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1. Identification of the Business Problem
Beyond the effects of the COVID-19 pandemic, hybrid working has been a prevailing trend in organisational work design in the UK. The UK Office for National Statistics found that in 2023, 28% of the working-age population stated they worked in a hybrid setup, compared to almost 10% before the pandemic (ONS, 2023). The hybrid form of remote and office-based work has been introduced in many service organisations, which are facilitated by digital collaboration technologies. Although the flexibility, productivity, and employee satisfaction have been anticipated in the short term by the top management as the benefits of hybrid working, working practices have shown that these are not always the case. In a number of organisations, hybrid working has also been associated with a drop in employee engagement and growing retention issues, which are an issue of concern regarding its future role in organisational performance (CIPD, 2023).[image: ]
Figure 1: Number of people involved in Hybrid working (Source: Ons, 2023)
As Figure 2 demonstrates working from home on either a regular basis or an ad hoc basis is the most common mode of flexible working (62), followed by informal flexibility that is agreed with line managers (53), fewer hours of work (51), whereas more formal or less secure arrangements, e.g. the zero-hour contract and the annualised hours, are employed by only 12% of all respondents, so there is a strong preference towards flexibility that preserves stability.
Employee engagement and retention within the UK service organisations are paramount in maintaining quality of services, customer satisfaction and competitiveness. Employee commitment, discretionary effort, and skill continuity are very crucial in service delivery. The growing concern among senior managers is that the hybrid working arrangement is weakening organisational attachment and informal collaboration, and creating disparities in the experiences of employees working remotely and those working in offices. These problems have been echoed in decreased participation survey results, escalated absenteeism, and augmented voluntary turnover, especially in proficient and customer-facing workers.
[image: ]
Figure 2: Flexible work arrangement offered by firms (Source: CIPD, 2023)
The business issue is multi-dimensional and multifaceted, as the concept of hybrid working is connected to various organisational factors, such as performance management, communication practices, leadership capabilities, and employee well-being. Although regulation levels increase autonomy and work-life balance for some employees, others complain of social isolation, blurred work-life boundaries, and a lack of visibility into their contributions (Felstead and Reuschke, 2020). This inconsistency renders the top management's inability to determine whether hybrid working is providing a strategic value or is unwillingly compromising the stability of the workforce.
[image: ]
Figure 3: Impact of Hybrid working (CIPD, 2023)
Although hybrid working has become a more common practice, there are numerous organisations that do not have strong, evidence-based knowledge of how the arrangements impact employee engagement and retention rates. The senior managers thus need structured research when making decisions on how to refine hybrid working policies, invest in managerial capability, and redesign work processes to ensure sustainable organisational performance.
2. Research Aim, Objectives, and Research Questions
Research Aim
This research aims to examine the impact of hybrid working practices on employee engagement and retention in UK service organisations.
Research Objectives
1. To measure employees’ perceptions of hybrid working practices within UK service organisations.
2. To analyse the relationship between hybrid working practices and employee engagement.
3. To examine the relationship between employee engagement and turnover intention.
4. To assess whether employee engagement mediates the relationship between hybrid working practices and employee retention.
Research Questions
1. What is the relationship between hybrid working practices and employee engagement?
2. What is the relationship between employee engagement and turnover intention?
3. To what extent do hybrid working practices influence employee retention through employee engagement?
3. Critical Literature Review
3.1 Hybrid Working in Contemporary Organisations
Hybrid working means those patterns of work when the staff splits his/her working time between home and the workplace and is supported by digital technologies (Allen et al., 2015). Advocates believe that flexibility, autonomy, and work-life balance are also part of the good employee attitudes that hybrid working can bring (Gajendran and Harrison, 2007). Strategically, hybrid working is also seen as a tool to attract and retain talent in labour markets that are getting more and more competitive (Mujtaba and Lawrence, 2024).
[bookmark: _GoBack]Nevertheless, Felstead and Reuschke (2020) underscore that remote and hybrid workers usually have less access to informal learning and social interaction, which may hurt engagement in the long term. Likewise, Wang et al. (2021) maintain that hybrid work poses greater coordination challenges and additional self-management and digital communication requirements. These results indicate that hybrid working performance depends on the organisation of work and its management, rather than on location flexibility.
3.2 Employee Engagement and Organisational Performance
Employee engagement refers to a favourable work-related psychological condition characterised by vigour, dedication and absorption (Schaufeli et al., 2002). High engagement is associated with high performance, customer satisfaction, and lower turnover, as supported by extensive empirical evidence (Harter et al., 2002). Interestingly, Roy et al. (2022) found that engagement is especially significant in service organisations, as employees' emotional and cognitive investment directly determines customer experiences.
The Job Demands -Resources (JD-R) model can be a handy model to explain engagement in hybrid contexts. The model posits that job resources (autonomy, feedback, social support) are sources of engagement, and excessive job demands cause strain and disengagement (Bakker and Demerouti, 2014). As per Chimienti (2022), hybrid working could enhance autonomy; however, it could also decrease social support and manager feedback, thus making engagement weaker unless resources are redesigned on purpose.
3.3 Hybrid Working and Employee Engagement
Gajendran et al. (2015) show that flexible working arrangements promote engagement by helping employees better control work-life boundaries. On the other hand, findings from other researchers indicate that long-term remote work may decrease engagement, lead to isolation, communication problems, and a sense of organisational support (Contreras et al., 2020).
One of the main arguments in the literature is the role of managerial practices in hybrid work outcomes. Wang et al. (2021) state that hybrid working needs to be explicitly led with specific behavioural approaches such as setting clear goals, frequent communication, and performance based on trust. In the absence of such practices, hybrid working will undermine engagement and drive withdrawal behaviours.
3.4 Employee Retention and Turnover Intention
UK service organisations continue to face employee retention as a critical issue, as labour mobility and skills shortages are increasing. It is generally acknowledged that turnover intention is a strong predictor of actual turnover (Allen et al., 2010). Studies (Coelho 2024; Peltokorpi and Allen 2024) showed that employees who are not engaged tend to contemplate quitting their organisation, especially when they are finding other work opportunities.
A perceived inequity between distant and office-based employees, diminished career visibility, and lower organisational identification have been identified as the factors motivating turnover intention in hybrid working situations (Yang et al., 2022). Recent empirical evidence suggests that hybrid working contexts significantly shape employee engagement and retention outcomes, with Singh and Sant (2023) demonstrating that engagement-enhancing practices are more effective in hybrid than fully remote workplaces; however, their cross-sectional design and single-sector focus (IT professionals in Mumbai) limit the generalisability of findings across industries and national contexts. Similarly, Jindain and Gilitwala (2024) confirm that employee engagement positively influences performance in a hybrid model through perceived organisational support and trust, yet their reliance on a single organisational case and emphasis on emotional factors indicate a need for broader, multi-industry research examining engagement and turnover outcomes in UK service organisations.
Nonetheless, the quantitative studies on the impact of hybrid working practices on retention have minimal gloss on the influence of such practices on retention indirectly via employee engagement, which is also a major gap that this research aims to fill.
3.5: Conceptual Framework

H1: Hybrid working practices have a significant positive relationship with employee engagement in UK service organisations.
H2: Employee engagement has a significant negative relationship with turnover intention.
H3: Hybrid working practices have a significant negative relationship with turnover intention.
H4: Employee engagement mediates the relationship between hybrid working practices and turnover intention.


4. Research Methodology and Design
4. Research Methodology and Design – Critical Justification
4.1 Research Approach
The proposed study is based on the quantitative research methodology and involves the exploration of the effects of hybrid working within service organisations in the UK on employee engagement and turnover intentions. Quantitative design will suit the research since the research aims at testing theoretically informed relationships between variables that are easily identified and developing findings that can be used in making evidence-based managerial decisions.  To determine whether hybrid working arrangements are either positively or negatively affecting the workforce outcomes, the senior management needs objective and generalisable data, and this is the strength of quantitative methods (Bryman, 2016).
Furthermore, the current literature on hybrid working shows both mixed and conflicting results on the impact of hybrid working on engagement and retention (Wang et al., 2021). The quantitative approach can allow these relationships to be studied in a systematic way and in a large sample, which can decrease the reliance on anecdotal or personal experience and enhance the plausibility of the results in terms of influencing organisational policy choices.
4.2 Variables
Hybrid working practices are the independent variable (IV) in the current study, which is operationalised on the basis of quantifiable measures such as flexibility, effectiveness of communication, managerial support, and availability of work resources. The dimensions capture the way hybrid working is realistically lived as opposed to the binary state of being either remote or office-based, responding to a shortcoming of earlier studies (Felstead and Reuschke, 2020).
The employee engagement and turnover intention are the dependent variables (DVs). Engagement is chosen as it has a solid connection with performance and organisational commitment, especially in service-based environments (Harter et al., 2002). The turnover intention is a proxy that is used to predict retention, as it has continually been found to predict actual turnover behaviour (Allen et al., 2010). The choice of the variables provides conceptual consistency and immediate applicability to organisational performance issues that are of concern to the senior management.
4.3 Data Collection Method
A structured online questionnaire will be used to collect primary data, which is an effective and efficient way of approaching employees who work under hybrid arrangements. In this situation, online surveys will be especially appropriate since they fit the digitally enabled workplace and provide respondents with an opportunity to complete the survey no matter their location. Validated measurement scales like the Utrecht Work Engagement Scale (Schaufeli et al., 2002) or already existing turnover intention items (Allen et al., 2010) help improve the accuracy of measurements and the comparability with other related studies.
4.4 Sampling Strategy
The convenience sampling strategy will involve non-probability sampling methodology because of the convenience and time limitation that is usually linked to applied organisational studies. The target population will consist of about 100 workers who are under hybrid working arrangements in service organisations in the UK. This is a reasonable sample size that can be used in the descriptive statistics, correlation, and performing a regression test, but it is not excessive in terms of the scope of the study (Saunders et al., 2019).
The targeted participants will be reached by the use of professional and organisational contacts, such as peers and contacts in service organisations. The invitation of eligible participants will be done through email and professional networking sites, e.g. LinkedIn, with a cursory description of the purpose of the research and the eligibility criteria. The structured online questionnaire that will be used in the collection of the data will be made in Google Forms. The survey will be distributed electronically, and the respondents will get a chance to fill out the questionnaire at their own pace and anonymously. This is especially suitable in the case of hybrid employees, where it would be convenient for both the remote and office workers.
4.5 Data Analysis
Descriptive statistics, correlation analysis and multiple regression analysis will be employed to analyse quantitative data in order to determine the relationship between variables. The mediation analysis will be used to evaluate the hypothesis that employee engagement explains the relationship existing between hybrid working practices and turnover intention. Such a way of analysis can give a deeper understanding of underlying mechanisms, as opposed to mere association testing.
4.6 Research Ethics, Reliability, and Validity
This study revolves around moral issues. The involvement will be voluntary, and informed consent will be acquired, and confidentiality will be ensured following the recommendations of the British Psychological Society's codes of ethics (BPS, 2021). The reliability will be ensured by using the established scales that have high internal consistency, whereas validity will be affirmed by operationalisation of constructs and pilot testing of the survey tool.
5. Business Relevance and Practical Implications
There is a strong practical value of the proposed research to the senior management. Offering quantitative data on the impact of hybrid working practices on engagement and retention, the study can shape the decisions related to further optimisation of hybrid work practices and management. Possible solutions cannot be ruled out, such as specific training of the line managers, more evident communication systems, and more supportive structures for the remote workers.
The findings may assist organisations to cut costs on turnover, build employee commitment, and maintain quality of services in competitive markets, strategically. On the academic level, the research improves the knowledge on the applied business research techniques and shows how empirical evidence could be used to guide managerial decision-making.
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