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Abstract

This study offers a rigorous examination of the efficacy of hybrid work models as a strategic human
resource management intervention within the operationally complex environment of the Zambia
Telecommunications Company Limited (Zamtel). Positioned at the crossroads of global post-pandemic
organizational restructuring and the comparatively underexplored sphere of African corporate practice,
the investigation addresses a substantive empirical gap concerning how hybrid systems function in
technologically uneven and institutionally evolving contexts. While hybrid arrangements are widely
theorized as mechanisms for improving productivity through enhanced flexibility, strengthened
operational responsiveness, and improved psychosocial well-being, their implementation at Zamtel has
produced a multi-layered interplay between projected benefits and emergent structural tensions. The core
research problem thus interrogates whether these work models have effectively realized their intended
productivity outcomes or whether they have inadvertently generated novel operational inefficiencies,
supervisory challenges, and coordination dilemmas.

Methodologically, the study is grounded in a pragmatic paradigm and employs a descriptive case study
design that captures the nuanced and context-dependent realities of hybrid work across diverse functional
units. A stratified random sample of 100 employees spanning technical, administrative, and managerial
categories ensured broad representation of organizational perspectives, while structured questionnaires,
semi-structured interviews, and the examination of organizational records provided a triangulated
evidentiary base capable of supporting analytical depth and interpretive robustness.

The findings indicate that rotational hybrid schedules, accounting for 40 percent of reported arrangements,
and office-first flexible models, representing 30 percent, form the dominant configuration of hybrid work
at Zamtel. Employees working within these structures frequently associated them with enhanced
autonomy, stronger task focus, and a more sustainable alignment between professional obligations and
personal responsibilities. However, the study also demonstrates that these benefits are significantly
moderated by persistent infrastructural and procedural shortcomings. Approximately 35 percent of
participants cited unreliable internet connectivity as a major obstacle that disrupted workflow continuity
and diminished efficiency, while 30 percent pointed to inconsistencies in communication channels and
supervisory practices that generated ambiguity in task expectations and performance monitoring. These
challenges not only constrained productivity at both individual and team levels but also illuminated deeper
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organizational disparities, particularly uneven digital readiness, fragmented managerial coordination, and
the absence of coherent operational standards across departments.

The study concludes that while hybrid work models present a promising strategic avenue for improving
performance and employee satisfaction within Zambia’s telecommunications sector, their long-term
viability rests on simultaneous institutional commitments to upgrading digital infrastructure, clarifying
and formalizing policy frameworks, and strengthening supervisory capabilities. These measures are
essential for ensuring consistent coordination, equitable oversight, and coherent performance management
across geographically dispersed and technologically varied work environments.

Keywords: Hybrid Work Models, Employee Productivity, Strategic Human Resource Management,
Digital Infrastructure, Change Management, Zambia, Telecommunications.

I. INTRODUCTION

The workplace has undergone a significant transformation, especially with the rise of hybrid work models
that blend remote and in-office arrangements. Organizations, particularly in the telecommunications
sector, have adopted this system to improve flexibility, productivity, and employee satisfaction. Zamtel,
as one of Zambia’s leading telecom companies, is embracing hybrid work but faces challenges in aligning
this model with organizational goals. This study explores how Zamtel implements hybrid work, examines
its effectiveness, and identifies existing challenges affecting productivity and employee satisfaction.

A. Background of the Study

The contemporary workplace is undergoing a profound transformation driven by technological
advancement and evolving employee expectations, with hybrid work models emerging as a dominant
organizational strategy. Hybrid work represents a strategic shift from traditional office-centric models
toward more flexible, output-oriented work structures. Globally, leading corporations in the technology,
finance, and professional services sectors have pioneered these models, recognizing their potential to
enhance operational agility, access a wider talent pool, and improve employee satisfaction [1], [2].
Research into flexible work arrangements indicates significant potential benefits, including productivity
improvements attributed to reduced commuting stress, increased autonomy, and environments conducive
to focused work [3]. Furthermore, studies highlight positive outcomes such as enhanced work-life balance,
reduced organizational overhead costs, and stronger talent retention rates, making hybrid work a
compelling proposition for modern businesses [4]. However, the successful implementation of these
models is not universal. Challenges including communication gaps, the need for robust cybersecurity
measures, potential erosion of team cohesion, and disparities in digital access and literacy persist,
indicating that hybrid work requires deliberate design and strategic management to realize its full benefits.
In Sub-Saharan Africa, the adoption of hybrid work models is progressing at a varied pace, shaped by
factors such as digital infrastructure maturity, sector-specific dynamics, and national policy environments.
Economies like South Africa, Kenya, and Nigeria are at the forefront, particularly within the
telecommunications and financial services industries. Companies such as Vodacom, MTN, and Safaricom
have implemented structured hybrid policies, supported by investments in cloud technologies and virtual
human resource systems [5]. Despite this progress, significant hurdles remain, including unreliable
electricity supply, variable internet penetration rates, a need for enhanced digital skills among the
workforce, and deeply ingrained traditional workplace cultures that favour physical presence. These
factors collectively influence the effectiveness and equity of hybrid work adoption across the region.
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Within Zambia, hybrid work represents an emerging and increasingly relevant practice, though it remains
under-institutionalized, especially within public sector enterprises. As the nature of work evolves globally,
Zamtel, as Zambia’s state-owned telecommunications provider, presents a critical case for examining this
transition. Given its central role in the nation’s digital ecosystem and its large, diverse workforce, Zamtel
possesses both the imperative and the potential to leverage hybrid work effectively. The company’s core
services—mobile communications, broadband, and fixed-line telephony are inherently supported by the
digital infrastructure that facilitates remote work, positioning it as a key actor in Zambia’s future of work
landscape.

However, preliminary observations and internal reports suggest that Zamtel’s journey toward a fully
optimized hybrid model is ongoing and faces several contextual challenges. The implementation appears
uneven across departments; technical and administrative roles often experience different levels of
flexibility, leading to perceptions of inequity. While some employees report benefits such as greater
autonomy and reduced time spent commuting, others cite difficulties with consistent communication,
maintaining team cohesion, and accessing reliable digital tools. Organizationally, the absence of clear,
uniformly applied policies, coupled with inconsistent supervisory practices and a lack of performance
metrics tailored for hybrid environments, potentially undermines the model’s effectiveness. Furthermore,
employees in areas with less robust internet connectivity face additional barriers, exacerbating existing
digital divides.

This study’s examination of Zamtel’s hybrid work model is therefore both timely and critical. It seeks to
provide an evidence-based analysis of the models in use, their direct impact on employee productivity,
and the specific challenges encountered. The findings aim to yield actionable recommendations that can
guide Zamtel in refining its hybrid work strategies, thereby enhancing productivity, ensuring policy
coherence, and promoting equitable digital access. Ultimately, this research will contribute valuable
insights for other public and private sector organizations in Zambia and similar contexts as they navigate
the complexities of implementing flexible work models.

B. Statement of the Problem

Zamtel, like many organizations in Zambia, has adopted a hybrid work model to adapt to modern work
demands and post-pandemic realities, however, impact on employee performance and organizational
efficiency remains unclear. Reports of inconsistent supervision, lack of clear performance metrics, and
unequal access to digital resources suggest that the model may not be fully optimized. Additionally,
employee feedback reveals the concern over work-life boundaries, team coordination, and communication
breakdowns. Therefore, this study seeks to investigate the types of hybrid work models in place, examine
their effectiveness on employee productivity, and identify the main challenges affecting their
implementation at Zamtel.

C. Research Objectives and Questions

The general objective of this study is to evaluate the implementation and effectiveness of hybrid work
models on employee productivity at Zamtel. The specific objectives are:

1. To establish the types of hybrid work models employed by Zamtel.

2. To assess the effectiveness of the hybrid work models on employee productivity.

3. To ascertain the challenges faced in implementing hybrid work models at Zamtel.

Correspondingly, the study seeks to answer the following research questions:

1. What types of hybrid work models are used by Zamtel?

2. How effective are these models in enhancing employee productivity?
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3. What challenges does Zamtel face in implementing hybrid work arrangements?

D. Theoretical and conceptual framework

i Theoretical Framework

This study is anchored by three interrelated theoretical frameworks that provide a robust lens for
examining hybrid work models: The Job Demands-Resources (JD-R) Model, the Technology Acceptance
Model (TAM), and Organizational Change Theory.

The Job Demands-Resources (JD-R) Model [8] provides a foundational framework for understanding how
hybrid work environments influence employee productivity and well-being. This model suggests that job
demands—such as increased workload, technological difficulties, and blurred boundaries between work
and home, can lead to strain and burnout unless balanced by adequate job resources. These resources may
include autonomy, social support, digital tools, and managerial support. In hybrid work contexts like
Zamtel, employees face specific demands including adapting to remote communication and overcoming
infrastructure challenges. When these demands outweigh available resources, employees may experience
reduced motivation and productivity. Conversely, sufficient resources help maintain engagement and
performance. Applying the JD-R Model allows this study to assess the balance between demands and
resources in Zamtel’s hybrid work model, highlighting areas that promote or hinder employee
effectiveness.

The Technology Acceptance Model (TAM) [9] offers insights into employees’ willingness to adopt digital
tools essential for hybrid work success. TAM focuses on perceived usefulness (PU) and perceived ease of
use (PEOU) as the primary drivers of technology acceptance. Employees who believe that tools such as
Microsoft Teams or Zoom improve their productivity and are easy to use tend to adopt them more readily.
At Zamtel, factors such as unstable internet connectivity, limited training, and user interface complexity
influence these perceptions. thereby undermining communication and collaboration necessary for hybrid
work. TAM helps explain how technological acceptance affects employee engagement and productivity
in hybrid settings, informing strategies to enhance digital tool adoption and support effective remote and
on-site work integration.

Organizational Change Theory provides a vital framework for understanding the complexities involved in
adopting hybrid work models, highlighting that such shifts are not merely procedural but deeply cultural
and structural. Lewin’s [10] three-stage model—unfreezing, change, and refreezing—captures this
process by emphasizing the need for organizations to first recognize the necessity for change and disrupt
existing norms (“unfreezing”). The second stage, “change,” involves the actual implementation of new
policies, technologies, and workflows. This phase is often marked by uncertainty and resistance,
particularly in organizations with entrenched hierarchical cultures. Finally, “refreezing” requires
embedding the new hybrid practices into the organizational fabric, solidifying them as standard operating
procedures to ensure long-term sustainability and acceptance.

Building on Lewin’s foundational framework, Kotter’s [11] eight-step change model offers a more
detailed roadmap for managing organizational transformation, underscoring the importance of leadership
and communication throughout the process. Kotter argues that successful change begins with creating a
sense of urgency and forming a coalition of change agents to champion the initiative. At Zamtel, this step
is crucial given managerial scepticism towards hybrid work, where some leaders may doubt its impact on
productivity. Effective communication of the vision for hybrid work, along with employee empowerment,
helps mitigate. Furthermore, Kotter’s emphasis on short-term wins can motivate stakeholders by
demonstrating the tangible benefits of hybrid arrangements, encouraging sustained momentum. Together,
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these models highlight that technology adoption and policy development are insufficient without strategic
change management that addresses cultural dynamics, aligns organizational goals, and supports employee
adaptation to new work realities.

By integrating the JD-R Model, TAM, and Organizational Change Theory, this study captures the multi-
faceted nature of hybrid work at Zamtel. The JD-R Model addresses the psychosocial work environment,
highlighting how demands and resources influence employee productivity. TAM sheds light on
technology acceptance critical to remote work effectiveness. Organizational Change Theory frames hybrid
work as a broader structural transformation requiring strategic management and cultural shifts. This
comprehensive theoretical approach facilitates a nuanced exploration of how hybrid work impacts
employee performance, satisfaction, and organizational outcomes in a developing country’s public sector
enterprise. Together, these frameworks support evidence-based recommendations for improving hybrid
work policy, technology adoption, and change management at Zamtel.

ii. Conceptual Framework

This study is guided by a conceptual framework that systematically maps the relationship between hybrid
work implementation and employee productivity at Zamtel. The framework integrates established
theoretical perspectives to explain how organizational design choices, when supported by critical enablers
and moderated by contextual challenges, ultimately influence work outcomes. At its foundation lies
the Hybrid Work Model Design, which serves as the independent variable encompassing Zamtel’s specific
structural policies. This design choice represents the formal organizational input that establishes the
parameters for how work is distributed between remote and on-site locations, setting the stage for all
subsequent operational dynamics.

The framework proposes that the hybrid work design does not directly determine productivity outcomes
but operates through three essential mediating variables. These Critical Enabling Factors—derived from
seminal work in the field—include technological infrastructure as emphasized by Gartner [1], adaptive
leadership practices as highlighted by Felstead and Henseke [6], and inclusive culture and equity
considerations as addressed by Kossek and Lautsch [7]. These factors collectively function as the
operational mechanisms through which the hybrid design either succeeds or fails to deliver intended
benefits. When robustly implemented, they create an environment where employees can work effectively
regardless of location, maintain clear communication channels, experience equitable treatment, and
receive appropriate managerial support—all of which should theoretically contribute to enhanced
productivity.

However, the framework acknowledges that this relationship is not automatic but is significantly
moderated by Contextual Implementation Challenges, which act as intervening variables that can either
facilitate or hinder the design-enabler-productivity chain. These challenges, particularly relevant in
Zambia’s operational environment, include infrastructure limitations, policy inconsistencies, cultural
resistance to new work norms, and disparities in digital literacy among employees. Their presence or
absence fundamentally shapes how successfully Zamtel’s hybrid work model can leverage the enabling
factors to achieve its productivity objectives.

The framework illustrates a clear causal pathway where the hybrid work model design influences
productivity through the mediating effect of the critical enabling factors, with this entire relationship being
moderated by contextual challenges. The Technological Infrastructure component refers specifically to
the availability and reliability of digital tools—including secure connectivity, collaborative platforms, and
cloud-based systems—that form the foundational layer enabling hybrid work arrangements. The Adaptive
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Leadership & Management factor represents the necessary shift in supervisory practices from traditional
presence-based oversight to outcomes-focused management. Equally critical is the Inclusive Culture &
Equity dimension, which addresses the social and organizational justice aspects of hybrid work
implementation. This factor focuses on creating norms and practices that prevent proximity bias, ensure
equal opportunities for career advancement regardless of work location, maintain team cohesion across
physical and virtual spaces, and address potential disparities in resource access among employees.

The framework positions Employee Productivity as the dependent variable, operationalized through
measurable indicators including task efficiency, output quality, and consistency of performance. This
outcome is directly influenced by the strength of the three enabling factors, which themselves are activated
by the initial hybrid work design. However, this relationship exists within the real-world context of
implementation challenges that can either weaken or strengthen the connections between design, enablers,
and outcomes. Specifically, the Contextual Implementation Challenges moderate the entire framework by
representing the practical obstacles Zamtel faces in its specific operational environment. These include
infrastructure limitations such as unreliable electricity or internet connectivity, policy inconsistencies
across departments, cultural resistance from managers accustomed to traditional oversight methods, and
disparities in digital literacy among employees. When these challenges are pronounced, they diminish the
effectiveness of even well-designed hybrid models and robust enabling factors.

FIGURE 1
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This conceptual framework provides a structured analytical tool that directly informs the study’s three
specific objectives. Investigating the types of hybrid work models addresses the independent variable,
assessing effectiveness examines the relationship between enablers and the dependent productivity
variable, and identifying challenges explores the moderating contextual factors. Through this integrated
approach, the framework enables a comprehensive evaluation of how Zamtel’s hybrid work
implementation influences employee productivity within its unique organizational and national context

II. LITERATURE REVIEW

IJFMR260167706 Volume 8, Issue 1, January-February 2026 6



http://www.ijfmr.com/

i International Journal for Multidisciplinary Research (IJFMR)

IJFMR E-ISSN: 2582-2160 e Website: www.ijfmr.com e Email: editor@ijfmr.com

A. Types of Hybrid Work Models Employed by Organizations

The evolution of hybrid work has given rise to a variety of models tailored to specific organizational needs,
cultures, and technological capacities. Globally, organizations have adopted three main configurations:
remote-first, office-first with flexibility, and split-week models. Each of these models balances the benefits
of autonomy with the need for structure and collaboration. GitLab [12], a fully remote company,
exemplifies the remote-first model where physical offices are optional and used primarily for periodic
team gatherings. This model emphasizes asynchronous communication and cloud-based collaboration. It
works best in knowledge-intensive industries and among teams that prioritize individual productivity over
synchronous interaction, making it a strategic choice for firms seeking to reduce overhead costs and
enhance geographical inclusivity.

The office-first with flexibility model retains the traditional office as the central workspace but allows for
limited remote work days. Google [13], for instance, encourages employees to work in-office at least three
days a week, reserving two days for remote work. This hybrid approach seeks to preserve organizational
culture, facilitate real-time collaboration, and support mentorship while offering some flexibility.
According to Harvard Business Review [14], this model suits organizations transitioning cautiously from
traditional work formats, particularly where innovation, informal communication, and on-the-job training
are vital. It enables leadership to retain control while acknowledging employee desires for work-life
balance and autonomy.

Hybrid models are influenced by organizational culture, leadership style, and sector-specific needs. Bloom
et al. [15] demonstrated in their study of Chinese travel company Ctrip that employees who worked
remotely showed increased productivity and job satisfaction. However, performance improvements were
contingent on job type, individual motivation, and access to proper home-working infrastructure. Hybrid
models thus require customization rather than a one-size-fits-all implementation. Employers must assess
role suitability, employee preferences, and managerial readiness before deciding which model best aligns
with corporate goals. Without proper alignment, hybrid strategies may underperform or even erode
organizational efficiency.

In Africa, hybrid work practices reflect both innovation and infrastructural constraints. South African
companies, for instance, are actively experimenting with hybrid approaches to manage employee
expectations while coping with systemic challenges like intermittent electricity supply and costly internet
services [16]. While firms like Dimension Data and Nedbank have piloted flexible models, their success
depends heavily on corporate investment in digital infrastructure and employee support systems. The lack
of stable broadband or power, especially in rural areas, makes full implementation difficult. Despite these
barriers, hybrid work is increasingly seen as a strategic response to both cost-saving imperatives and talent
retention goals.

Kenya presents a more advanced hybrid ecosystem within East Africa. Companies like Safaricom have
institutionalized flexible work policies that allow employees to work remotely for three days per week,
focusing on deliverables rather than physical attendance [17]. Safaricom’s model promotes trust-based
leadership and uses performance-tracking systems to measure employee contributions. This approach is
consistent with global best practices and represents an African model of hybrid work where context-
sensitive policies—such as scheduling around internet bandwidth and traffic congestion—are applied to
maximize productivity. Kenya’s hybrid evolution showcases how localized innovations can integrate
global models with regional realities.
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The lack of clear hybrid work policies in Zambia reflects a broader issue of organizational preparedness.
Many institutions, especially in the public sector, implemented hybrid models reactively rather than
strategically. Zamtel’s rotational approach, for example, lacks formal policy frameworks, performance
metrics, or feedback mechanisms from staff. This results in inconsistencies in implementation and unclear
expectations for employees and supervisors alike. According to Banda and Phiri [ 18], institutional capacity
and policy development are essential in ensuring the effectiveness and sustainability of hybrid work
models in developing contexts like Zambia.

Despite these challenges, hybrid work holds potential for enhancing productivity and reducing operational
costs in Zambia, especially if guided by evidence-based strategies. However, without investment in
reliable ICT infrastructure, clear policies, and training for both management and staff, the success of such
models remains uncertain. Developing a formal taxonomy of hybrid work types in Zambia and assessing
their contextual fit could help optimize future deployments in both public and private sectors.

B. Effectiveness of Hybrid Work Models on Employee Productivity

Hybrid work models have been widely praised for their potential to enhance employee productivity
through increased flexibility and autonomy. Empirical evidence from developed economies supports this
claim. Barrero, Bloom, and Davis [3] revealed that hybrid work arrangements in the U.S. led to a 5-8%
boost in productivity. The primary drivers include reduced commute times, flexible work hours, and
quieter environments that support focused work. The authors emphasized that when employees control
their schedules, they can align tasks with their peak performance times. This self-regulation enhances
concentration, reduces burnout, and promotes job satisfaction, all of which are directly linked to higher
levels of work output and organizational performance.

Central to productivity in hybrid work environments is the strategic use of technology. Digital platforms
such as Zoom, Microsoft Teams, and Slack enable synchronous and asynchronous collaboration,
irrespective of geographic location. OECD [19] underscores that technology can eliminate barriers to
teamwork when supported by clear communication protocols and task management systems. However,
these tools alone are insufficient. Productivity thrives in hybrid settings when organizations establish
performance benchmarks, deliverables, and accountability systems. Without defined expectations, digital
communication tools may become counterproductive, leading to miscommunication, disengagement, and
information overload that hampers rather than enhances productivity.

The importance of managerial support in hybrid work settings cannot be overstated. Supervisors must
transition from control-oriented leadership to trust-based models, using output-based evaluation instead
of monitoring employee presence. Felstead and Henseke [6] argue that managers who focus on
deliverables rather than hours worked create a culture of trust that fosters intrinsic motivation. Hybrid
productivity is amplified in workplaces where leaders are trained in remote supervision, virtual
engagement, and team coordination. Without this managerial shift, hybrid models may lead to inconsistent
performance outcomes, internal conflicts, or favouritism toward in-office staff.

Evidence from African contexts presents a more nuanced picture. The African Union [20] found that
hybrid work models improved productivity among employees who had access to reliable digital tools,
stable internet, and organizational support. In contrast, those lacking these resources struggled with remote
coordination, frequent disruptions, and unmet deadlines. These findings suggest that the hybrid model is
not universally effective but contextually dependent, requiring adaptive strategies to suit local
circumstances.
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Countries like Nigeria and Uganda face significant challenges in implementing productive hybrid systems.
ITWeb Africa [21] reported that power outages, unstable broadband, and traditional managerial attitudes
hindered effective remote work. In organizations where trust in remote performance is low, managers tend
to favour physical visibility, leading to demotivation among remote workers. Furthermore, employees
reported difficulties accessing cloud-based systems and communicating with team members during power
cuts. These obstacles illustrate the gap between the promise of hybrid productivity and the realities faced
by many African workers, making clear that infrastructure is a crucial determinant in hybrid success.
Internal assessments at Zamtel reveal that productivity gains were mostly observed in technology-based
functions where performance could be monitored through digital tools. For instance, IT staff completed
projects ahead of deadlines due to fewer office interruptions, while call centre agents maintained call
volumes remotely. Yet departments such as administration and finance, which relied on physical files and
in-person approvals, suffered delays. These differences underscore the need for hybrid models to be
customized by role and supported by relevant infrastructure, workflow digitization, and change
management strategies [22].

Another significant concern is the lack of consistent performance evaluation tools for remote employees.
Informal employee feedback suggests that managers at Zamtel often assessed productivity based on
physical presence rather than deliverables. This equating of visibility with productivity creates bias against
remote workers and erodes trust. According to Kossek and Thompson [23], such biases can lead to “face-
time culture,” where being seen in the office is perceived as working hard, regardless of actual output.
Organizational culture plays a critical role in the success of hybrid productivity. Without a culture that
supports flexibility, transparency, and accountability, hybrid models may foster resentment, isolation, and
unequal opportunities. Zamtel’s experience indicates a lack of cohesive hybrid culture, where some
employees felt disconnected and unsupported while working from home. Developing a productivity-
focused hybrid culture involves regular check-ins, remote team-building exercises, access to mental health
support, and inclusive policies that ensure remote workers receive the same recognition and advancement
opportunities as in-office staff [24].

C. Challenges in Implementing Hybrid Work

Although hybrid work models offer significant advantages in flexibility and productivity, their
implementation is fraught with multifaceted challenges. One major issue is communication breakdown.
Remote workers often miss out on spontaneous office conversations, impromptu brainstorming sessions,
and real-time decision-making processes, leading to feelings of exclusion and delayed information flow
[25]. Informal communication, which fosters trust and innovation, becomes more difficult to replicate in
virtual settings. This lack of access to “water-cooler” conversations can isolate remote workers, impact
collaboration quality, and ultimately hinder organizational cohesion.

Team cohesion is another challenge. Hybrid models often fragment teams, especially when there is no
synchronized in-office schedule. According to Gallup [25], employees working remotely are more likely
to report feelings of detachment from their colleagues and organizational mission. This isolation can
reduce team morale and hinder long-term collaboration. Maintaining team cohesion requires intentional
leadership, regular check-ins, and opportunities for in-person interaction when possible. Team-building
activities, whether virtual or physical, must be prioritized to cultivate a sense of belonging and shared
purpose among hybrid workers.

Many supervisors struggle to transition from activity-based assessment to results-oriented performance
management. Harvard Business Review [14] notes that without face-to-face oversight, managers may
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question whether remote employees are working efficiently. This scepticism leads to micromanagement
or unfair evaluations, especially when performance metrics are unclear or inconsistently applied. Not all
employees have reliable internet, ergonomic workspaces, or the privacy required for focused work at
home. Harvard Business Review [14] emphasizes that hybrid systems can exacerbate inequality if
organizations fail to address disparities in digital access. Employees with limited resources may be forced
to return to the office more frequently, undermining the very flexibility that hybrid work is intended to
offer. Equitable implementation requires that employers provide necessary support for remote work.

In Africa, many regions face unreliable electricity, low internet penetration, and expensive mobile data
plans [26]. These barriers limit the viability of sustained remote work, especially in rural or underserved
urban areas. Additionally, few employers in Africa provide the technological support necessary for home-
based work, placing the burden on individual employees. These challenges demand not only
organizational reforms but also public-private partnerships aimed at improving digital infrastructure and
reducing the cost of connectivity for workers.

Cultural factors further complicate hybrid work adoption in Africa. In many African countries, physical
presence is closely associated with productivity and accountability. Makura and Zinyemba [26] found that
traditional managerial styles, particularly among older leaders, often equate being seen at the office with
working hard. Face-to-face interactions are also deeply valued for trust-building, negotiations, and
decision-making. This cultural preference can lead to scepticism toward remote work and resistance to
hybrid systems.

Zamtel’s experience with hybrid work reveals additional structural and cultural barriers. Departments
interpret hybrid work differently, resulting in inconsistent schedules, unequal access to remote days, and
ambiguity about expectations. Without standard guidelines, employees are unsure about eligibility,
accountability, or entitlements. This inconsistency undermines fairness, fosters resentment, and reduces
organizational alignment. A formalized hybrid policy with clear communication, eligibility criteria, and
role-based guidelines is essential to achieving consistency and transparency.

Technology access at Zamtel remains uneven. While some employees, particularly in IT, have access to
laptops, VPN systems, and data allowances, others—especially in non-technical roles—are left to use
personal devices or lack remote access entirely. The organization must prioritize investment in digital
infrastructure to ensure all departments can function effectively in a hybrid model [22].

Performance tracking mechanisms at Zamtel are underdeveloped. Many managers continue to rely on
visual supervision and informal assessments rather than objective, measurable outcomes. The absence of
digital task management platforms hinders remote accountability and creates perceptions of bias.
Employees report that those who are physically present often receive more recognition, even when remote
workers meet or exceed performance targets. Implementing tools like performance dashboards, digital
reporting systems, and SMART goals can improve accountability and transparency.

Finally, hybrid work at Zamtel has blurred work-life boundaries for many employees. This is especially
true for employees working from home without a designated office space. Gallup [25] found that
employees working remotely often struggle with disconnecting from work, especially when expectations
are vague or when managers frequently interrupt after hours. Organizations must set clear work-hour
boundaries, offer mental health support, and respect downtime to ensure hybrid work promotes rather than
harms well-being.

IV.METHODOLOGY
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A. Research Design

The study employed a concurrent mixed-methods approach within a descriptive case study design. This
design was selected to facilitate a comprehensive exploration of hybrid work practices within the singular,
bounded context of Zamtel. As Yin [27] asserts, a case study design is optimal for investigating a
contemporary phenomenon within its real-life context, particularly when the boundaries between the
phenomenon and context are not clearly evident. This approach allowed for an in-depth examination of
the “how” and “why” behind the implementation and outcomes of hybrid work at the organization.

The mixed-methods component involved the simultaneous collection and analysis of quantitative and
qualitative data. The quantitative strand provided broad, generalizable data on trends, perceptions, and
statistical relationships—for instance, measuring correlations between hybrid work arrangements and self-
reported productivity metrics. Concurrently, the qualitative strand offered rich, detailed insights into
personal experiences, managerial perspectives, and the nuanced contextual challenges that quantitative
data alone could not capture. This integration, as championed by Creswell and Plano Clark [28], enables
triangulation, providing a more complete and validated understanding of the research problem than either
method could alone.

B. Target Population and Sampling

The target population for this study consisted of all permanent employees of Zamtel who had been subject
to the company’s hybrid work policy for a minimum of six months prior to data collection. This included
employees across various functional departments such as Information Technology, Customer Service,
Human Resources, Finance, Marketing, and Network Operations. The population was stratified to
encompass different organizational hierarchies: senior management, middle management, team
supervisors, and non-supervisory staff.

A stratified random sampling technique was used for the quantitative component to ensure proportional
representation from each predefined departmental and hierarchical stratum within the target population.
This minimized sampling bias and increased the likelihood that the sample accurately reflected the
population’s composition [29]. For the qualitative component, a purposive sampling technique was
employed. Key informants were deliberately selected based on their specific knowledge and experience
relevant to the research questions. This group included Human Resources managers responsible for policy
formulation, departmental heads overseeing hybrid team performance, and a selection of employees
identified as having varied experiences (both positive and challenging) with the hybrid model.

For the quantitative survey, the sample size was determined using Krejcie and Morgan’s [30] sample size
table. Given an estimated target population of approximately 800 eligible employees across Lusaka
offices, a representative sample size of 260 respondents was calculated at a 95% confidence level with a
5% margin of error. This sample was proportionally allocated across the established strata. For the
qualitative interviews, the principle of data saturation guided the sample size. Interviews were conducted
until no new themes or insights emerged from subsequent conversations. This resulted in a final sample
of 15 in-depth interviews, which is considered sufficient for achieving thematic saturation in
organizational case study research [31].

C. Data Collection and Analysis

Data were collected through a mixed-methods approach utilizing both primary and secondary sources.
The primary quantitative data were gathered via a structured, self-administered questionnaire employing
a five-point Likert scale. This instrument was distributed electronically to the sampled employees and was
organized into thematic sections aligned with the study’s specific objectives: demographic profiles,
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experiences with different hybrid work models, self-reported perceptions of productivity (encompassing
focus, output quality, and efficiency), and scaled ratings of implementation challenges related to
technology, communication, managerial support, and equity. Concurrently, primary qualitative data were
collected through semi-structured interviews conducted either in person or virtually with a purposively
selected sample of key informants. Guided by a flexible interview protocol, these sessions explored
participants’ detailed narratives, lived experiences, and in-depth perceptions regarding the effectiveness,
daily realities, and contextual obstacles of Zamtel’s hybrid work model.

To complement and triangulate the primary data, secondary data were systematically reviewed. This
included an analysis of internal Zamtel documents such as official Human Resources policy manuals,
internal memoranda and communications pertaining to hybrid work, and available departmental
performance reports from the relevant period. This documentary analysis provided essential organizational
context, clarified the formal policy framework, and offered a benchmark against which to compare the
self-reported perceptions and experiences captured through the surveys and interviews, thereby enriching
the overall depth and validity of the dataset [28].

Data analysis followed a concurrent mixed-methods strategy. Quantitative data from the questionnaires
were cleaned, coded, and analysed using the Statistical Package for the Social Sciences (SPSS) version
26. The analysis employed descriptive statistics, including frequencies, percentages, means, and standard
deviations, to summarize the sample characteristics and profile general trends related to hybrid work
models and perceived productivity. Furthermore, inferential statistics, specifically Pearson’s correlation
analysis, were used to examine relationships between key variables, such as the association between the
level of hybrid work flexibility and employees’ self-reported productivity scores, while regression analysis
was utilized to identify significant predictors of productivity outcomes within the hybrid work context.
Qualitative data derived from the semi-structured interviews and open-ended survey responses were
analysed using thematic analysis, guided by the six-phase framework established by Braun and Clarke
[32]. This rigorous process involved familiarization with the data, generating initial codes, searching for
themes, reviewing potential themes, defining and naming the final themes, and producing the analytical
narrative. The use of NVivo software facilitated the systematic management, coding, and interrogation of
the textual data, ensuring a transparent and structured analytical process that captured the depth and nuance
of participants’ experiences and perspectives regarding the implementation and effectiveness of hybrid
work at Zamtel.

Methodological triangulation was a cornerstone of this study’s design to enhance credibility and validity.
Findings from the quantitative survey data were systematically compared and contrasted with themes
emerging from the qualitative interviews and insights from secondary document analysis. This
convergence of different data sources and methods allowed for cross-verification of results, providing a
more robust, nuanced, and comprehensive understanding of the hybrid work ecosystem at Zamtel than
any single method could achieve [33].

D. Limitations and Ethical Considerations

The study acknowledges several limitations. First, its design as a single organizational case study limits
the generalizability (external validity) of the findings to other contexts, though it provides deep contextual
insights relevant to Zamtel and similar enterprises. Second, the reliance on self-reported measures for
productivity is a potential limitation, as it may be subject to perception bias. While efforts were made to
triangulate with secondary performance data where available, objective productivity metrics were not fully
accessible. Third, the cross-sectional nature of the data provides a snapshot in time and cannot establish
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definitive causal relationships or track longitudinal changes. Finally, despite stratified sampling, there
remains a possibility of non-response bias if certain employee groups were less likely to participate.

The study adhered to strict ethical guidelines throughout. Prior to data collection, ethical approval was
secured from the relevant university ethics review board. All participants were provided with a detailed
information sheet explaining the study’s purpose, procedures, risks, and benefits, and written informed
consent was obtained. Participation was entirely voluntary, and participants retained the right to withdraw
at any time without penalty. Confidentiality and anonymity were guaranteed; all data were anonymized
during transcription and analysis, with identifying information removed from any published material.
Electronic data were stored on password-protected devices, and hard copies were kept in a locked cabinet,
accessible only to the research team, in compliance with data protection principles [34].

V. FINDINGS AND DISCUSSION
A. Demographic Profile of Respondents
Figure 2: Gender Distribution of Respondents

H Male

B Female

Source: Fieldwork, 2025
Figure 2 shows that the majority of respondents were male (60%), while females accounted for 40%. This
reflects Zamtel’s workforce composition, particularly in technical and operational roles. The gender
balance allows insights from both male and female perspectives on hybrid work experiences.

Figure 3: Age Distribution of Respondents

40%
25% 25%
0+

20-29 30-39 40-49 5

Source: Fieldwork, 2025
Most respondents (40%) were aged 3039, followed by 25% each in the 20-29 and 4049 brackets, and
10% aged 50+. This indicates a workforce primarily in early to mid-career stages, generally digitally
literate and adaptable to hybrid work arrangements.
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Figure 4: Departmental Representation of Respondents
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Source: Fieldwork, 2025
The ICT/IT department had the largest representation (35%) as it is central to hybrid work implementation.
Customer Service (25%) and Engineering (20%) follow, while HR and Administration accounted for 10%
each. This departmental spread provides insights across technical, operational, and administrative
functions.

Figure 5: Position Held by Respondents

M Junior Staff
W Supervisor

Manager

Source: Fieldwork, 2025
Half of the respondents were junior staff, 35% were supervisors, and 15% were managers. This hierarchy

allows the study to explore perceptions across varying levels of responsibility and decision-making
authority.

Figure 6: Length of Service at Zamtel
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|
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Source: Fieldwork, 2025
Most respondents (35%) had 1-3 years of service, followed by 30% with 46 years, 25% with 7+ years,
and 10% with less than one year. This reflects a workforce with a mix of institutional knowledge and fresh
perspectives on hybrid work experiences.

IJFMR260167706 Volume 8, Issue 1, January-February 2026 14



http://www.ijfmr.com/

i International Journal for Multidisciplinary Research (IJFMR)

IJFMR E-ISSN: 2582-2160 e Website: www.ijfmr.com e Email: editor@ijfmr.com

4.2 Prevalence of Rotational Hybrid Model
Figure 7: Distribution of Hybrid Work Models at Zamtel

40%
30%
20%
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Rotational Model Office-First Model ~ Remote-First Model Fully Flexible Model Other/Not Specified

Source: Fieldwork, 2025

The rotational hybrid model emerged as the most prevalent arrangement at Zamtel, utilized by 40% of the
surveyed employees. This model typically involves employees working on a fixed schedule that alternates
between remote and office-based work, such as specific days dedicated to each location. The high adoption
rate indicates Zamtel's institutional preference for structured flexibility, ensuring regular physical presence
while providing periodic remote work opportunities. This approach facilitates consistent team interactions
and maintains organizational rthythms while acknowledging the benefits of remote work, representing a
balanced compromise between traditional office requirements and modern workplace flexibility.

Figure 8: Office-First Model Characteristics

~

30%
70%

Workforce  Average Remote Office Presence Reported
Using Office- Work Days per Requirement Productivity
First Model Month Rating (1-10)

Source: Fieldwork, 2025

The office-first flexible model constituted the second most common arrangement, embraced by 30% of
Zamtel employees. This approach maintains the traditional office as the primary workspace while
permitting limited remote work days, typically 1-2 days per week. The significant implementation of this
model suggests that certain operational functions at Zamtel require substantial physical presence, whether
for equipment access, direct supervision, or spontaneous collaboration. The controlled flexibility allows
departments to preserve core office-based workflows while gradually integrating remote work benefits,
reflecting a transitional approach that moderates the shift from conventional to hybrid work arrangements
within the organization.
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Figure 9: Departmental Distribution of Remote-First Model
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Source: Fieldwork, 2025

The remote-first model was utilized by 20% of employees, with particularly strong representation in ICT
and administrative roles. This arrangement positions remote work as the default mode, with office
attendance required only for specific meetings or collaborative sessions. The concentration in technical
and administrative functions reflects the nature of these roles, where digital proficiency and task-based
work outputs enable effective remote performance. This distribution pattern demonstrates Zamtel's role-
based approach to hybrid work implementation, where the suitability for remote-first arrangements is
assessed according to job function requirements and the digital nature of work responsibilities.

Figure 10: Fully Flexible Model Implementation Patterns

MODERATE FLEXIBILITY | |
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Managerial Approval Required m Employee Percentage

Source: Fieldwork, 2025

Fully flexible models, granting employees autonomy to choose their work location daily based on
immediate needs, were the least common, representing only 8% of arrangements. This minimal adoption
indicates organizational caution regarding complete location flexibility, potentially due to concerns about
coordination challenges, accountability verification, or maintaining organizational culture. The selective
implementation suggests this model is reserved for specific senior roles or specialized positions where
demonstrated trust and output-based performance metrics justify the high degree of autonomy, reflecting
a measured approach to workplace flexibility at Zamtel.
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Figure 11: Monthly Remote Workday Distribution
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The analysis of remote work frequency revealed that 65% of employees work remotely between 5-14 days
per month, equivalent to approximately 1-3 days per week. This distribution demonstrates significant
variation in hybrid work implementation across Zamtel, with departments tailoring remote schedules to
operational requirements. The middle range predominance indicates a balanced approach that avoids both
minimal remote work and near-complete remoteness.
The predominance of the rotational model at Zamtel indicates a preference for a structured approach that
balances remote work with necessary in-office collaboration. This aligns with global trends where
organizations seek to maintain cultural cohesion and team dynamics (Microsoft, 2022). The significant
use of office-first models suggests that certain functions at Zamtel still heavily rely on physical presence.
The lower adoption of fully flexible models highlights a cautious approach, potentially due to managerial
preferences for structure or concerns about accountability, reflecting the challenges of transitioning to a
trust-based culture as suggested by Organizational Change Theory (Kotter, 1996).
Discussion: The predominance of the rotational model at Zamtel indicates a preference for a structured
approach that balances remote work with necessary in-office collaboration. This aligns with global trends
where organizations seek to maintain cultural cohesion and team dynamics [35]. The significant use of
office-first models suggests that certain functions at Zamtel still heavily rely on physical presence,
possibly for supervision or access to specialized equipment. The lower adoption of fully flexible models
highlights a cautious approach, potentially due to managerial preferences for structure or concerns about
accountability, reflecting the challenges of transitioning to a trust-based culture as suggested by
Organizational Change Theory [11].

4.3 Effectiveness of Hybrid Work on Productivity
Figure 12: Employee Perception of Productivity Changes

Strongly Agree Neutral Disagree Strongly
Agree Disagree

Source: Fieldwork, 2025
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A significant majority of respondents (70%) agreed or strongly agreed that hybrid work arrangements
increased their overall productivity. This positive perception spans across various departments and
position levels, indicating widespread recognition of productivity benefits. Employees attributed this
improvement to reduced commute times, fewer workplace interruptions, and the ability to work during
their most productive hours. The consistent positive response across different demographic groups
suggests that the productivity benefits of hybrid work are broadly experienced within the organization,
though the 15% neutral and 15% negative responses indicate that the model does not uniformly benefit all
employees or roles equally.

Figure 13: Time Management Effectiveness Under Hybrid Work
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Source: Fieldwork, 2025

An overwhelming 80% of respondents reported that hybrid work improved their ability to manage time
and meet deadlines effectively. This improvement manifests through better task organization, reduced
unproductive time typically spent in unscheduled meetings or casual workplace interactions, and increased
control over daily schedules. Employees highlighted the ability to align work tasks with personal energy
levels and the elimination of commute time as significant factors contributing to more efficient time
utilization. The high percentage suggests that hybrid work provides structural advantages for personal
time management that translate into improved work efficiency and deadline adherence.

Figure 14: Improved Output Quality
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Source: Fieldwork, 2025
Seventy-one percent of employees perceived an improvement in the quality of their output and service
delivery under hybrid work arrangements. This quality enhancement was particularly noted in tasks
requiring deep concentration, complex analysis, and independent work. Respondents reported that the
reduced office distractions and ability to create customized work environments contributed to more
meticulous work production. The quality improvement was most pronounced in roles involving report
writing, data analysis, and strategic planning, where uninterrupted focus time significantly impacts output
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quality. This suggests that hybrid work particularly benefits quality-focused tasks that require sustained
attention.

Figure 15: Collaboration Effectiveness Ratings
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Source: Fieldwork, 2025

Collaboration effectiveness showed divided results, with only 50% of respondents agreeing it remained
effective in hybrid settings, while 25% were neutral and 25% disagreed. The challenges primarily involved
reduced spontaneous interactions, delayed decision-making processes, and difficulties in maintaining team
cohesion. Departments requiring frequent cross-functional coordination and rapid problem-solving
reported the most significant collaboration challenges. The even split in perceptions indicates that while
digital tools enable basic collaboration, they may not adequately replace the richness of in-person
interactions for all types of collaborative work, particularly those requiring brainstorming and relationship-
building.

Figure 16: Factors Contributing to Productivity Improvement
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Source: Fieldwork, 2025
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Employees identified reduced commute time, fewer office distractions, and greater autonomy as the
primary factors enhancing their individual focus and task completion. The elimination of daily commuting
saved an average of 1.5 hours per day, which employees redirected toward work tasks or personal well-
being. Reduced office interruptions enabled deeper concentration on complex tasks, while increased
autonomy allowed employees to develop personalized work methods that optimized their individual
strengths. These factors collectively created an environment conducive to focused work, particularly for
tasks requiring sustained mental effort and minimal interruptions.

&
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The strong positive perception of productivity aligns with the JD-R Model; the hybrid model appears to
provide key job resources like autonomy and flexibility, which help employees manage job demands more
effectively, leading to higher motivation and output (Bakker & Demerouti, 2017). The significant
improvement in time management and output quality supports findings by Barrero et al. (2021) on the
benefits of focused remote work. However, the mixed results on collaboration highlight a critical
challenge. This can be explained by a potential deficit in the "social support" resource (JD-R Model) and
possibly lower-than-optimal acceptance or effectiveness of digital collaboration tools (TAM), leading to
feelings of isolation and coordination difficulties.

Discussion: The strong positive perception of productivity aligns with the JD-R Model; the hybrid model
appears to provide key job resources like autonomy and flexibility, which help employees manage job
demands more effectively, leading to higher motivation and output [36]. The significant improvement in
time management and output quality supports findings by Barrero et al. [3] on the benefits of focused
remote work. However, the mixed results on collaboration highlight a critical challenge. This can be
explained by a potential deficit in the “social support” resource (JD-R Model) and possibly lower-than-
optimal acceptance or effectiveness of digital collaboration tools (TAM), leading to feelings of isolation
and coordination difficulties.

4.4 Challenges Faced in Hybrid Work
Figure 17: Technical Challenges in Hybrid Work
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Source: Fieldwork, 2025
Fifty-five percent of employees reported facing technical difficulties while working remotely, with
unstable internet connectivity being the most frequently cited challenge. These technical issues caused
work disruptions, delayed task completion, and increased frustration among employees. The problems
were particularly acute for roles requiring consistent online presence and large file transfers. While Zamtel
provides basic technical support, employees noted response times could be slow during peak periods, and
solutions were not always immediately available. The persistence of these technical challenges indicates
that the organization's IT infrastructure and support systems require strengthening to fully support hybrid
work requirements.
Figure 18: Isolation Experiences by Department
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Source: Fieldwork, 2025
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Forty-seven percent of respondents experienced feelings of isolation and disconnection from their teams
while working remotely. This emotional and professional separation manifested as reduced informal
learning opportunities, weakened team bonds, and decreased organizational identification. The isolation
was particularly challenging for newer employees who had limited opportunities to build strong
relationships with colleagues and understand organizational culture. This suggests that remote work, may
compromise the social fabric that supports employee engagement and organizational loyalty.

Figure 19: Work-Life Balance Challenges
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Source: Fieldwork, 2025
Forty-seven percent of employees found it challenging to maintain clear boundaries between work and
personal life. The physical integration of workspace into home environments led to tendencies to work
longer hours, difficulty mentally disconnecting from work tasks, and interruptions from family
responsibilities during work hours. This blurring of boundaries resulted in increased stress and potential
burnout risks, indicating a need for better organizational guidelines and personal strategies for managing
work-life integration in hybrid arrangements.

Figure 20: Communication Effectiveness with Supervisors
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Source: Fieldwork, 2025

Communication with supervisors was inconsistent, with 30% of employees reporting unclear instructions
and delayed feedback. This communication gap created uncertainty about priorities, delayed decision-
making, and reduced sense of direction for remote workers. Some managers maintained regular check-ins
and clear communication protocols, while others struggled to adapt their management style to hybrid
environments. The inconsistency suggests a need for standardized communication practices and manager
training specifically focused on leading hybrid teams effectively, ensuring all employees receive
consistent guidance and support regardless of their work location.
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Figure 21: Digital Readiness Across Departments
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Source: Fieldwork, 2025

A significant disparity exists in digital tool proficiency and access to IT support across different
departments. Technical departments demonstrated high comfort levels with digital collaboration tools,
while administrative and customer-facing roles showed moderate proficiency. Similarly, IT support
responsiveness varied, with technical departments receiving quicker and more effective support. This
digital divide creates inequities in hybrid work experiences and potentially impacts productivity and
inclusion. The findings highlight the need for targeted digital literacy training and equitable IT support
distribution to ensure all employees can thrive in hybrid work environments.

Discussion: The technical challenges represent a significant “job demand” that can lead to strain and
hinder productivity, as per the JD-R Model. This is exacerbated in the Zambian context where
infrastructure can be unreliable. The feelings of isolation point to a lack of “social resources,” which are
crucial for mental well-being and collaborative productivity. The work-life boundary issue is a well-
documented downside of remote work [24] and indicates a need for better organizational guidelines and
personal discipline. The inconsistent managerial communication and support directly relate to
Organizational Change Theory, highlighting that managers themselves may not have been fully equipped
or “unfrozen” from traditional supervision styles to lead effectively in a hybrid environment [11]. The
digital disparity underscores the equity issue within the hybrid framework.

VI. CONCLUSION AND RECOMMENDATIONS

A. Conclusion

The efficacy of hybrid work models at Zamtel is fundamentally affirmed by this investigation, revealing
a net positive influence on employee productivity through enhanced autonomy and flexibility. This
structured approach, predominantly rotational in nature, has successfully facilitated a more deliberate and
focused work environment for a significant proportion of the workforce. Employees have demonstrated
an improved capacity for managing their time and responsibilities, leading to discernible gains in the
quality and consistency of their output. The model thus serves as a viable architectural framework for
modernizing organizational work practices.

Nonetheless, the implementation of this paradigm is critically mediated by the persistent challenge of
technological infrastructure. This infrastructural deficit introduces a significant friction point, disrupting
workflow continuity and imposing a cognitive burden on employees as they navigate intermittent access
to essential digital resources. Such technical impediments act as a countervailing force to the potential
productivity gains, underscoring that digital fluency is predicated on robust and accessible technological
foundations. The resolution of these issues is therefore not peripheral but central to the model’s operational
integrity.
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A parallel set of challenges emerges from the human and psychosocial dimensions of hybrid work, where
feelings of isolation and the erosion of work-life boundaries present considerable concerns. The physical
separation from the collective office environment, while beneficial for focused work, can attenuate the
informal social interactions that foster a sense of belonging and organizational cohesion. Furthermore, the
blurring of spatial and temporal boundaries between professional and personal domains poses a risk of
employee burnout. These factors highlight the necessity for intentionally designed support mechanisms
that address employee well-being holistically.
The role of management and leadership within this new context is revealed as a pivotal determinant of
success, with inconsistencies in support and communication presenting a notable hurdle. The transition to
hybrid work necessitates a parallel evolution in managerial practices, moving from traditional oversight
based on physical presence to leadership anchored in clear outcomes and empowered trust. Some
managers appear entrenched in legacy models of supervision, this adaptation gap suggests a need for
comprehensive retraining and a redefinition of managerial excellence focused on fostering connectivity
and accountability irrespective of location.

Underpinning these observations is the theoretical lens of the Job Demands-Resources model, which

provides a robust framework for interpreting the findings. The hybrid model successfully augments key

job resources, such as autonomy and flexibility, which employees leverage to meet their job demands
more effectively, thereby enhancing motivation and performance. Conversely, the identified challenges,
including technical issues and social isolation, represent escalated job demands that can deplete an

employee’s cognitive and emotional resources. The model’s ultimate productivity outcome is therefore a

net result of this dynamic equilibrium between the resources provided and the demands imposed by the

new work structure.

Furthermore, the process of implementing hybrid work can be conceptualized through the principles of

Organizational Change Theory, which emphasizes the necessity of unsettling existing mind-sets and

practices. The persistence of pre-digital managerial styles and a cautious approach to flexibility indicate

that the organization may not have fully navigated the “unfreezing” stage of change. A more profound
cultural shift is required, one that moves from a culture of surveillance to one of trust-based accountability
and embraces digital collaboration as a core competency

B. Recommendations

Based on the conclusions, the following recommendations are proposed for Zamtel:

1. Prioritize the upgrade of remote access systems and provide company-sponsored internet stipends or
solutions to eliminate connectivity barriers. Formulate and disseminate a clear, organization-wide
policy that defines eligibility, communication protocols, and performance metrics based on outputs.

2. Launch a mandatory training program for all people managers focused on digital leadership, remote
team engagement, and results-based performance management. Concurrently, offer training for
employees to advance their digital tool proficiency, time management, and self-directed work
strategies.

3. Proactively schedule regular mandatory team meetings with dedicated social interaction time.
Organize a mix of virtual and occasional in-person social events and create digital channels for
informal communication to strengthen social bonds and combat isolation.

4. Implement a system of regular pulse surveys and structured feedback channels focused on the hybrid
work experience. Create a cross-functional governance body with representatives from HR, IT,
Facilities, and business units for ongoing oversight and strategic refinement of the hybrid model.
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5. Develop clear guidelines to guarantee that remote and in-office employees have equal access to
development opportunities and advancement pathways. Train performance review committees to
mitigate proximity bias and structure mentorship programs for inclusivity.
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