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Flexible and hybrid working practices in 2025

Introduction

More than a year on from the implementation of the UK Employment Relations
(Flexible Working) Act 2023, this report explores the current state of flexible and
hybrid working practices from both an employer and employee perspective. It builds
on previous CIPD survey findings, providing the latest insights on flexible and hybrid
working practices and the wider impact on performance, employee engagement,
wellbeing, organisational culture, and equality, diversity and inclusion.

Employers and people professionals are grappling with a particularly challenging
climate - including rising National Insurance Contributions and increases in the
National Living Wage, while also preparing for future changes in employment
regulation that include the potential strengthening of flexible working provisions.
There are also growing global uncertainties that organisations have to contend with.

Our spring Labour Market Outlook data finds that as some of these measures are
being brought in, business confidence continues to fall. The net employment
balance (the difference between the number of employers planning to increase
their workforce and those planning to decrease it) has fallen to +8, its lowest
level on record outside of the pandemic. However, despite overall reductions in
vacancies and recruitment intentions, organisations continue to grapple with
hard-to-fill vacancies in key areas and will increasingly need to focus efforts on
retention.

Our findings suggest that flexible working is pivotal to the attraction and retention
of talent. Flexible working remains important to employees and has a positive
impact on their quality of life. In fact, around 1.1 million employees say they have
left a job in the last year due to a lack of flexible working, and this is particularly
the case for younger employees. At a time of substantial economic inactivity and
a UK Government focus on this area through the Get Britain Working and Keep
Britain Working reviews, it is worth emphasising that flexible working can help to
support people facing a range of circumstances into, and to remain in, work.

According to our employer survey, hybrid working practices remain
commonplace, with around three-quarters having some kind of provision.
Some of the wider advantages of hybrid working reported by employers include
attraction and retention of a broader, more diverse talent pool, increased
employee wellbeing, a positive impact on the environment, and business
resilience. But there are also key challenges to be navigated, particularly the
ability of managers to lead teams effectively, the connection of employees to
organisational purpose and the impact on organisation culture.

While media headlines have been dominated by announcements of ‘return

to office’ mandates, we find that just over one in 10 say their organisation is
looking to either introduce or mandate further returns to the office in the next
12 months. However, half of organisations that offer hybrid working have put
in place incentives to encourage employees to be in the workplace more often,
and more than half of employees believe there is pressure to spend more time
in the physical workspace. Overall, perceptions of organisation productivity and
efficlency have remained positive for those experiencing an increase in home/
hybrid working.
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Access to flexible working is not equal. Most organisations provide some kind of
flexible working arrangements, but a quarter believe senior employees are more
likely to work flexibly than more junior staff. Employees also point to an unmet
demand for certain types of flexible working. A continued focus is also needed on
flexibility for those in frontline and non-remote roles — around three in five say
they provide some kind of flexibility to this group, with flexibility in scheduling
shifts and flexibility in start and finish times most frequently provided.

Around a fifth say their organisations are more likely to grant flexible working
requests, following the Employment Relations (Flexible Working) Act 2023 and
the day one right to request flexible working. Employers are also more likely

to say the legislation has had a positive rather than negative impact for both
their employees and their organisation. If the legislation is strengthened in the
Employment Rights Bill, more than a third also expect an increase in the number
of flexible working requests their organisation accepts.

You can find background information on the surveys on page 31.

Implications and
recommendations

For organisations

1 Prepare for any strengthening of the existing Employment Relations (Flexible
Working) Act 2023. The new proposal in the Employment Rights Bill means
employers (where appropriate) must assume and accommodate flexible
working from day one (apart from when it is not reasonably feasible). Any
refusal of a flexible working request must be reasonable, but the eight business
reasons listed in legislation will remain the same. Practical steps that can be
taken ahead of potential changes in this area include:

e updating policies and processes on responding to flexible working requests

 revising recruitment processes to reflect earlier conversations about flexible
opportunities

e providing training and support for line managers in managing flexible workers.

2 Raise awareness of different forms of flexible working, such as compressed
hours and job-sharing, and explore how they can be effective in roles that have
traditionally been seen as non-flexible.

3 Develop mutual trust between line managers/senior management and
employees in flexible working arrangements. Support these arrangements with
appropriate people management systems and processes.

4 Consult and collaborate with employees when designing hybrid working
practices. Develop clear and transparent policies and principles about eligibility
for — and access to — hybrid working, and establish systems to monitor
decision-making and access. Develop ways of creating a stronger connection
between employees and organisation purpose and culture (as this tends to
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be most impacted by hybrid working). Consider ways of creating an attractive
workspace offering and access to financial support and flexibility to support
commuting costs such as season ticket loans, cycle-to-work schemes and
subsidised travel. Continue to review, adapt and improve approaches.

5 Provide training to managers on how to manage flexible and hybrid teams
effectively and fairly and give support around performance management,
remote communication, collaboration and relationship-building, and employee
development and progression.

For policy-makers

1 Provide guidance and support to organisations on any strengthening (through
the Employment Rights Bill) of the Employment Relations (Flexible Working)
Act 2023.

2 Reconvene the Flexible Working Taskforce or incorporate a focus on
flexible working as part of a broader workforce commission, to share good
practice examples on hybrid and broader flexible working for different-sized
organisations and sectors.

3 Work with organisations (such as the CIPD) on myth-busting around flexible
working to dispel the notion that it cannot work for certain employees or job
roles that are traditionally not considered flexible.

4 Establish a flexible working challenge fund for businesses with non-office and
frontline workers to trial and promote different forms of flexible working and
their benefits for business and employees.

5 Highlight, through guidance, the organisational factors that support better
adoption and performance of home and hybrid working, such as training for
line managers and effective inductions, and ensure that organisations have
well-communicated health and safety policies that cover remote working.

Employer perspectives

Availability of flexible working

 When it comes to flexible working arrangements, the vast majority of
organisations (91%) offer some kind of arrangement, with the most common
on offer being:

— working from home/remotely on a regular or ad hoc basis (58%)
— part-time hours (55%)
— informal flexibility (43%).

» These findings are broadly reflective of a similar CIPD 2023 survey. However,
as Figure 1 illustrates, there are a wide variety of arrangements offered, and
these vary by sector.

» Interestingly, 28% offer some kind of four-day week, with the most common
being compressed hours (with employees completing their regular weekly
hours over fewer days).

Employer perspectives
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Figure 1: Which flexible working arrangements, if any, does your organisation currently offer? (%)

Working from home remotely on a
regular and/or ad hoc basis

Part-time hours

Informal flexibility (ie the ability to change hours or
location on an as-needed basis informally agreed with
your line manager)

Flexi-time (ie a system of working a set number of
hours with the starting and finishing times chosen
within agreed limits by the employee)

Home/remote working (always working from home)

Career breaks

Job-sharing

Four-day week (compressed hours, ie employees
complete their regular weekly hours over fewer days)

Term-time working

Zero-hours contracts (ie no guaranteed minimum
working hours)

Annualised hours (ie a set number of
contracted hours in a year)

Nine-day fortnight

Four-day week (35 hours or less on same pay)

Four-day week (32 hours or less on same pay)

Not applicable, my organisation does not offer any
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Other

Don't know
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Three-fifths believe advertising a role’s flexibility is important for attraction

Some 61% of organisations believe it is important to provide flexible working as
an option when advertising jobs, as a means of attracting staff and addressing
skills or labour shortages.

Employers in the public (72%) and voluntary (73%) sectors are significantly
more likely to say this than those from the private (57%) sector. And larger
organisations of 250+ employees (71%) are also more likely to say this
than those working in small and medium-sized enterprises (SMEs) (2-249
employees) (48%).

More than half say that all or most employees are able to work flexibly

Over half (58%) of respondents say that all (26%) or most (33%) employees
are able to work flexibly in their organisation. But that leaves two-fifths (40%)
who say that just some (28%) or only a few (12%) employees are able to work
flexibly. This could potentially cause divisions and perceptions of unfairness
across workforces.

SMEs are most likely to say that all/most (65%) employees are able to work
flexibly, compared with larger organisations (53%), as are those from the
voluntary sector (67%), compared with the private (587%) and public (55%) sectors.

Figure 2: Employees who are able to work flexibly (%)

12 2

28
B Al employees
I Most employees
Some employees
Few employees
Don't know
Base: n=1,853.

Figure 3: All or most employees are able to work flexibly (%)

SMEs (2-249)
Larger organisations (250+) 53
Voluntary sector 67
Private sector 58

Public sector 55
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Base: SMEs (n=1,090); 250+ (n=763); private sector (n=1,311); public sector (n=337); voluntary sector (n=205).
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Most believe that seniority doesn't affect ability to work flexibly in
their organisation

» Over three-fifths of organisations (63%) believe that seniority doesn't affect
the ability to work flexibly in their organisation.

» However, a quarter (24%) say that senior employees are more likely to be
able to work flexibly than more junior employees. Younger respondents
(18-34: 45%) are more likely to say this than any other age group. Those in
the private sector (27%) are also more likely to say this compared with the
public (16%) and voluntary (17%) sectors.

e On the other hand, almost one in 10 (9%) say junior employees are more
likely to be able to work flexibly than senior employees, and this is more
likely in the public sector (16%) compared with the private (8%) and
voluntary (5%) sectors.

Figure 4: Senior employees are more likely to be able to work more flexibly than more junior
employees (%)

633

B Yes - senior employees are more likely to be able to
than more junior employees

I Yes - junior employees are more likely to be able to
than senior employees

No - seniority doesn't affect the ability to work flexibly

Don't know

Net: Yes=34%
Base: n=1,853.

To ensure greater fairness in access to flexible working, it could be helpful to
map out what different types of flexible working might be possible for different
roles across organisations. While in many cases it might not be possible to
offer the same types of flexibility, it is important to work towards some kind of
parity of opportunity for flexibility and to explore alternatives that might work
(see also Flexibility for frontline workers'’).

Around a fifth plan to take steps to increase wider forms of flexible
working

Almost a fifth (19%) say their organisation will be taking steps over the
next 12 months to increase the provision/uptake of wider forms of flexible
working, besides home and hybrid working. This is broadly reflective of a
similar CIPD 2023 survey.

The top reasons for increasing flexible working are to:

e improve an organisation’s ability to attract and retain staff (64%)
» support employee work-life balance (62%)

Employer perspectives
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» support staff motivation/productivity (56%)
» support employees’ mental health and wellbeing (55%).

The top reasons for why employers are not planning to increase the
availability and uptake of wider forms of flexible working are:

» they already have sufficient flexible working arrangements in place (28%)

» some of the jobs in the organisation require specific hours, and flexible
hours would be perceived as unfair if not available to all (24%)

e not a business priority right now, given the challenges facing the
organisation (23%)

» concerns that an increase in flexible working will reduce productivity (20%).

Flexibility for frontline workers

» Importantly, we also explored the prevalence and type of flexibility afforded
to workers in frontline roles that are unable to work from home or remotely.
This includes frontline roles in a range of sectors, such as education,
healthcare, transport, hospitality, retail, manufacturing and construction.

e Three in five (59%) offer some kind of flexibility, with the most popular forms
being: the ability to swap shifts with colleagues (35%); flexibility in start and
finish times (32%); and flexibility in scheduling shifts/rotas (32%). A fifth (20%)
also offer the option of buying and selling holidays.

» These responses are broadly comparable with our similar survey in 2023.

Figure 5: Flexibility for frontline workers (%)

Ability to swap shifts with colleagues 35
Flexibility in start and finish times 32
Flexibility in scheduling of shifts/rotas 32
Ability to buy and sell holidays 20
Other 1

None - the nature of the role means we aren't
able to provide flexibility

Don't know 4

Base: all employers (n=2,050).

According to evidence from Timewise, the gap between desk-based and
frontline workers is widening when it comes to having control over working
hours and patterns. Since 2019, 1.3 million more people in higher-paid desk-
based jobs gained access to flexible working hours, while the number of shift-
based workers with access to flexible working hours saw no growth at all.

Employer perspectives
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Impact of the Employment Relations (Flexible Working) Act 2023 and
the day one right to request flexible working

» Almost a fifth (18%) of organisations have experienced an increase in flexible
working requests since the introduction of the day one right to request flexible
working, with those in the public (21%) sector most likely to say this compared
with the private (17%) and voluntary (12%) sectors. Almost half (45%), though,
say the levels of requests have remained the same.

» While these flexible working requests have tended to be for hybrid working and
part-time hours, it is also interesting to see quite a wide variety of requested
arrangements, including requests for compressed hours, job-shares and term-
time working. Requests for part-time working are more common in the public
sector, as are requests for compressed hours, job-shares and term-time working.

Figure 6: Flexible working requests (%)

Hybrid working (ie a combination of working from 49
home/remotely and in the workplace) 45

Part-time hours

. . 35
Compressed hours ie employees complete their |

56

regular weekly hours over fewer days) - 43
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8
Job-shares (ie multiple employees voluntarily = 18
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E—
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1 .
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Base: all employers who recall requests for flexible working (n=1,283); private sector (n=907); public sector (n=236);
voluntary sector (n=140).

Around a fifth are more likely to grant requests compared with before
the legislation change

» Around a fifth (22%) say their organisations are more likely to grant flexible working
requests following the April 2024 legislation change, with a small proportion (8%)
saying they are less likely to. However, for most (71%), this has remained the same.
Use our flowcharts to respond to and manage flexible working requests.

» Organisations are more likely to say the change in legislation has led to a
positive rather than negative impact for their employees (37% positive, 4%
negative) and for their organisation (20% positive, 12% negative). However, at
least half suggest it has had neither a positive nor negative impact for either
employees or the organisation.

Employer perspectives
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Figure 7: Impact of change of legislation

For employees (%) For your organisation (%)

9 10

M Positive impact

[ Neither positive
nor negative impact

Negative impact

Don't know

Base: all employers (n=2,050).

» In terms of the positive impact of the legislation, organisations cite improved

employee motivation, greater employer and employee dialogue around
flexible working, and the fact it has encouraged the organisation to develop
a wider range of flexible working practices. Organisations also feel it has
improved the retention of new staff and employee loyalty and commitment
to the organisation. Those in the private sector are more likely than those
in the public sector to point to improved employee motivation (51% v 39%),
improved retention of new staff (45% v 34%) and improved loyalty and
commitment to the organisation (44% v 32%).

Figure 8: Positive impact of the legislation (%)

49
It has improved employee motivation 39 51
54
46
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It has encouraged the organisation to develop a 44213
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41
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commitment to the organisation 32 -

. ) 36

It has improved relations between 37
managers and staff 2o 36
” B Al employers
It has led to an increase in the number of flexible 25 .
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Base: all employers reporting a positive impact (n=708); private sector (n=515); public sector (n=129); voluntary sector (n=64).
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For the smaller number of organisations that felt the legislation had resulted in a
negative impact, they cited:

 creation of conflict, where requests cannot be agreed (56%)

» damage to employee morale, where some requests cannot be agreed (44%)

» damage to employee relations, where some requests are approved and some
are not (34%).

Three-fifths are aware that the government is proposing to strengthen
legislation

» Before this survey, more than three-fifths (64%) were aware that the government
is planning on strengthening the Employment Relations (Flexible Working) Act
2023 through the Employment Rights Bill. This means that any refusal of a flexible
working request must be reasonable, but that the eight business reasons listed in
legislation will remain the same. It is also proposed that an employer must explain
In writing the reason for any refusal and why their refusal is considered reasonable.

» While this shows positive awareness, it still leaves over a third (36%) who were
unaware of this proposal. With around 28 provisions and potentially many further
amends to the Employment Rights Bill, the government will need to do more
to clearly communicate these changes, phase the implementation and properly
support organisations, particularly SMEs.

o Awareness is lower in SMEs (2-249), with 41% saying they were unaware of this
proposed change (compared with 33% in 250+ organisations).

More than a third expect a further increase in accepted flexible working
requests

« If the legislation is strengthened in the Employment Rights Bill, more than a
third (36%) expect an increase in the number of flexible working requests their
organisation accepts. Just 1% expect a decrease in accepted requests.

» Organisations in the private (37%) and public (37%) sectors are more likely to
indicate they expect an increase in the number of accepted requests compared
with the voluntary sector (25%), as are larger organisations of 250+ employees
(42%) (compared with 26% in SMEs (2—-249)).

Figure 9: Organisations’ expectations of a further increase in accepted flexible working requests (%)

Increase a lot 8
Increase a bit 27
About the same 52
Decrease a bit
Decrease a lot

Don't know

Net: Increase 36

Net: Decrease 1

0 5 10 15 20 25 30 35 40 45 50 55

Base: all employers who offer flexible working (n=1,853).
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This could suggest that the potential strengthening of legislation is likely to
increase access and uptake of flexible working arrangements across organisations,
although attention still needs to be paid to ensuring parity of opportunity around
flexible working — given this report’s findings around current availability by
proportion of workforce and seniority.

Support for carers

With a substantial number of unpaid carers in work, we also explored the impact of
the Carer’s Leave Act 2023 and wider support available to working carers:

» Over half (52%) of organisations have a policy or procedure for employees to
request carer’s leave, while 29% don't and 19% don't know. This is despite the
Carer’'s Leave Act 2023 introducing a right to a week unpaid leave for employed
informal carers in Great Britain from April 2024.

 Public sector organisations (75%) are more likely to have a policy or procedure
in place than those in the private (46%) and voluntary (59%) sectors, as are those
from larger organisations of 250+ (67%) (compared with 33% in SMEs).

e Since the introduction of the Carer’s Leave Act 2023 in April 2024, just 15%
say they have seen an increase in requests for time off to manage caring
responsibilities, raising questions about employee awareness or affordability
of the unpaid leave. Requests are more likely in the private (16%) and public
(14%) sectors compared with the voluntary sector (6%), and within larger
organisations of 250+ employees (20%).

» The CIPD, along with other organisations, including Carers UK and the Centre for
Care, have called for the existing carer’s leave provision of five days to become
paid leave. From an affordability perspective, we know that working carers often
have to reduce their hours to enable them to fulfil their caring responsibilities
and that many have had to remortgage or take out loans to cover the cost of the
care they provide (Carers Week report, 2025). Our own research with Sheffield
University also shows that carers overwhelmingly point to paid leave as the most
helpful way of supporting them with their caring responsibilities.

Figure 10: Increase in requests for time off to manage caring responsibilities, following Carer’s
Leave Act (%)
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——  o—
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Base: all employers (n=2,050); private sector (n=343); public sector (n=210); voluntary sector (1,258); 2-249 (n=792); 250+ (n=1,497).
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» The most popular forms of support for carers include flexible working, paid

leave and access to in-work support (such as occupational health or carers'’
networks). Other popular provisions are signposting to external support,
granting unpaid leave longer than a week, and unpaid leave of up to a week
(in line with the Carer’'s Leave Act 2023).

» Organisations in the public and voluntary sectors are more likely than those

in the private sector to offer most forms of support shown in Figure 11,
other than carer passports, which respondents in the voluntary sector are
less likely to provide. Those in larger organisations are also more likely to
offer all of the support forms compared with those in SMEs.

Figure 11: Available support for carers (%)

51
E—

Paid leave 31

36
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40
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47
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Base: all employers (n=1,429); private sector (n=974); public sector (n=289); voluntary sector (166).

* When it comes to the support most requested by carers or carers’ networks,

flexible working (41%), paid leave (25%) and access to in-work support (25%)
are the most popular provisions.

e In terms of support provided to line managers, respondents are most

likely to say they provide guidance on supporting employees with caring
responsibilities (35%), they signpost to specialist support for managers
(28%) and they provide manager training to support employees with caring
responsibilities (24%).

Employer perspectives
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Hybrid working
Approaches to hybrid

» 74% of organisations have hybrid working in place. This has reduced slightly
from 847% reported in a similar CIPD survey in 2023 and 77% in 2022.

o 42% of organisations have a formal policy, while 23% have an informal
approach where arrangements are made between managers and
employees. A further 9% are developing their approach and policies through
testing and learning.

e Public (51%) and voluntary (51%) sector organisations are more likely than
those in the private sector (39%) to have a formal policy in place, as are
larger organisations (54%) compared with SMEs (26%).

Figure 12: Approach to hybrid working (%)
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Base: all employers (n=2,050); private sector (n=1,497); public sector (n=343); voluntary sector (n=210).

Time spent in the workplace

e More than two-fifths (65%) of organisations require employees to be in the
workplace a minimum number of days per week/month.

e This requirement has increased from our survey findings in 2023, when 52%
required hybrid working employees to be in the workplace for a minimum
number of days in the working week/month.

e This requirement is more likely in larger organisations, while those in the
voluntary sector (43%) are more likely than those in the private (31%) and
public (29%) sector not to have a minimum office attendance requirement.

14 Employer perspectives
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Figure 13: Minimum number of days per week employees are required in the workplace (%)
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Base: n=1,522.

e For those that require employees to be in the workplace for a minimum
number of days per week, the most common requirement is three days
(48%), followed by two days (32%), four days (14%) and one day (8%).

e For those that require employees to be in the workplace for a minimum
number of days per month, the most common requirement is five to 10
days (26%), followed by just one to four days (18%) and 11 to 15 days (16%).

Mandatory workplace plans

e Overall, 14% of all employers that allow hybrid working are planning
to either introduce or increase the number of mandatory days in the
workplace over the next 12 months.

e 10% of all employers who allow hybrid working and don't currently have
mandatory days plan to introduce mandatory office days over the next 12
months. This is more likely in the public (12%) and private (11%) sectors, than
in the voluntary sector (1%).

o 13% of all employers who allow hybrid working and already mandate days
plan to increase the number of mandatory days employees are required to
be in the workplace over the next 12 months.

Implications and recommendations

» There is no one-size-fits-all model. Every organisation should decide what
approach works for them, ensuring that any flexibility provided to staff does
not undermine the needs of the business.

» Organisations in different sectors will face different challenges and will need
to adapt their flexible working and hybrid working policies accordingly.
However, it is important that any decisions made around ‘return to office’
approaches are based on evidence and a clear rationale is communicated
to employees for the approach taken. Organisations should look to put in
place ways of tracking the impact of different ways of working on a range
of areas, including attraction, retention, performance, job satisfaction, health
and wellbeing, and collaboration.
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It is worth noting that much of the latest international evidence suggests
that mandated returns to the office may not be effective in supporting
better business or employee outcomes — they can lead to the exit of
employees, particularly more experienced employees, and a reduction in
positive employee sentiment. Research by King's Business School also shows
that the proportion of workers saying they would look for a new job with
homeworking opportunities if their employer imposed a return to office’
mandate increased between early 2022 and the second quarter of 2024.

If implementing such approaches, organisations should prioritise a clear
rationale and communication, flexibility and a positive workplace experience,
focusing on ways of boosting collaboration and workplace learning.

Respondents are split on whether there is pressure for employees to
spend more time in the workplace

Almost two-fifths (38%) of employers say there is a great deal/fair amount
of pressure for employees to spend more time in the physical workspace,

while a similar proportion (40%) say there is not very much pressure or no
pressure.

As we will discuss in more detalil later in the report, employees themselves
are more likely to report (53%) a great deal/fair amount of pressure to spend
more time in the physical workspace.

Pressure is higher, as you might expect, for those in larger organisations
(250+ employees), who are more likely to report experiencing a great deal
or fair amount of pressure compared with those in SMEs (2-249) (48% v
26%). Those in the public (42%) and private (39%) sectors are also more
likely to report a great deal or fair amount of pressure compared with the
voluntary (26%) sector.

Where there is pressure to spend more time in the workplace, this is
most likely to be coming from senior leaders

Around three-fifths (69%) who say there is pressure for employees to
spend more time in the workplace say this is coming from senior leaders.
Respondents also cite line managers (37%), customers/clients (22%) and
employees themselves (18%).

The top three reasons for exerting pressure to spend more time in

the workplace (as given by employers in Figure 14) are thinking that
connections and relationships are improved when people are in the office
(55%), that people collaborate better in person (54%), and that being in
the office makes people more engaged (47%). There are also beliefs that
certain activities are better in person, such as onboarding and training and
development (33%).

There are very few differences by sector; however, private sector (29%)
respondents are more likely than those in the public sector (21%) to give the
reason of monitoring employee performance and more likely (10%) than
respondents in both the public (5%) and voluntary (2%) sector to give the
reason of wanting to save energy costs for employees.

Employer perspectives
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Figure 14: Reasons for wanting more employees to spend time in the physical workplace (%)
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Base: all employers saying there is pressure to spend time in the workplace (n=1,226).

Over half (53%) of organisations that allow hybrid working have put
in place incentives to encourage employees to be in the workplace
more often

» Organisations are most likely to reference incentives such as an improved
working environment, team-building activities, greater flexibility in hours
worked, more food/drinks and in-person professional development
programmes.

e Organisations from the private sector are more likely to have introduced a
range of these incentives than those from the public and voluntary sectors.
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Figure 15: Incentives to encourage workplace attendance (%)
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Base: all employers whose organisation allows hybrid working: all employers (n=1,522); private sector (n=1,080); public sector (n=258);
voluntary sector (184).

Impact on pay and benefits

A potentially divisive issue for the future of hybrid working is whether

those who have to attend the workplace should attract a pay premium to
compensate for additional commuting costs. The CIPD believes there are
significant inclusion and equality risks associated with differentiating pay for
hybrid and office-based staff.

Many organisations seem to recognise these challenges, since 64% of
organisations have not reduced pay and/or benefits for employees who are
predominantly working from home and do not intend to do so. However,
4% have reduced pay and/or benefits and a further 11% plan to do so in the
future.

Respondents from the private (5%) and public (4%) sectors are more likely
to have reduced pay and/or benefits than those from the voluntary (0%)
sector and are also more likely to be planning to (private: 11%; public: 13%;
voluntary: 4%).

Thirteen per cent of organisations report they have not reduced pay and/
or benefits and have provided a contribution to cover the costs faced by
employees who are predominantly working from home.

Employer perspectives
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Tensions between those who can and can't work remotely highest in
the public sector

e Almost a third (29%) of those from organisations that allow hybrid working
say they have experienced or heard about tensions between employees
who can and those who can't work remotely.

» This is particularly the case for respondents from the public sector (46%)
(private: 26%; voluntary: 25%).

Additional measures to support hybrid working

o 15% of respondents say their organisations are planning to put in place
additional measures or investment to enable more hybrid or homeworking
in the next 12 months.

» The most popular additional measures to support hybrid working include
a greater investment in both the quality (45%) and quantity of technology
(39%), as well as more online guidance for line managers in managing
and supporting homeworkers (35%). Respondents also point to more line
manager training in managing and supporting workers (33%).

Perceptions of organisational productivity remain positive

» Around two-fifths (41%) believe that an increase in home/hybrid
working has led to increased organisation productivity/efficiency in their
organisation, while 16% believe it has decreased organisation productivity/
efficiency.

e This is consistent with a similar CIPD survey from 2023, which had the
same net productivity score of +25 (see Table 1).

e This is fairly consistent across sectors and size of organisation, although
respondents from the public sector (23%) are more likely to say it has
decreased productivity/efficiency compared with those from the private
sector (13%).

Table 1: Impact of hybrid working on an organisation'’s productivity and efficiency (%)

Source of support 2025 2023 2021 2020
Has increased productivity 41 38 41 33
Neither increased nor decreased productivity 43 49 41 38
Has decreased productivity 16 13 18 23
Net productivity score +25 +25 +23 +10
n=776 n=1,186 n=775 n=1493
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» At the same time, perceptions of employee productivity when working from
home/in a hybrid way remain more positive (36%) than negative (22%) but
have decreased somewhat from previous similar CIPD surveys (2023: 46%;
2021: 43%).

» These findings are consistent across sectors, with respondents from larger
organisations more likely to rate employee productivity higher (40%) than
those from SMEs (29%).

This overall positive view of perceptions of organisation and employee
performance is supported by Stanford University research. In the largest study
yet of hybrid working, Stanford economist Nicholas Bloom and colleagues
found that employees who work from home two days a week are just as
productive, likely to get promoted, and far less prone to quit than colleagues
working in the physical workspace.

However, several studies find that fully remote work yields lower productivity
than on-site work. These studies suggest, in various ways, that fully remote
work can slow communications, impede the diffusion of knowledge within an
organisation, and narrow the scope of collaborative efforts.

There are other ways of measuring the business benefits and productivity

of hybrid working, such as positive employee outcomes (like increased

job satisfaction or reduced absenteeism) that influence organisational
performance. It is important to also take these into account when looking to
assess the impact of ways of working.

Wider impact of hybrid working

When looking at the wider impact of hybrid working, employers are most
likely to say it has brought a positive impact for:

« attraction and retention of talent (+62)

e ability to recruit from a wider geography in the UK (+60)
» employee financial wellbeing (+56)

e the environment (+52).

They are most likely to say it has brought a negative impact for:

« ability of managers to lead teams effectively (-13)
e employee connection to organisation purpose (-10)
 the culture of the organisation (-2).

1 This was based on a six-month randomised control trial investigating the effects of hybrid working from home on
1,612 employees in a Chinese technology company in 2021 and 2022.
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Figure 16: Wider impact of hybrid working
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Benefits and challenges of hybrid working

When it comes to the key benefits of shifting to increased hybrid working,
respondents point to improved work-life balance for employees (67%) and
improved employee satisfaction (54%), but, as shown in Figure 17, there are a
range of benefits experienced.

Figure 17: Benefits of increased home/hybrid working (%)
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Base: all employers who say that homeworking has increased (n=776).
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Some of the top issues faced as a result of the shift to increased home or
hybrid working include:

getting people back into the office when needed (26%)

managers managing remote teams from a wellbeing and performance
perspective (25%)

negative impact on collaboration and creativity (24%)

technology and/or connectivity difficulties (23%)

negative impact on culture (19%).

Continued concerns about inclusion risks

Almost a third (32%) of employers are concerned about inclusion risks if
employees move to home or hybrid working. By ‘inclusion risks’ we mean
whether those working remotely/from home, either through choice or
necessity, might be treated differently from those in the physical workplace
In relation to things like project work, career development and progression,
and so on.

This figure has reduced from similar CIPD surveys in 2023 (39%) and 2021
(48%). Those in the voluntary (66%) and private sectors (60%) are more likely
to say they are not concerned about inclusion risks, compared with those in
the public sector (54%). Respondents in larger organisations (39%) are more
likely to be concerned about inclusion risks than those in SMEs (23%).

It's important to build inclusion into hybrid working implementation and
evaluation and ensure equality of opportunity for learning and development
and reward and recognition, regardless of where and when people work.

Changes to office space

22

5% of respondents say they have closed all of their office space, with a
further 8% considering making this change in the next 12 months.

18% have reduced their office space and a further 14% are considering
reducing space in the next 12 months. Those from the public sector (26%)
are more likely to have made this change, compared with those in the
private (16%) and voluntary (18%) sectors.

Almost a quarter (23%) have introduced shared working space, with a
further 12% considering making this change. Again, those in the public
sector (37%) are more likely to have made this change, compared with those
in the private (20%) and voluntary (23%) sectors.
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Employee perspectives

Range of flexible and hybrid working arrangements

When it comes to flexible working arrangements, employees are most likely to
make use of working from home in normal working hours (50%) and flexi-time
(38%). They also make use of a wider range of patterns, although to a lesser
extent (see Figure 18).

However, Figure 18 also shows that fairly high proportions of employees

say that certain flexible working arrangements are not available to them -
particularly job-sharing (80%), term-time working (80%), the four-day week
without a reduction in pay (75%), annualised hours (73%), compressed hours
(62%) and career breaks (61%).

Men (50%) are more likely than women (41%) to say the possibility to reduce
working hours is not available to them. And women (47%) are more likely than men
(43%) to say that working from home in normal hours is not available to them.

Figure 18 also shows that management level makes a difference to availability
across most types of flexible working, with employees without management
responsibility more likely to say arrangements are not available to them. This
ties in with the employer perspective findings earlier in this report, where a
quarter (24%) of respondents say that senior employees are more likely to be
able to work flexibly than more junior employees.

Figure 18: Availability and uptake of different forms of flexible working (%)
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Figure 18: Availability and uptake of different forms of flexible working (%) (continued)
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Figure 18: Availability and uptake of different forms of flexible working (%) (continued)
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Unmet demand for some types of flexible working

There is also some unmet demand. When asked about the types of flexible
working arrangements they would use if available to them, employees point
to a range of flexible working arrangements, particularly the four-day week
without a reduction in pay (45%), compressed hours (25%) and flexi-time
(20%). It is likely that these options are more popular with employees because
they enable flexibility without loss of pay.

As shown in Figure 19, there are also differences between men and women
regarding the types of arrangements they would use if available to them.
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Figure 19: Types of flexible working arrangements that would be used if available in current role (%)
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Three in 10 wouldn't feel comfortable requesting formal or informal
flexible working

Despite the Employment Relations (Flexible Working) Act 2023 allowing
employees to request flexible working from day one of employment, three in
10 say they wouldn't feel comfortable requesting formal flexible working (a
change to a contract), with 59% feeling comfortable.

This shows the importance of culture, role-modelling and creating a
supportive culture where people feel empowered to discuss their needs and
come to an agreement that works for them and the organisation.

Concerningly, those with a disability are significantly less likely to feel
comfortable than those without when requesting formal flexible working. This
is despite employers having a legal duty to make reasonable adjustments,
outlined in the Equality Act 2010, to remove or reduce any disadvantage a
disabled person faces, which could include flexible working. Those with a
physical (34%) or non-physical health condition (36%) are also more likely to feel
uncomfortable requesting formal flexible working than those without (25%).

The findings are similar for comfort levels requesting informal flexible working,
with 31% saying they wouldn't feel comfortable requesting informal flexibility
(without a change to contract). Often informal flexibility can help support
employees with ad hoc issues that occur as well as support a sense of control
and work-life balance. Those with a physical or non-physical health condition
are also more likely to feel uncomfortable requesting informal flexible working
than those without.

Employee perspectives



Flexible and hybrid working practices in 2025

Overall, these figures do, however, show some improvement since a similar
CIPD survey in 2023, where 47% said they would feel comfortable requesting a
formal flexible working pattern (with 28% feeling uncomfortable) and 53% said
they would feel comfortable requesting informal flexible working (with 21%
feeling uncomfortable).

Figure 20: Comfort levels in requesting flexible working (%)
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Hybrid working and returning to the office

Employees typically spend over half of their time in the workplace and almost
a third of their time working from home, with less time spent with clients and
in other locations. However, when it comes to where employees would like to
spend their working time, there is a clear desire to split their time more evenly
between working from home and in the workplace.

Figure 21: Time spent at work location in last 12 months versus preference
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More than half of employees believe there is either a great deal (23%) or

a fair amount (30%) of pressure for employees to spend more time in the
physical workplace, while 39% say there is no pressure or not very much.
This compares with 38% in the employer survey who felt there was a great
deal/fair amount of pressure.

Many (70%) believe this pressure is coming from senior leaders, with over a
third pointing to line managers (35%), 15% suggesting pressure is coming from
customers/clients and 11% from employees themselves.

Figure 22: Pressure for employees to spend more time in the physical workspace (%)
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Figure 23: Source of pressure (%)
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When it comes to the reasons for this, they are most likely to say:

« thinking being in the office improves connections and relationships (45%)
» thinking employees collaborate better in person (44%)
 thinking being in the office makes employees generally more engaged (40%).

Working flexibly has had a positive impact on quality of life and
career prospects

Eighty per cent of employees say that working flexibly has had a positive
impact on their quality of life; just 4% say it has had a negative impact.

While a third believe that working flexibly has had a positive impact on
their career, just one in 10 (10%) believe it has had a negative impact. This
represents a significant improvement from 2022 (22%) and suggests that
flexible working is increasingly accepted by employees as part of work and
progression.

Men (33%) are more likely than women (26%) to say that working flexibly has
had a positive impact on their careers, and employees with a disability are
more likely to say it has had a negative impact (13% v 9%) as are those with
a physical (11%) or non-physical (13%) health condition (compared with 7%
without).

Figure 24: Impact of working flexibly on quality of life (%)
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Figure 25: Impact of working flexibly on career prospects (%)
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Base: all who work flexibly (n=3,205).

Lack of flexibility prompting job changes for some

Three per cent of employees say they have left a job in the last year
(since January 2024) due to a lack of flexible working. That represents
around 1.1 million workers in total.?

This figure has reduced somewhat from a similar CIPD survey in 2023, where
6% of employees said they had left a job in the last year specifically due to

a lack of flexible working, potentially reflecting a more challenging labour
market.

As shown in Figure 26, younger workers are more likely than older workers to
have left a job in the last year due to a lack of flexible working. There is also a
difference by employee ethnicity, with non-white employees (5%) more likely
to have left a job for this reason than white employees (3%).

In terms of roles, employees in the voluntary sector (6%) are more likely to
have left a job in the last year due to a lack of flexible working (private: 3%;
public: 2%), and those at board level (9%) are also more likely to have left a job
for this reason than senior managers (3%) or non-managers (3%).

Clearly, flexible working is important to retention and employers need to think
about how they can prioritise this as part of their overall employee value
proposition.

Figure 26: Those who have left a job in the last year due to a lack of flexible working (%)
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Base: all employees (n=4,504); 18-24 (n=261); 25-34 (n=994); 35-44 (n=1,088); 45-54 (n=1,069); 55+ (n=1,092).

2 This figure is based on CIPD calculations: 3.38% (employees surveyed who said they had left a job in the last year
since January 2024 due to lack of flexible working) x 33,995,710 (people in employment in the UK at the time of the
survey) = 1,149,055.
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Background to the surveys

Employer survey 2025: All figures, unless otherwise stated, are from
YouGov plc. The total sample size was 2,050 HR professionals. Fieldwork
was undertaken between 14 April and 5 May 2025. The survey was carried
out online. The figures have been weighted and are representative of senior
decision-makers.

Employer survey 2023: All figures, unless otherwise stated, are from YouGov
plc. The total sample size for this survey was 2,049 adults. Fieldwork was
undertaken between 1 February and 3 March 2023. The survey was carried
out online. The figures have been weighted and are representative of senior
decision-makers.

Employer survey 2021: All figures, unless otherwise stated, are from YouGov
plc. The total sample size for this survey was 1,196 adults. Fieldwork was
undertaken between 27 October and 15 November 2021. The survey was
carried out online. The figures have been weighted and are representative of
senior decision-makers.

Employer survey 2020: All figures, unless otherwise stated, are from YouGov
plc. Total sample size was 2,133 senior decision-makers in UK businesses.
Fieldwork was undertaken between 10 December 2020 and 4 January 2021.
The survey was carried out online. The figures have been weighted and are
representative of the UK business population by size, sector, industry and nation.

Employee survey 2025: All figures, unless otherwise stated, are from YouGov plc.
The total sample size was 5,017 working adults. Fieldwork was undertaken
between 8 January and 18 February 2025. The survey was carried out online.
The figures have been weighted and are representative of all UK working
adults (aged 18+).

Employee survey 2023: All figures, unless otherwise stated, are from YouGov
plc. The total sample size was 2,005 employees. Fieldwork was undertaken
from 1-22 February 2023. The survey was carried out online. The figures have
been weighted by work sector, business size and region. It is representative of
UK employees.

Employee survey 2022: All figures, unless otherwise stated, are from YouGov
plc. The total sample size for this survey was 2,166 adults. Fieldwork was
undertaken between 27 January and 3 February 2022. The figures have been
weighted and are representative of all GB adults (aged 18+).

Employee survey 2020: All figures, unless otherwise stated, are from YouGov
plc. The total sample size was 2,127 GB employees. Fieldwork was undertaken
from 22-31 December 2020. The survey was carried out online. The figures
have been weighted and are representative of all GB adults (aged 18+).

Changes to the method for the surveys year on year mean that direct
comparisons can't be made; however, broad changes/trends have been
analysed.

Background to the surveys
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