Company 2025). It helps the employees to stay connected
to themselves regardless of the geographic location. Furthermore, their integration of dig-
ital tools like Flowscape for workspace booking and flexible seating arrangements on the
office premises ensures effective and flexible office utilization and collaboration (Flowscape
Technology 2017). By addressing challenges regarding digital experiences for the employ-
ees, they are continuously upgrading their technologies with the integration of a hybrid work
setup. This digital advancement helps the organization to give focus on Ericsson’s global
commitment to innovation and a sustainable backbone for the futureworkplace strategy (Ken-
lind 2024).
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Figure 4: Key Implementation Strategy: Ericsson
Source: Author’s independent illustration is based on the secondary data about hybrid working

implementation in Ericsson.

The core principle of Ericsson’s hybrid working setup is employee well-being. Their internal
research showed that employees want a healthier relationship with their jobs and flexibility,
which are the two important factors for work-life balance. As a result, the company went
for a combination of a 60% office and 40% remote hybrid working model, which ensures
the flexibility of work aligned with the company’s core principle of social connecting in the
office, which assures full autonomy and focus in both their private and professional lives
(EricssonConsumerLab n.d.) and (Kenlind 2024).

To succeed in the hybrid working mode, it is necessary to focus on the equal distribution and
quality access to the medium or tools. By ensuring equal access to resources and opportuni-
ties, Ericsson tried to create a sense of inclusiveness among all the employees, regardless of
their location of work (EricssonConsumerLab n.d.).

4.3.3 Outcomes

By understanding the importance of flexible work from the industry lab report conducted by
Ericsson, it is noticeable that the company has observed improved performance and quality
of work in hybrid and remote working models compared to the traditional one. According to
the report EricssonIndustryLab (n.d.), around 9 out of 10 employees associated with remote
meetings provide better performance and higher quality of work. This can be explained by
the hybrid working characteristics, like reducing commuting stress, providing flexibility, and
helping to balance personal and professional life (Eurofound 2022). To recognize these, they
focused on improving the office experiences by investing in technology, which boosted their
hybrid office experience. To support the hybrid working model, they also reshape and cut
office spaces around 400 offices (Bloomberg News 2021).

As the company offered a culture where people working for the organization could feel mo-
tivated and included with four core values, including respect, professionalism, perseverance,
and integrity. They arranged the Early Career Program (ECP) and graduate and internship
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programs around the year to attract and retain talent across the world (Ericsson n.d.[c]). From
the beginning of employment, Ericsson trusted their employee along with keeping a healthy
balance of focus and fun. Additionally, they encourage their employees to learn the latest in-
novations that prepare them for the upcoming challenges of technology. It also provides the
opportunity to share knowledge with its global presence and diversified workforce (Agrawal
2025).

Well-being of employees and flexibility are the two important outcomes from the implemen-
tation of the hybrid working model at Ericsson. A flexible and planned work environment
gives the leverage to the company that it can respond anytime during the unprecedented
events. According to the Ericsson (n.d.[b]), the company offers a flexible mode of work
where employees can balance their family and professional lives, which also supported the
employee reviews from Glassdoor (2025), where they got 4.1% out of 5. It is evident that
at Ericsson, the workforce enjoys more flexibility that is offered by the company, which
helps them to keep a balance between their work and personal lives. That leads to better job
satisfaction with better mental health.

The company prioritizes recruitment, promotions, and talent programs to ensure diversity
and inclusion. The blessings of a hybrid working arrangement help the management as they
are expected to balance between business needs and in-person demand regardless of their
locations. As a result, it supports equal participation by offering flexibility and retention for
the diverse group of people. According to Emma Birchall, Global Head of Diversity and
Inclusion, they operate in 180 countries with 60+ nationalities with the goal of a 30% women
workforce to ensure diversified talent in the company by offering flexibility and compassion
about humanity (Human Resources Online 2021)and (Ericsson n.d.[a]).

4.3.4 Navigating the Common Hybrid Work Challenges and Recent Developments

After updating their policies regarding the hybrid working setup, Ericsson now faces some in-
conveniences where the behavioral impact of the employee, digital friction, and expectations
of autonomy remain the key factors. Employees who were habituated to more home-based
activities, including attending frequent online meetings, speaking loudly, and having a per-
sonalized space, may be hampered while they are forced to spend more time in the office.
Moreover, lack of meeting rooms and insufficient workstations creates problem (Lindström
2024).

After declaring the mandatory RTO in Ericsson, tension emerged as management wanted
more time in physical office presence for better team cohesion and improved office culture vs.
reduced flexibility and autonomy for the employees (Fröling 2024). That creates a tension
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among the people between the operation control by the company versus the existence of
employee autonomy enjoyed by the people working for them.

Global Hybrid Work Challenge Ericsson’s Alignment and Response
Dependency on Technology Uses technology to support, but users complain

about “digital friction”. Leverages its own tech-
nology and continuous upgradation from feed-
back

Employee well-being Acknowledging the fact that long remote work
can disrupt team bonding and innovation, recog-
nizing employee well-being is the core for sus-
tainable productivity of the hybrid work setup.

Balancing between employee flexi-
bility and business demands

As flexibility provides job satisfaction, the com-
pany encourages its managers and team to
jointly determine the work schedule.

Necessity for continuous adaptation
of policy

Regular discussion and survey helps the com-
pany to establish effective hybrid work by reg-
ular adaptation and changes to fit practical real-
ities, like from initial “50/50” model to “60/40”
model

Table 11: Ericsson’s Alignment with Broader Hybrid Work Challenges

When the hybrid working model evolved, more and more digital tools were implemented
to support the model. However, all the digital tools are not well synchronized with the ex-
isting setup. As a result, more stress and cognitive load increased among the employees.
According to a survey conducted by Ericsson, Almost 40% employee express concern about
the complex usages of technological tools for hybrid work, including too many unnecessary
features (Ericsson Consumer and IndustryLab n.d.). On the other hand, the lack of effective
measurement tools to measure the performance of innovation, collaboration, and culture was
very hard.

The company also faced challenges like commuting and other costs as they have increased for
mandatory RTO. After implementing this, the cost and the time were invested to do physical
office, employees are not much interested to do more on-site work. In addition, the people
also demand better amenities, including better coffee, improved lunch, parking facilities, as
well as other facilities in the form of compensation from the organization (Fröling 2024).

4.3.5 Recent Developments

To overcome the challenges and adjust to the new trend regarding the mandatory RTO, Er-
icsson focuses more on balancing the demand and the company’s vision. They put empha-
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sis based on the internal survey and continuous feedback to provide more conference and
meeting rooms with flexible seating arrangements for facilitating the increased number of
employees in the physical office after the new office rule was implemented from “50/50%”
office presence to “60/40%”. Additionally, Ericsson also focuses on aligned and uniform IT
infrastructure for seamless networks, which provides a better and more convenient digital
experience for all employees by improving and using its own technology (Ericsson 2023).
Moreover, they put extensive effort into giving priority to reducing proximity bias, providing
extensive well-being support, and reducing the gap for employees who are performing their
job more remotely or require more commuting to attend the physical office. Finally, they
conduct surveys and research among the employees to understand the needs and gaps. So
that they can take action based on this to attract new talent and retain existing employees
(Kenlind 2024) and (Anand 2025).
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5 Cross-Case Comparison

This chapter provides a comprehensive analysis based on the findings from individual case
studies of SAP, Spotify, and Ericsson, with an analysis of how they implement their hybrid
working establishment and navigate broader hybrid work challenges. It also provides in-
sights based on the main research question discussed in the Introduction chapter regarding
the challenges of the hybrid working model, its implications, and policies. Lastly, it explores
the broader implications for theory and practice for the future.

5.1 Similarities and Differences in Working Principles

In this study, the chosen tech companies were prominent in Europe and had similarities and
differences to establish their hybrid working principles based on the individual culture, val-
ues, business demand, and responses from the employees’ expectations. At the beginning,
all three companies were offering the flexible work model with a focus on full or controlled
autonomy to the employee. By introducing the “Pledge to Flex” program by SAP, where
autonomy was given now adjusted with three days of mandatory RTO. While Spotify intro-
duced “Work from Anywhere” (WFA), which was dedicated to employees’ choice by provid-
ing flexibility with adequate support from the organization. After the post-pandemic, they
still rely on their ”WFA” program. At Ericsson, they offer managed and structured flexibility
aligned with managerial decisions and evolving needs, with specific role requirements and
team needs. The company also continuously invested to develop their own technology to
support its own people for seamless work both from home and the office.

Secondly, as all three companies are technology-driven companies and heavily depend on
high-end technology to offer and ensure smooth operation of their daily operation. Ericsson
places emphasis on the development of its own technology and network, i.e., iPESC Cloud,
whereas the other two are using other modern technology to operate their operations, includ-
ing Microsoft Teams, Slack, and Asana. All these tools help them to operate their hybrid
working model. Therefore, it is clear that modern technology plays a vital role in enabling
and running the hybrid working principle in these companies.

For the consideration of employee well-being, each of the three companies in this study can-
not ignore the well-being of employees under its supervision. From complete physical office
work to complete remote and then hybrid within a very short period of time, both the organi-
zation and the employees became stressed. To resolve this, companies were investigated and
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invested heavily to maintain and improve the well-being of their people. In this study, it has
been seen that Spotify launches and runs its “Wellness Weeks” (Lundström 2024) to support
their people regarding the issues they faced in a hybrid work culture, whereas Ericsson and
SAP also focus on creating a healthy work environment by conducting frequent employee
surveys based on this. All these programs and events are designed to ensure the betterment
of the people they deal with, and they want to retain their talent.

Table 12: Findings on Hybrid Work Models at SAP, Spotify, and Ericsson based on Key
Thematic Areas.

Theme SAP Ericsson Spotify
1. Involvement of
Technology

Mainly focused on
RTO support based
on industry standard
tools.

Mainly focused on
improvement of its
own 5G enabled in-
frastructure for im-
proved online expe-
riences and security

They focused on
modern IT tools
(Slack, Teams) for
their smooth com-
munication

2. Policies and
Implementation

Mandatory three
days RTO with
deviation from the
initial “Pledge to
Flex” model.

Especially based on
the principles taken
by the top
management, with
continuous and
consistent evaluation
of policies from
50/50 office
presence to 60/40.

Mainly based on
their “distributed
first” principles with
autonomy and
resistance to RTO.

3. Employee
well-being

Uncertainty,
dissatisfaction, and
increased stress due
to the initial hybrid
transition and the
breaking of initial
policies.

Balanced impact due
to “outcome-based
performance
policies and
reduction of
employee attrition ”.

Mainly positive im-
pact with continua-
tion of policies based
on employee auton-
omy and freedom

4.
Communication
and Collaboration

Implementation of
mandatory RTO to
maintain culture and
collaboration

Focused strict RTO
to improve innova-
tion and collabora-
tion .

Preferred intentional
communication
model with mean-
ingful gatherings
in “Hubs” when
needed.

From this table, it is clear that these companies have given focus on the key research items,
which are employee well-being, communication, and collaboration, to mitigate the global
hybrid working challenges, but they have some differences based on their implementation.
During this implementation of the hybrid working model, which was started during the pan-
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demic situation, companies have always tried to improve their internal policy to retain their
people and adjust to the market trend. The changes of policies regarding the mandatory RTO
happened for SAP and Ericsson are based on the frequent surveys conducted by the organi-
zations among their people and their operational needs. At the beginning, they were fully
remote during the pandemic and then went to a hybrid model. Later, they realized that more
office participation is required to fulfill their goal and improve the work culture. Ericsson
also emphasizes on investing and improving its IT infrastructure after getting feedback from
the internal surveys. These happened through continuous refinement of their policy based
on business demand and priorities. On the other hand, from the beginning till now, Spotify
has continued its largely flexible work policies, which are also under the supervision of the
management and described as an ongoing evolution with time. It is clearly visible that all
these companies always try to update their policies to retain their talent as well as prioritize
the ongoing business demand and goal with a balance of employee autonomy and flexibility,
which is a clear indication that the hybrid work model will not remain static.

5.2 Addressing the key challenges of the hybrid work principles :

5.2.1 Communication and Collaboration

In these three companies, modern technology plays a vital role in continuing their work in
a hybrid setup. They are heavily distributed around the globe. In Spotify, they still give
preference to employee freedom by promoting strong and structured online communication
backed by intentional meetups. On the other side, emphasizing a more physical office for
the employee, SAP believes to resolve one of the common hybrid working model challenges,
where teams are globally distributed, which is collaboration and communication. In Ericsson,
they focus on keeping a balance between the requirements of project-specific needs proposed
by team leads and the management.

5.2.2 Employee Well-being and DI

Flexibility is the most concerning thing in the hybrid working mode. During and post-
pandemic situations, people are more concerned about their conditions of work, personal
freedom, and balance of work. In a hybrid mode of working, people are habituated to the
mode of “Always On”, which can be a risk as well, as proximity bias is also a deep concern.
Tomitigate this, Spotify offers two types of workingmodels, including “Homemix” and “Of-
fice mix,” to offer flexibility chosen by their “bandmates.” They also offer “impacts” instead
of “hours” for measuring performance (Tidaro 2025). While in SAP, they use its own “Suc-
cessFactors” and “Qualtrics” to ensure the performance of an online worker can be visible
as like an office employee (SAPNews 2021). On the other side, Ericsson ensures a three-
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day mandatory RTO with equal access rights for all people working for them by enabling
the latest technology and providing intensive training to the leaders to incorporate the peo-
ple. They initiated a seven-month-long “Upskilling for an Inclusive Future” program with a
combination of behavioral science-driven content and interactive simulations. For this, they
use “virtual reality” and “role-play” simulations to train managers, where they can relate the
engagement and measure performance for people both in remote vs. physical setups. It helps
to understand the real-life work scenario and challenges through the virtual avatars for taking
inclusive decisions in the practical situations (Mursion 2025).

5.2.3 Company Culture

In a hybrid working model, it is very difficult to maintain organizational culture where dis-
tance from the workplace is visible. To cover up this, a different company went for different
strategies, like Spotify focusing more on culture-building meetups and activities in their dis-
tributed ”Hubs.” They also arrange “Intro Days” for a smooth transition from physical to
online onboarding and “Intro Weeks” to introduce company culture. (Deel 2025). In SAP,
they give priority to on-site presence to build up their work culture. In Ericsson, the com-
pany focuses more on equal accessibility of resources to maintain a unified company culture
despite its diversified locations. As a result, people feel close to the company values in an
aligned way with flexibility and innovation.

5.2.4 Productivity and Performance

All these companies want to improve performance and productivity in a hybrid setup by
treating it as a design problem. They focus on different modes of flexibility and measure-
ment tools to measure the impacts. In Spotify’s WFA model, their attrition rate drops to 15%
in the second quarter of 2022 compared to that of the second quarter of 2019, which indicates
a stabilized workforce with talent and quality (Forsdick 2024) and (Kidwai 2022). They in-
crease their productivity through trust, technology, and asynchronous work. The continuous
effort of removing the commuting stress, providing better digital tools, and targeted in-person
meetings with a distributed co-working space makes their people satisfied, which boosts the
productivity for them (HR 2025).

5.2.5 Innovation

To mitigate the challenge of fostering innovation in a hybrid working model company like
SAP and Ericsson, they focus more on in-office presence with updated technology driven
by “Agile at scale” frameworks. At Spotify, they are greatly dependent on their “Tribes”
and “Squad” policies, where small teams are working in independent and autonomous mini
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startup mode. As a result, the innovations are not directed towards a top-down approach, but
rather than it goes for a bottom-up model.

5.3 Synthesis of Findings: Relation to the Research Question

In search of the primary research question across the three companies: “How do the hybrid
working strategies of SAP, Spotify, and Ericsson differ, and what are the comparative im-
pacts and lessons in these differences that emerged on the hybrid work implementation and
employee experiences?”

The synthesis from the three case studies explains that SAP, Ericsson, and Spotify, all three
companies, have implemented distinct strategies, but some are overlapping. It is clear that
the most prominent differentiator is the level of flexibility with autonomy provided by the
company and the level of trust in the policy framework for each company. Through WFA
principles, Spotify offered maximum autonomy to the people they work for with trust and
provided support with digital tools. They also focused on employee well-being, which made
a positive impact and improved their talent retention. While at the beginning of the pan-
demic, SAP went for a highly flexible work strategy. Lately, they have placed emphasis on a
strong hybrid working mode with more focus on in-office presence for strong team cohesion
and innovation. To implement this, there is some resistance from their own people also. For
Ericsson, they went for a balanced strategy with time being. They are heavily dependent on
their own technology and update their policy towards the office from 50/50 to 60/40. They
also focus on inclusivity and the well-being of employees.

5.3.1 Distinct Characteristics and Evolution of Policies

Company Distinct Characteristics and Evolution of Policies
SAP Develop the model with the exceptions of 3-days office presence with a flex-

ible RTO mandate.
Ericsson Develop the model with the continuous evolution of policy from 50% office

presence to 60% with a stricter RTO mandate.
Spotify Primarily depends on strong trust with employees through offering location

flexibility.

Table 13: Distinct Characteristics and Evolution of Policies

To establish a hybrid working setup by initializing the “Pledge to Flex” program, SAP tries
to follow the model based on flexibility and autonomy with people. However, over time,
they moved towards the shift of industry trends with the expectation of office presence. The
hybrid model strategy followed by Ericsson is quite similar, but with a more rigid RTO. They
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evaluated their policy over time from 50% office presence to 60% office presence over time
with a strong focus on maintaining office culture and team building. Whereas on the other
side, from the beginning till now, Spotify has been strict on their WFA program. They offer
great flexibility to their people and back them with trust and offer freedom. Their policy is
the most distinct among all three companies in terms of location flexibility and autonomy.

5.3.2 Managing Challenges and Perceived Impacts

From the beginning of the hybrid working era, all three companies have tried to mitigate the
challenges of employee well-being and keep a balance to uphold the company culture and
team cohesion by strong support of technology. In Spotify they provide full flexibility to
people. They provide team autonomy with asynchronous collaboration for where and how
the work has been done. Whereas both Spotify and Ericsson rely on in-person collaboration
for team-building efforts. In SAP, they promote office presence for knowledge sharing and
innovation by offering flexible co-working space for targeted people. Similarly, Ericsson
goes for balanced autonomy with rigid office presence for better team building with strong
technological support. After adopting a hybrid working model, there is a mix of impacts that
have been observed, especially in terms of employee well-being, retention, productivity, and
maintaining the culture of the organization. For Spotify, the higher satisfaction of employees
with a flexible, autonomous working setup gives them boosted productivity, despite lower
retention for global talent. Whereas, at the beginning of their hybrid model, SAP also enjoys
favorable output like Spotify. However, later, when they went for three days RTO, it was
clear that they were more concerned regarding their policies to maintain office culture, orga-
nizational goals, and innovation. For Ericsson, by updating and implementing policies from
time to time, they observed positive impacts in productivity and improvements in diversity
and inclusion with the help of a structured and flexible hybrid working model.
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Company Managing Challenges Perceived Impacts

Spotify
• Provides great flexibility
through facilitating auton-
omy and trust for choosing
work location after initializ-
ing their WFA model.

• Organize special event for
meetup like “CoreWeek”
between the team mem-
bers(Team 2024)

• Achieved high employee
satisfaction with reduced
turnover

• Attrition rates were re-
duced by 15% between
2021-2022, and more
women are in leadership
than in 2019, which is from
25% to 42% between 2019
and 2021 (Kidwai 2022).

• Improving team bonding
among the bandmates.

SAP
• Promotes a flexible work-
ing model with desired of-
fice presence.

• Employee satisfaction is
detrimental due to the
initial breaking of hybrid
policies in concern of
better office culture and
organizational goals.

Ericsson
• Given priority on a
structure-based hybrid
model with investing in
internal infrastructure and
tools with clear expecta-
tions.

• Emphasizing“Office-
First” mindset for mean-
ingful office time.

• Improvedwork-life balance
with better team cohesion.

• People have clear knowl-
edge about their expected
outcome and policies.

• Gained positive outcome
in diversity and inclusion
(DI).(Ericsson n.d.[a])

Table 14: Managing Challenges and Perceived Impacts
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It was reported that participants from their “Upskilling for Inclusive Future” program said
80% of participants applied the knowledge in their practical work scenarios (Mursion 2025).
The feedback received from the employee, who participated in training, and the satisfac-
tion metrics can also help them to keep a balance to achieve their organizational goals and
inclusive work practices under this hybrid culture of work.
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6 Discussion

This chapter discusses about the summary of key findings based on the literature review
chapter 2 along with the justification by addressing the research question. It also provides
insights for practical implications, suggesting the best practices of hybrid working principles.

6.1 Key Findings

RQ 1-Implementation of hybrid working policies
with work flexibility and mandatory RTO expectations

Company
Name

Key Findings Literature Review highlights

SAP Adopted a hybrid working model
called “Pledge to Flex” with 3 days
RTO protested by employee.

Spotify Implemented hybrid working
policies by providing highly
autonomous flexibility to their
people for choosing work
locations suitable for them, with
occasional gatherings.

The preference of choosing work
was given to the people working
for these three companies, support-
ing the findings from the (Krajčík
et al. 2023), considering the psy-
chological, social, and situational
factors. These companies also try
to follow the guidelines accord-
ing to the EU directives (Euro-
pean Parliament and Council of the
European Union 2019) and (Euro-
found 2023a).

Ericsson Introduced a hybrid working
model providing balanced
autonomy focused on the uses of
modern technological
infrastructure to support its own
employees.

Physical gatherings are beneficial
in contrast to the remote working
model stated in this study (Grund
et al. 2025).

After the COVID pandemic, when remote working became a new normal phenomenon in
tech companies, the necessity of hybrid working evolved. The people working for the com-
pany need more flexibility in work, and the company feels the need for in-office presence
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for better coordination. Additionally, employees also feel loneliness with remote working.
To solve this, companies have gone for a hybrid working model. From the study of (Kra-
jčík et al. 2023), companies should consider psychological, social, and situational factors to
establish a hybrid working model. According to (Mayer 2021) and (EricssonConsumerLab
n.d.), companies like SAP and Ericsson adopted hybrid working strategies where a combina-
tion of flexibility and expectations from the company mutually aligned. They also adopted
the policies of RTO, which is supported by the research from the (Grund et al. 2025). On
the other hand, Spotify emphasized full autonomy by establishing WFA, (Spotify 2021b),
and expectation RTO with a different approach by arranging events like “Core Weeks” and
team meetups, (Team 2024), which also justified the literature. These company-specific ap-
proaches established the trends across Europe, where organizations are trying to set up a
sustainable balance to meet both employee expectations and business goals, and also align
with the policy trends regarding the work-life balance by the EU (European Parliament and
Council of the European Union 2019).

RQ 2-Strategies about employee well-being and
work-life balance in the hybrid working model

Company
Name

Key Findings Literature Review highlights

SAP Introduced a mental health pro-
gram to give priority to employee
well-being. Supports the research considering

the mental health condition like
loneliness and isolation from the
team (Becker et al. 2022).

Spotify Prioritized flexibility and imple-
mented “Wellness Weeks” (Lund-
ström 2024) for the betterment of
its own people.

Supports the study to reduce com-
mute cost and traveling stress (Kra-
jčík et al. 2023).

Ericsson Promoted the flexibility as “new
work-life currency” (EricssonCon-
sumerLab n.d.) and initiated the di-
versity and inclusion program in-
side the organization.

Multifaceted approaches have
been taken to ensure the employee
well-being in the hybrid working
model, which supports the study
(Dale et al. 2024).

When companies tried to execute a hybrid working model, they faced challenges regarding
the well-being of employees. In teleworking mode, people often felt lonely in contrast to
the regular mode of office (Becker et al. 2022). On the other side, studies have also shown
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that working from home gives benefits to employees as it reduces the cost and time for trav-
eling (Krajčík et al. 2023). To deal with this contrast, a multidimensional approach should
be taken within hybrid working boundaries for ensuring the well-being of employees (Dale
et al. 2024). All these three companies tried to adopt a hybrid working model, which supports
and acknowledges these studies. For instance, SAP introduced a mental health program to
improve the psychological health (Lotzmann et al. 2020), and Spotify established the “Well-
ness Weeks” (Lundström 2024) and “Heart & Soul” program (Spotify 2025) to support the
people working for them, as well as providing full autonomy to the people for choosing the
work location. That supports the literature (Krajčík et al. 2023) to overcome the commute
and time stress and the study (Becker et al. 2022) to reduce the feeling of loneliness. Ericsson
also acknowledged the issue by setting diversity and inclusion policies inside the organiza-
tion and promoting flexibility. To adopt the hybrid working strategies inside the companies,
all three of these organizations arranged some programs to overcome the drawbacks of long-
term teleworking while adopting the hybrid working model. However, initiatives for RTO
also create concerns for companies where proper mentoring was absent regarding the policy
changes (Bhaimiya 2024).

RQ 3-Managing Communication and Collaboration
in the hybrid working model

Company
Name

Key Findings Literature Review highlights

SAP The mandatory RTO were con-
tested by the people for the lack of
communication inside the organi-
zation over the expectation of im-
proved collaboration.

Spotify Focused on distributed asyn-
chronous communication practices
with small independent teams,
which offered full autonomy.

According to literature (Eurofound
2023b) and (Lauring et al. 2025),
decision-making by the company
is affected if proper communica-
tion is not conducted inside the
organization, which supports the
case of SAP.

Ericsson Implemented balanced policies fo-
cused on technology and encour-
aged physical collaboration for
critical needs.

The study from (Yang et al. 2022),
also advised a mixed mode of of-
fice to reduce the collaboration gap
of remote workers, which also sup-
ports these cases.
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All these three companies try to mitigate the communication and collaboration problemwhile
shifting from a remote to a hybrid work model after the COVID-19 pandemic. The findings
from the study (Buła et al. 2024) suggest that communication, coordination, and teamwork
play a vital role in establishing a hybrid workingmodel inside the company. On the other side,
the decision-making by the management can affect the company if there is a lack of proper
communication and feedback is missing (Eurofound 2023b) and (Lauring et al. 2025). In
this case study, it is found that when SAP made the decision about RTO, it faced challenges
from the employee. At Ericsson, they conduct internal surveys and communication so that
they can understand the employees’ demands. However, as Spotify provides full autonomy
with occasional team-building gatherings, they also consider the findings from the literature
review. All these three companies can’t ignore the necessity of meetings and events for team
building and better communication, which justifies the research of (Yang et al. 2022).

RQ 4-Digital Tools and Platforms are used to establish and support
people for seamless hybrid work

Company
Name

Key Findings Literature Review highlights

SAP Implemented own digital collabo-
ration tools like ‘Joule’ and ‘SAP
Collaboration Manager’ for better
user activity and foster collabora-
tion.

Supports the research given prior-
ity on the investment in IT infras-
tructure and training of the key per-
sonnel (Vartiainen et al. 2024).

Spotify Focused on the development and
use of new tools like ‘Backstage’
for better management of projects
from small independent teams.

Contrast to the rational risks stud-
ied by Wang et al. (2020), Spotify
has seen a 15% drop in attrition.

Ericsson Investing heavily in updating their
own network infrastructure and en-
suring to use their 5G-enabled ser-
vice for digital security.

The study from Eurofound
(2023a), also advised that cyberse-
curity should be a major concern in
utilizing IT infrastructure, which
was considered by these three
companies.

As companies are moving from a remote to a hybrid working approach, they are investing
heavily in building and maintaining IT infrastructure and digital tools. They also need to be
focused on the introduction of new digital tools and technology, with the security concerns
of these tools, which supports the study Eurofound (2023a). To support this, a company like
Ericsson gave priority to the development of its own 5G-enabled network technology, SAP
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focused on building its own AI-based agent, and Spotify created and updated its project man-
agement tools. These also support the study Vartiainen et al. (2024), where investment in the
IT tools and solutions has been given priority for a sustainable hybrid working model. Re-
search carried out byWang et al. (2020) suggests that depending heavily on IT tools may risk
social isolation if a proper mechanism is not initiated by the management. By acknowledging
this and practicingWFA and arranging occasional team-bonding events with mandatory Intro
Weeks for the new talent, Spotify mitigates these risks. They also saw the reduced rate of
attrition, which supports the literature that when extensive use of digital tools of the company
is considered, the social impact and proper balancing steps can reduce these risks.

6.2 Alignment with Global Trends with Best Practices

The experience from the case studies of SAP, Ericsson, and Spotify provides the dynamic
nature of the post-hybridworkingmodel for the European technology field. In the early stages
of the pandemic, flexible hybrid and remote working principles were more trendy, whereas
after the pandemic, it is seen that trends are following more physical office presence, offering
a structured hybrid mode of working principles. The present situation resembles a strategic
reassessment of policies taken by the companies. Companies are not just looking forward
to short-term crisis solutions but rather are interested in implementing a sustainable hybrid
working model that aligns with efficiency, employee well-being, company culture, and goals
in a transparent and sophisticated manner.

One of the most important industry practices is Consistent and Clear Policies with Com-
munication from the organization. The people from the company can get a clear vision of
the expected outcome by exercising this value. As a result, they achieved employees’ trust,
which boosts productivity in the organization and reduces the retention rate. In Spotify and
Ericsson, they provide structured and clear policies for a hybrid working model that strongly
align with the company’s values, vision, and expected outcomes from its people over time.
From fully flexible to structured flexibility models, Ericsson provides a clear example of
their policy evolution over time. This helps them to be relevant to their people, and the
employee who works for them has had a clear expectation from the organization. On the
contrary, the action taken by SAP to shift from initial policy to expected RTO demonstrates
that if proper communication and collaboration with employees do not happen and shifting
policies are not concise with clear research, it can create employee dissatisfaction and
resistance. The evolution of policies should be handled with sensitivity and care to meet
organizational goals along with employees’ expectations.
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Best Practices SAP Ericsson Spotify

Investing in
Technology

Mainly focused on
RTO support based
on industry standard
tools.

Mainly focused on
improvement of its
own 5G enabled in-
frastructure for im-
proved online expe-
riences and security

They focused on
modern IT tools
(Slack, Teams) for
their smooth
communication and
an open framework
for their developer
called “Backstage”.

The Role of Trust Mandatory three
days RTO with
deviation from the
initial “Pledge to
Flex” model
without proper
communication with
employees.

Especially based on
the principles taken
by top management
with three days of
RTO with a survey
taken inside the com-
pany.

Mainly based on
their “distributed
first” principles with
autonomy and
resistance to RTO.

Clear Policies
with
Communication

Detrimental Impact
due to the breaking
of initial policies.

Balanced impact due
to “Outcome-based
Performance” poli-
cies and reduction of
employee attrition.

Mainly positive im-
pact with continua-
tion of policies based
on employee auton-
omy and freedom

Redefinition and
Purpose of Office

Implementation of
mandatory RTO
regular to maintain
culture and
collaboration

Focused strict RTO
to improve
innovation and
collaboration.

Preferred intentional
communication
model with
meaningful
gatherings in “Hubs”
when needed.

Table 15: Alignment with Global Trends with Best Practice.

Investment in Technology and Training is another key trend in the hybrid working model.
It is very much crucial that one not only invests in the infrastructure of technology but also
keeps updated on the latest as well as tries to ensure the best possible quality, security, and
accessibility of it. In the case studies, we found that Ericsson invests heavily in updating and
increasing their network and infrastructure over time. They also place emphasis on provid-
ing training to their leadership for better management of the team, as an exception to ease of
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access for all the distributed teams in the hybrid working model. Without this kind of invest-
ment, there may arise inequalities between the online and offline employees from the same
company in terms of using the IT infrastructure, and it can risk Diversity and Inclusion (DI).
On the other side, Spotify invested in developing its own developer tools called “Backstage”
as a framework for better managing its projects. Moreover, it helps them to manage their
fragmented autonomous team with strong security and reliability. Whereas SAP launched
digital tools on their own business suite, like Joule and SAP Collaboration Manager, to man-
age and complete tasks for their employees.

Another important best practice from this analysis is The Role of Trust among the people you
are working with. It is clearly an eminent factor in the success of the hybrid working model.
If people who are working for the organization have had trust in their own organization’s
policy, like Spotify and Ericsson, the retention for existing employees will increase with the
attraction of new talent across the globe. The concept of aligned autonomy in Spotify vs.
structured flexibility in Ericsson is heavily dependent on the beliefs and self-management of
the people who are working for them. Moreover, it helps them to engage with organizational
goals with the encouragement of the highest level of engagement.
Conversely, in SAP, where policies based on the mandatory RTOwere taken in the mindset of
control without the proper consultation, chaos was made in the organization, and employees
showed up with resistance. As a result, the reputation and vision of the company were at risk.
For any institution, adaptation of policies based on employees’ trust rules over the autocratic
decision made by the company is important. Trust among the people acts as a strategic asset
over the cultural value.

Lastly, there is a clear shift change about the definition of “office” after the pandemic. It
is now a best practice among big organizations like SAP, Spotify, and Ericsson after the
pandemic. The conventional physical office, where people worked for a time frame, is now
globally shifting into a more concise, outcome-based, individually managed tool or medium.
To deliver this, it is not mandatory for the people working in the company to have had the
typical office presence, but rather the defined and aligned task distribution with shared re-
sponsibilities. The company now often redesigns its premises to act as a collaboration hub for
innovation and to practice organizational values. This change in trends converted the phys-
ical office-based evaluation into an outcome-based model with the offering of flexibility to
the people working for them.

6.3 Contribution

This study contributes to the literature based on human resource management and organi-
zational change. It validates and refines the understanding of current policies on the imple-
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mentation of hybrid work, which is a binary or ad-hoc choice. For a successful hybrid work
implementation, a controlled and intentional managerial decision with empowerment of the
employee can play a pivotal role. The comparative analysis of these three companies suggests
that consistency and rationale behind the policies of hybrid work can provide an important
contribution to employee well-being and retention, rather than providing radical autonomy.
For the policymakers, this research provides actionable insights regarding the complexities of
hybrid work. It suggests to the decision-makers about the necessity of a consistent policy to
reduce the uncertainty and keep trust and investment in technology and security, and design
transparent communication and collaboration tools for supporting flexible work. Moreover,
giving priority to ensuring employee well-being by providing necessary support is also an im-
portant factor in setting up and maintaining a sustainable hybrid work model. These insights
from the comparative analysis of these three companies can help policymakers to understand
and implement hybrid working policies inside the organizations.

6.4 Limitation

Although this research provides valuable insights, it also has some limitations. Firstly, the
research was conducted mostly based on secondary data like published articles in newspapers
and magazines, blogs from the company, social media sites like LinkedIn, and government
or legal documents. As a result, these data are polished; filter out instead the genuine and
unfiltered version from inside the organization, like interviews with people working inside
the organization. This can create inherent biases. Secondly, the study lacks universality as it
mainly focuses on three different types of IT organizations based in Europe. The implemen-
tation strategy may not be suitable for a small technology company. The insights are also not
appropriate or transferable for other industries like health care or manufacturing. Thirdly,
as the data are mostly used from blogs and corporate news, some news sites are not found
while finalizing the study, as companies have moved the data to archived or new channels.
For example, the company blog site https://hrblog.spotify.com/ from Spotify has now moved
to https://www.lifeatspotify.com/, and not all the data is available there that was previously
available on those sites. Finally, the disproportionate collection of data for these selected
companies impacts the NVivo coding. For this, the interpretation of coding is going to be
relative with cautious insights, not direct, and give emphasis to meaningful insights.

6.5 Future Research Scope

This study mainly focuses on publicly available secondary data sources. In the future, the
study focus should be given to primary data sources. This can involve organizing interviews
and surveys with the employees and managers, which can provide more valuable insights. As
the researchwas conducted for a certain geographical location, which lacks the universality of
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the findings. The comparative case analysis for the company among different geographical
regions can reduce this. So, further study on diversified sectors and regions can provide
better insights for the effective hybrid working mode. The integration scope of the latest
technology, like artificial intelligence, Augmented Reality (AR), and Virtual Reality (VR),
into the hybridworking environment can also be a new research scope for the future. In hybrid
working, team leaders and managers are playing a vital role. As a result, future studies can be
conducted based on how management can ensure the psychological safety and maintain the
diversity and inclusion for different distributed teams. However, further investigation based
on the long-term effects of innovation, productivity, employee well-being, and diversity on
different hybrid models would be beneficial.
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7 Conclusions

The study provides clear evidence that the implementation of hybrid working policies inside
the organization for European technology companies is not a big challenge. From the case
studies, it is seen that the intentional design of a hybrid working setup and maintaining the
trust of employees are the challenging factors. For instance, a company like Spotify is an
example of providing high autonomy by offering WFA with the distributed first model. This
helps them to attract global talent and increase the retention rate of current employees by
gaining high trust from them. They are managing the communication and collaboration with
occasional meetups and arranging hubs for gathering with digital tools. This is very much
appropriate for the IT industry, where the demand for talent is high, and skills can be portable.
The giant software company SAP went for a restrictive and mandated hybrid model with the
genuine concern of communication and a collaborative culture. Their deviation from Pledge
to Flex increased resistance from the employee and was treated as a breach of trust. This
also indicates the struggle of the company to balance between employee expectations and
the necessity of the company. These findings help to understand that the necessity of proper
communication and sustainable policy shifting is vital for the company before executing a
policy change. For this, the people working for the organization feel the erosion of trust about
the company, which can impact employee retention negatively. Finally, Ericsson went for a
balanced hybrid working model with clear and consistent goals and proper communication
inside the organization. Their people were informed about the company policy, as the man-
agement always provides clear and transparent communication regarding the change. Their
model is the example for the company where they are looking for sustainable, balanced flex-
ibility with operational efficiency and security. It provides the insights that consistent policy
and transparent communication are the key to balancing employee demand and organizational
goals. From these case analyses, it is prominent that clear communication, intentional design
policies, and robust technological establishment can play a crucial role in a successful hybrid
working model. Finally, it is necessary to take proper initiatives for employee well-being
activities with work-life balance, which ensures job satisfaction and improves productivity.
It reminds me of the successful execution of the trust-autonomy-retention nexus in the hybrid
working model.
Overall, from the above discussion, it is clear that the implementation of hybrid working is
not a generic thing; rather, continuous learning, trust, adaptation of policies, and skill upgra-
dation, along with the investment in the latest technology, play a vital role in a successful
hybrid working model. From the experiences of SAP, Spotify, and Ericsson, it is clear that
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there is no one-size-fits-all solution; instead, keep focus on the organizational demands and
care of the people working for them.
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