
Why it  mat t ers
The hybrid w ork model has reached a st abil it y 
plat eau, but  t rust  def icit  bet ween managers and 
employees t hreat en t o undermine product ivit y gains. 
Organizat ions are st ruggling wit h policy clarit y while 
t eams remain geographically dist ribut ed regardless 
of of f icial work locat ion mandat es. 

- Only 54% managers t rust  remot e t eams t o be 
product ive while 57% employees feel t rust ed  

- Team- det ermined hybrid schedules achieve 
91% fairness rat ings? equal t o self-
det ermined schedules but  w it h lower burnout   

- Jump in ful ly on- sit e t eams across locat ions 
(13% in 2023 t o 27% in 2025) 

- Hybrid workers spend 46% t ime in of f ice 

The hybrid work stalemate: Teams hold 
the key to trust and productivity 
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How w e know
Analysis of US workforce dat a t racking 
remot e- capable employees (approximat ely half t he 
t ot al workforce) across mult iple quart ers, measuring 
work locat ion preferences, schedule aut onomy, t rust  
met rics, and product ivit y out comes t hrough Gallup's 
ongoing workplace research met hodology 

What  Gal lup researchers found 
- Hybrid w ork remains dominant  for remot e-

capable workers (51%), w it h minor decreases 
suggest ing clarif icat ion, not  wholesale ret reat  

- Tech sect or bucked t he t rend: 47% remot e, 
45% hybrid, 9% on- sit e? since 2022 

- Federal w ork force experienced dramat ic shif t : 
Hybrid work plummet ed (61% t o 28%) aft er 
Trump administ rat ion's remot e work ban 

- Sel f- det ermined schedules creat e hidden 
cost s: 76% more l ikely t o report  burnout , 57% 
more work- l ife balance issues compared t o 
t eam- det ermined schedules 

What  t his means
- For CHROs: The t rust  gap bet ween managers 

and remot e employees is a fundament al 
management  capabil it y crisis requiring 
immediat e int ervent ion and t raining. 

- For organizat ions: Locat ion policies matt er 
less t han t eam coordinat ion and t rust? real 
compet it ive advant age l ies in execut ion. 

- For execut ives: Headlines of ret urn- t o- of f ice 
mandat es mask t he act ual hybrid st ruggles.  

 
Reference: Gallup, "Hybrid Work in Ret reat ? Barely," Sept ember 2025.

Despit e ret urn- t o- of f ice mandat es making headlines, hybrid w ork decl ined only modest ly f rom 55% t o 51% 
over t wo quart ers, while bot h f ul ly remot e and f ul ly on- sit e w ork each grew  by just  2 percent age 
point s? revealing general consist ency rat her t han clear direct ional shift s. 

Now w hat ?
- Focus on t eam- level schedule coordinat ion rat her t han individual f lexibil it y; 

t eam- det ermined schedules achieve equal fairness wit h lower burnout  rat es 
- Implement  4 t rust - building pract ices: consist ent  communicat ion, communit y 

building, account abil it y, equit able development  opport unit ies across locat ions 
- Review geographic dist r ibut ion t o look for ways t o opt im ize for it  rat her t han 

f ight ing it ? even on- sit e t eams are increasingly dist ribut ed 
- Measure hybrid work success by t eam product ivit y and t rust  met r ics, not  

physical presence or policy compliance  

LINK TO THE STUDY
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