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This proposal examines how hybrid working affects employee motivation and sustainable organisational performance in UK financial services organisations. Hybrid working has become a permanent feature of the UK labour market since the COVID-19 pandemic, yet its effects in this sector remain poorly understood.
The study uses a narrative literature review, drawing on peer-reviewed journals, government statistics, and industry reports from 2021 to 2026. Three motivational theories guide the analysis: Self-Determination Theory, Herzberg’s Two-Factor Theory, and the Job Demands-Resources Model. The triple bottom line framework structures the sustainability analysis across economic, social, and environmental dimensions.
The proposal identifies three clear gaps in the current research and sets out a plan to produce evidence-based recommendations for HR professionals and managers in UK financial services. The methodology uses a narrative synthesis approach to ensure rigour and analytical depth and includes full ethical consideration of the secondary data approach adopted.
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[bookmark: _Toc234164952]1.1 Background of the Study
Hybrid working, where employees divide their time between the office and a remote location, has become a permanent feature of the UK labour market since the COVID-19 pandemic. The Office for National Statistics (2024a) reports that 44% of employed adults worked in a hybrid arrangement in 2023, with the highest rates in finance, insurance, and professional services. Felstead and Reuschke (2020) documented the rapid expansion of home-based working across the UK, establishing baseline evidence for the scale of this shift. The Chartered Institute of Personnel and Development (2025) describes it as a cornerstone of modern workforce strategy, and Alfes et al. (2023) confirm that this shift is structural rather than temporary.
UK financial services is one of the most affected sectors, employing over one million people across banking, insurance, and investment management (UK Finance, 2024). Regulatory obligations, client confidentiality requirements, and the mentoring of junior staff create constraints on remote working that are unique to this sector. Growing ESG scrutiny from investors and regulators adds further strategic importance to how firms design their hybrid working arrangements (Deloitte, 2024).
Two interconnected challenges motivate this study. First, hybrid working may both support and undermine employee motivation: Self-Determination Theory (Deci and Ryan, 2000) and the Job Demands-Resources Model (Bakker and Demerouti, 2007) identify the specific needs and conditions that must be met for motivation to be sustained. Second, Elkington (1997) established that organisations must manage economic, social, and environmental performance together, and hybrid working has implications for all three. Understanding these dynamics in UK financial services is the central purpose of this study.
[bookmark: _Toc234164953]1.2 Problem Statement
Despite widespread adoption, the effects of hybrid working on employee motivation in UK financial services are not well understood. Traditional motivation depends on physical co-presence, informal interaction, and close managerial contact, all of which are disrupted in hybrid settings (Deci and Ryan, 2000). Gallup (2024) reports that only 23% of employees globally are actively engaged, and Microsoft (2023) found that 43% of hybrid workers struggled to feel connected to their colleagues.
For UK financial services firms, low engagement is costly: high turnover disrupts client relationships and reduces institutional knowledge (Kniffin et al., 2021). On sustainability, Bloom (2023) found productivity gains are strong for individual tasks but weaker for the collaborative work central to financial services. Kelliher and Anderson (2010) identify equity concerns around unequal access to hybrid arrangements, and Chung (2022) argues that flexibility often deepens inequality for lower-status workers. Elkington (1997) established that economic, social, and environmental performance must be considered together, and this study examines how hybrid working intersects with all three.
[bookmark: _Toc234164954]1.3 Aim and Objectives
The aim of this study is to examine how hybrid working arrangements influence employee motivation and sustainable organisational performance in UK financial services organisations, through a critical review of secondary sources.
The following five objectives support this aim:
1. To trace the development of hybrid working and examine how it operates in UK financial services.
1. To critically analyse the relationship between hybrid working and employee motivation, using established motivational theories.
1. To investigate how hybrid working affects sustainable organisational performance across economic, social, and environmental dimensions.
1. To identify the main benefits and challenges of hybrid working for employees and organisations in UK financial services.
1. To propose evidence-based recommendations for UK financial services organisations.
[bookmark: _Toc234164955]1.4 Research Questions
The central research question is: how do hybrid working arrangements influence employee motivation and sustainable organisational performance in UK financial services? This is supported by four sub-questions:
1. How has hybrid working developed and how does it currently operate in UK financial services?
1. How does hybrid working affect employee motivation, and which factors are most significantly shaped by it?
1. What is the relationship between hybrid working and sustainable performance across economic, social, and environmental dimensions?
1. What steps can UK financial services organisations take to maximise the benefits of hybrid working?

[bookmark: _Toc234164956]1.5 Indicative Report Structure
Section 2 reviews the literature on hybrid working, motivation, and sustainable performance. Section 3 sets out the research methodology. Section 4 discusses practical implications for the sector. Section 5 draws together the main conclusions and considers future directions for the research.
[bookmark: _Toc234164957]2. Literature Review
This section reviews the literature on hybrid working, employee motivation, and sustainable organisational performance. It draws on peer-reviewed journals, textbooks, and industry reports from 2021 to 2026, with earlier foundational works included for theoretical grounding.
[bookmark: _Toc234164958]2.1 The Evolution of Hybrid Working
Research on remote working has a long history. Bailey and Kurland (2002) found that while employees valued the autonomy remote working provided, organisations struggled to maintain team cohesion and manage performance at a distance. The COVID-19 pandemic changed the scale of this debate. Gratton (2021), writing in the Harvard Business Review, argues that successful hybrid working requires deliberate design. This includes clear expectations about when staff attend the office, investment in digital tools, and a culture built on trust rather than physical visibility.
Choudhury, Foroughi and Larson (2021), in the Strategic Management Journal, found that geographic flexibility improves productivity only where organisations invest in communication infrastructure. In UK financial services, regulatory requirements, client confidentiality, and the challenge of mentoring junior staff remotely create complications that are unique to the sector (UK Finance, 2024). 
Chung, Seo, Forbes and Zhou (2021), writing in Work, Employment and Society, confirm that sector context significantly shapes hybrid working outcomes. This supports the need for sector-specific research of the kind proposed here. Wang, Liu, Qian and Parker (2021), writing in Applied Psychology: An International Review, emphasise that achieving effective hybrid working requires deliberate work design, particularly in ensuring that task autonomy and communication structures are adapted to distributed teams.
[bookmark: _Toc234164959]2.2 Employee Motivation: Theoretical Perspectives
Having established how hybrid working operates in the sector, this section now examines how it affects employee motivation through three theoretical frameworks.
Self-Determination Theory, developed by Deci and Ryan (2000), proposes that lasting motivation depends on three needs: autonomy, competence, and relatedness. Hybrid working can strengthen autonomy by giving employees control over when and where they work. Bloom, Han and Liang (2022) provide empirical support through a randomised controlled trial. Hybrid workers reported higher job satisfaction and were 33% less likely to leave their employer. Increased autonomy was identified as the primary driver.
However, relatedness is harder to maintain at a distance. Edmondson and Bransby (2023), in the Annual Review of Organizational Psychology, found that psychological safety is more difficult to build when informal interaction is reduced. Microsoft (2023) reports that 43% of hybrid workers globally felt unable to connect meaningfully with colleagues. This represents a direct challenge to the relatedness need identified by SDT.
Herzberg's Two-Factor Theory, discussed by Armstrong and Taylor (2023), distinguishes between hygiene factors, such as commuting, and motivators, such as recognition and achievement. Hybrid working may remove hygiene barriers while limiting the visibility of achievement. The Job Demands-Resources Model, introduced by Bakker and Demerouti (2007) in the Journal of Managerial Psychology, adds that motivation depends on the balance between job demands and available resources. In hybrid settings, organisations that manage this balance sustain motivation. Those that do not find it gradually erodes.
Table 2 summarises the four theoretical frameworks discussed above and their specific relevance to hybrid working.
Table 2: Key Motivational Theories and Their Relevance to Hybrid Working
[image: ]
Source: Deci and Ryan (2000), Armstrong and Taylor (2023), Bakker and Demerouti (2007), and Mullins (2019)

Figure 1 illustrates the differences in active engagement rates across working models, based on data from Gallup (2024).
Figure 1: Employee Engagement Rate by Working Model (%)
[image: ]
Source: Gallup (2024), State of the Global Workplace 2024
Figure 1 shows that hybrid workers record the highest active engagement rate at 28%, compared with 22% for fully remote workers and 17% for those working entirely on-site. These figures are drawn from Gallup's annual global survey of over 120,000 employees. They suggest that hybrid working, when well-managed, can support higher levels of engagement than either fully remote or fully office-based arrangements. However, Gallup (2024) cautions that engagement benefits depend on management quality, role type, and the frequency of in-person collaboration.
[bookmark: _Toc234164960]2.3 Hybrid Working and Sustainable Organisational Performance
The motivational effects of hybrid working cannot be separated from broader questions of organisational sustainability, which the next section addresses.
Elkington's (1997) triple bottom line framework requires organisations to account for economic, social, and environmental performance together. Economically, Bloom (2023), in the Journal of Economic Perspectives, found that productivity gains are strongest for individual tasks. For collaborative work, which is central to financial services, gains are considerably weaker. McKinsey and Company (2023) found that poorly managed hybrid arrangements lead to DECLINING collaborative productivity over time.
Socially, the Chartered Institute of Personnel and Development (2025) reports higher work-life satisfaction and lower burnout among hybrid workers. However, access to these benefits is not shared equally. Chung (2022) shows that employees in lower-paid roles, or those without a suitable home working space, are far less able to take advantage of hybrid arrangements, which risks deepening existing inequalities.
ONS (2024b) confirms that access to hybrid working is closely linked to occupational status, with higher-paid professionals consistently benefiting more. Chung (2022) argues that flexibility arrangements often benefit those with more bargaining power, creating what she terms a flexibility paradox in which greater autonomy for some comes at the cost of deeper inequality for others. 
Environmentally, ONS (2024b) estimates meaningful reductions in commuting-related carbon emissions. Deloitte (2024) cautions that increased domestic energy use can partially offset these gains.
Table 3 sets out the main benefits and risks of hybrid working across each dimension of the triple bottom line.
Table 3: Hybrid Working and the Triple Bottom Line
[image: ]
Source: Elkington (1997), CIPD (2025), Bloom (2023), ONS (2024b), Deloitte (2024), and Kelliher and Anderson (2010)
[bookmark: _Toc234164961]2.4 Gaps in the Existing Literature
Three important gaps emerge from this review. First, most empirical research draws on technology or mixed-sector samples, with limited focus on UK financial services. Second, existing studies treat motivation as a single concept, rather than distinguishing intrinsic from extrinsic drivers. Third, studies examining all three triple bottom line dimensions together in one sector context are rare. This study addresses all three gaps through a focused narrative literature review.
Table 4 summarises these three gaps alongside the way in which this study is designed to address each one.
Table 4: Research Gaps and How This Study Addresses Them
[image: ]
[bookmark: _Toc234164962]3. Methodology 
The methodology section below sets out how this study will be carried out to address those gaps in a rigorous and transparent way. 

3.1 Research Philosophy and Approach 
This study adopts an interpretivist philosophy. Interpretivism holds that social phenomena, such as motivation, are best understood through the meanings individuals attach to their experiences (Saunders, Lewis and Thornhill, 2019). This is appropriate because hybrid working's effects vary by role, circumstance, and management quality. A qualitative approach follows, focusing on patterns and tensions across the literature rather than statistical measurement (Bryman, 2016). 

3.2 Research Strategy 
A narrative literature review is used as the research strategy for this study. Bryman (2016) describes this as an interpretive approach that synthesises existing research thematically, tracing how ideas have developed and drawing connections across theoretical perspectives. This suits the present study because the topic spans human resource management, motivational psychology, and sustainability. Literature is drawn from Scopus, Web of Science, and Business Source Complete, alongside reports from the CIPD, ONS, Gallup, McKinsey, and Deloitte. Sources from 2021 to 2026 are prioritised, with earlier foundational theoretical works included where necessary. 

[bookmark: _Toc234164963]3.3 Data Collection and Analysis
A minimum of thirty sources will be collected and assessed for credibility, relevance, and methodological quality before inclusion in the review (Saunders, Lewis and Thornhill, 2019). Sources are drawn from peer-reviewed academic journals, textbooks, government publications, and industry reports. Each source is evaluated against the inclusion criteria: published in English, directly relevant to the research questions, and dated between 2021 and 2026, with the exception of foundational theoretical works.
Thematic analysis is applied as the primary analytical method, following the six-phase framework developed by Braun and Clarke (2006): familiarisation with the sources, generating initial codes, searching for themes, reviewing themes, defining and naming themes, and producing the final written analysis. This process allows patterns and contradictions across diverse sources to be identified in a transparent and replicable way.
[bookmark: _Toc234164964]3.4 Sampling, Reliability and Ethics
Source selection is guided by purposive sampling, prioritising literature directly relevant to the research questions and the UK financial services context (Saunders, Lewis and Thornhill, 2019). Citation trail sampling is also used, following the reference lists of key sources to identify additional relevant material. 
Shirmohammadi, Au and Beigi (2022), in Human Resource Development International, highlight the value of combining multiple secondary sources when examining hybrid working outcomes, as no single source captures the full complexity of the field. 
Reliability is supported by applying consistent inclusion and exclusion criteria throughout the selection process. Validity is strengthened by triangulating findings across multiple source types, including academic journals, government statistics, and industry reports.
[bookmark: _Toc234164965]3.5 Ethical Considerations
As this study relies exclusively on publicly available secondary data, it does not involve direct interaction with human participants. There are therefore no concerns regarding informed consent, confidentiality, or the risk of harm to participants (Saunders, Lewis and Thornhill, 2019). However, ethical responsibilities still apply. The researcher commits to the accurate and complete attribution of all cited works in line with Harvard referencing conventions. Sources are represented fairly and without misrepresentation of authors’ arguments.
Where industry reports are used, potential conflicts of interest are acknowledged. For example, reports produced by consultancy firms with a commercial interest in hybrid working solutions are read critically, and their findings are triangulated against independent academic evidence. Data protection obligations do not apply directly to this study, as no personal data is collected or processed. Academic integrity is maintained throughout in accordance with the institution’s academic honesty policy.











[bookmark: _Toc234164966]3.6 Project Timeline
Table 1 presents the planned timeline from topic selection to final submission.
Table 1: Project Timeline
[image: ]

[bookmark: _Toc234164967]4. Business Relevance and Practical Implications
The findings of this study have direct value for UK financial services organisations. Competition for skilled staff remains strong, and designing hybrid arrangements that motivate and retain employees has become a strategic priority (McKinsey and Company, 2023). Recommendations from this review may address the balance between remote and office-based working, workspace design for in-person collaboration, management development for hybrid teams, and equitable access to flexible working across different employee groups (Armstrong and Taylor, 2023).
Organisations that take an evidence-based approach to hybrid working are better placed to meet the growing ESG expectations of investors and regulators in the sector (Deloitte, 2024). This is particularly relevant as UK financial services firms face mandatory sustainability disclosures, which increasingly cover workforce practices alongside environmental reporting.
For the researcher, completing this study develops skills in critical evaluation of academic and professional literature, application of theoretical frameworks to real business problems, and construction of well-evidenced research arguments. These competencies are directly relevant to graduate careers in human resource management, business analysis, and management consultancy (Saunders, Lewis and Thornhill, 2019).


[bookmark: _Toc234164968]5. Discussion and Conclusion
This proposal sets out a structured plan for a secondary research study into how hybrid working influences employee motivation and sustainable organisational performance in UK financial services organisations. The aim, five objectives, and four research questions are aligned to address both the practical business problem identified in the introduction and the gaps in the existing literature identified through the review.
The literature shows that hybrid working is neither straightforwardly positive nor negative. It can strengthen employee autonomy and improve work-life balance. At the same time, it introduces real risks around relatedness, collaborative productivity, and equitable access. Self-Determination Theory, the Job Demands-Resources Model, and Herzberg’s Two-Factor Theory together provide a rigorous analytical framework for understanding these dynamics. The triple bottom line framework shows that effects span economic, social, and environmental dimensions simultaneously.
Three gaps in the existing literature justify this study: limited focus on UK financial services, undifferentiated treatment of motivation, and absence of multi-dimensional sustainability analysis in one sector context. The narrative literature review methodology is well suited to addressing these gaps in a way that is both rigorous and contextually sensitive.
If approved, this proposal could be developed into a full independent research project. A logical next step would be to add a primary research component, such as semi-structured interviews with HR managers and employees in UK financial services firms. This would generate richer, context-specific insights beyond what a secondary review can provide.
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