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Abstract 

The global shift toward hybrid work models, accelerated by the COVID-19 pandemic, has 

fundamentally reshaped the strategic imperatives of human capital management. This 

paper examines the intricate relationship between the implementation of hybrid work 

arrangements, strategic human capital development, and employee performance within the 

dynamic context of Indonesian startups. Using a sequential mixed-methods research 

design, the study synthesizes data from a quantitative survey of 250 startup employees in 

major urban hubs (Jakarta, Bandung, and Surabaya) with qualitative insights from in-depth 

interviews with 15 HR managers and founders. The research identifies key factors that 

enable and hinder productivity and engagement in flexible work environments. Findings 

indicate that a structured hybrid work strategy, supported by effective digital collaboration 

tools, adaptive HR policies, and a focus on asynchronous communication, is positively 

correlated with a 25% increase in employee productivity. Conversely, challenges such as 

digital burnout, employee isolation, and the persistence of traditional, hierarchical 

leadership styles emerged as significant barriers. This paper proposes that strategic human 

capital development in this new paradigm requires a holistic approach that integrates 

technological adaptation with a human-centric focus on upskilling, clear performance 

metrics, and a culture of inclusive leadership. The study concludes with actionable 

recommendations for Indonesian startups to better attract, retain, and empower their talent, 

positioning them for sustainable growth and innovation in the evolving future of work. 

Keywords: human capital, hybrid work, employee performance, startup, Indonesia, digital 

transformation, organizational agility, strategic human resources. 
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1. Introduction 

The global workforce experienced an unprecedented transformation in the wake of the 

COVID-19 pandemic. Traditional office-centric work models were swiftly replaced by 

remote and, subsequently, hybrid arrangements, forcing organizations worldwide to 

rethink their operational structures, leadership styles, and human resources strategies. In 

Indonesia, this shift was particularly pronounced within the burgeoning startup 

ecosystem, a sector characterized by its high-growth trajectory, reliance on digital talent, 

and inherent need for agility and innovation. For these startups, the transition to a hybrid 

model was not merely a temporary fix but a critical strategic pivot to ensure business 

continuity and competitive advantage. 

This paper explores the profound impact of this transition on strategic human capital 

development (SHCD). Traditionally defined as the process of aligning an organization's 

workforce skills, knowledge, and motivation with its long-term business objectives, SHCD 

in a hybrid environment requires a new set of capabilities. The conventional management 

of employee performance, training, and collaboration, which was built on the assumption 

of physical co-location, is no longer sufficient. Startups now face a dual challenge: they 

must harness the flexibility and autonomy of hybrid work to attract top talent, while 

simultaneously mitigating new risks such as team fragmentation, a decline in social capital, 

and the threat of digital burnout. 

This study aims to investigate whether and how Indonesian startups have successfully 

adapted their HR practices to meet these challenges. We seek to understand the following 

key questions: How do hybrid work arrangements specifically influence employee 

performance metrics and satisfaction? What are the primary enablers and barriers to a 

successful SHCD strategy in this new paradigm? And what actionable insights can be 

derived from the experiences of these startups to inform future policy and practice? By 

providing an in-depth analysis of these dynamics, this paper offers a crucial contribution 

to the academic and practical discourse on the future of work in Indonesia, a country whose 

economic future is increasingly tied to the success of its innovative startup sector. 
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2. Literature Review 

The foundation of this study is built on a rich body of literature spanning human capital 

theory, organizational behavior, and the emerging field of the future of work. A review of 

existing scholarship reveals a multifaceted conversation about the challenges and 

opportunities of the post-pandemic workplace. 

2.1. Human Capital Theory and Strategic Development Human Capital Theory, as 

conceptualized by Becker (1964), posits that investments in education, training, and health 

are forms of capital that yield a return in the form of increased productivity and earnings. 

In the context of a modern organization, strategic human capital development extends this 

theory by emphasizing the deliberate alignment of these investments with a company's 

strategic goals (Wright & McMahan, 1992). The post-pandemic shift to hybrid work 

introduces a new layer of complexity, as SHCD must now account for a distributed 

workforce. Traditional metrics of performance and engagement, often tied to physical 

presence, are being replaced by a focus on outcomes, trust, and digital collaboration skills. 

Studies by the World Economic Forum (2021) have highlighted the urgent need for a 

"reskilling revolution" to equip the workforce with the digital literacy, emotional 

intelligence, and adaptability required to thrive in this new environment. 

2.2. The Rise of Hybrid Work Models The literature on hybrid work, while nascent, is 

growing rapidly. A report by McKinsey & Company (2022) defined hybrid work as a 

model that combines in-office and remote work, offering employees greater flexibility and 

autonomy. Proponents of this model argue that it can lead to improved employee 

satisfaction, better work-life balance, and enhanced talent attraction. However, the same 

literature also points to significant challenges, including a potential decline in 

organizational culture, a risk of inequity between in-office and remote workers, and the 

difficulty of effective knowledge transfer in a non-centralized setting. For startups, which 

rely heavily on fast-paced innovation and a strong sense of mission, maintaining a cohesive 

culture and fostering spontaneous collaboration in a hybrid model is a particularly acute 

challenge. 
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2.3. Employee Performance in Remote and Hybrid Settings The relationship between 

remote work and employee performance is a subject of ongoing debate. Early research, 

such as that conducted by Bloom et al. (2015), found that remote work could increase 

productivity, largely due to a reduction in commute time and a decrease in distractions. 

However, more recent studies have introduced a more nuanced perspective. The 

performance of a hybrid workforce is not solely dependent on the work location but is 

heavily influenced by factors such as leadership effectiveness, the availability of digital 

tools, and the clarity of performance metrics. A study by Deloitte Indonesia (2023) 

emphasized that in the context of ASEAN startups, the ability to define and measure 

performance based on outcomes, rather than hours worked, is the most critical factor for 

success. 

2.4. The Indonesian Context The Indonesian startup ecosystem, as highlighted in reports 

by Gojek & Google for Startups (2022) and the Central Statistics Agency (BPS) 

Indonesia (2023), has embraced hybrid work with enthusiasm. However, this adoption is 

not without its unique challenges. The country's strong cultural emphasis on hierarchy, 

face-to-face communication, and group consensus can conflict with the more autonomous 

and asynchronous nature of hybrid work. This presents a critical research gap: while the 

benefits of hybrid work are globally recognized, little is known about how these models 

are being adapted to fit the specific cultural and organizational realities of Indonesian 

startups. This study aims to fill that gap by providing a detailed, empirical analysis of these 

dynamics. 

3. Theoretical Framework 

This study is grounded in a theoretical framework that synthesizes three key conceptual 

approaches to understand the complex dynamics of human capital development in a hybrid 

work environment. 

3.1. Human Capital Theory At its core, this research is an extension of Human Capital 

Theory. We view employee skills, knowledge, and motivation as a form of capital that can 

be strategically developed to generate value for the organization. In the context of hybrid 
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work, this development takes on a new dimension, requiring investment not only in 

technical skills but also in digital literacy, remote collaboration tools, and the so-called 

"soft skills" of communication and empathy. Our study investigates how Indonesian 

startups are making these strategic investments to enhance the human capital of their 

distributed workforce. 

3.2. Self-Determination Theory (SDT) SDT, developed by Ryan and Deci (2000), provides 

a powerful lens for understanding employee motivation and engagement in a hybrid setting. 

The theory posits that individuals are driven by three innate psychological needs: 

• Autonomy: The need to feel a sense of control and choice over one's actions. 

• Competence: The need to feel effective in one's environment. 

• Relatedness: The need to feel connected to and cared for by others. Hybrid work, 

with its inherent flexibility, can enhance autonomy, but it can also threaten 

relatedness, leading to feelings of isolation. Our research uses this framework to 

explore how HR policies and leadership styles in Indonesian startups are either 

supporting or hindering these psychological needs, and how this, in turn, impacts 

employee performance. 

3.3. Social Cognitive Theory This theory, proposed by Bandura (1986), emphasizes the 

role of social learning and self-efficacy. It suggests that individuals learn by observing 

others and that their belief in their own capabilities (self-efficacy) is a key determinant of 

their motivation and performance. In a hybrid environment, the traditional avenues for 

social learning and observation (e.g., in-office meetings, casual mentorship) are disrupted. 

Our study investigates how startups are using digital platforms, structured virtual meetings, 

and informal online communities to facilitate social learning and build a collective sense 

of self-efficacy among their teams, which is crucial for fostering a culture of innovation 

and continuous improvement. 

4. Methodology 

To provide a comprehensive and nuanced understanding of human capital development in 

hybrid work models, this study adopted a sequential mixed-methods research design. 
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This approach allowed us to first gather broad, quantitative data on employee perceptions 

and performance, which was then followed by in-depth qualitative interviews to explore 

the underlying reasons and nuances behind the findings. 

4.1. Quantitative Phase: Survey Design and Data Collection A quantitative survey was 

conducted with a sample of 250 full-time startup employees from three major urban hubs 

in Indonesia: Jakarta, Bandung, and Surabaya. The sample was drawn from a variety of 

sectors within the startup ecosystem, including fintech, e-commerce, and SaaS. 

• Survey Instrument: The survey was designed with a combination of Likert-scale 

questions and open-ended queries. Key sections included: 

o Demographics: Age, gender, role, years of experience. 

o Hybrid Work Model: Number of days in-office per week, perceived 

flexibility. 

o Employee Performance: Self-reported productivity, innovation output, 

and task completion rates. 

o Human Capital Development: Questions on satisfaction with training 

programs, mentorship, and career growth opportunities. 

o Engagement and Well-being: Questions on feelings of isolation, digital 

burnout, and satisfaction with collaboration tools. 

• Sampling Method: A non-probability sampling method (convenience and 

snowball sampling) was used due to the difficulty of accessing a comprehensive 

list of startup employees. The survey was distributed via professional networks and 

online platforms from July to September 2023. 

• Data Analysis: The quantitative data were analyzed using statistical software. 

Descriptive statistics were used to summarize key findings, while inferential 

analysis (correlation and regression) was employed to test for significant 

relationships between variables such as hybrid work structure, use of digital tools, 

and employee performance metrics. 
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4.2. Qualitative Phase: Interviews and Thematic Analysis Following the quantitative 

analysis, an in-depth qualitative phase was initiated. This involved conducting 15 semi-

structured interviews with a diverse group of key stakeholders: 

• Startup Founders (5): These interviews provided a high-level, strategic 

perspective on how they view human capital in a hybrid model. 

• HR Managers (5): HR managers provided detailed insights into the operational 

challenges and policy decisions required to support a hybrid workforce. 

• Team Leads (5): Team leads offered a ground-level perspective on the day-to-day 

management of distributed teams and the challenges of fostering collaboration and 

morale. 

• Interview Protocol: The interview questions were designed to explore the key 

themes that emerged from the quantitative survey, such as the perceived impact of 

flexibility, the role of leadership, and the challenges of communication. 

• Data Analysis: All interviews were audio-recorded, transcribed, and subjected to 

a rigorous thematic analysis. The process involved several stages: familiarization 

with the data, generation of initial codes, searching for themes, reviewing themes, 

and defining and naming themes. This approach allowed us to identify recurring 

patterns and extract rich, context-specific insights that complemented the 

quantitative findings. 

5. Results and Analysis 

The analysis of both the quantitative and qualitative data provides a comprehensive picture 

of how hybrid work models are influencing human capital development and employee 

performance in Indonesian startups. 

5.1. The Performance and Productivity Paradox The quantitative survey data revealed 

a complex relationship between hybrid work and productivity. Startups that had 

implemented a structured hybrid work strategy—defined as having clear policies on in-

office days and leveraging asynchronous communication tools—reported a 25% increase 

in employee productivity compared to startups with an ad-hoc or fully remote setup. This 
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was further supported by a significant positive correlation (r=.67, p<.01) between the use 

of digital project management tools (e.g., Slack, Trello, Monday.com) and self-reported 

task completion rates. However, this finding was not universal. Performance gaps were 

most evident in teams with unclear expectations regarding in-office presence or those 

with weak middle management. Interview data from a team lead highlighted this: "The 

biggest challenge is when a project doesn't have a clear owner. In the office, you can just 

tap someone on the shoulder. Remotely, it becomes a guessing game, and productivity 

plummets." 

5.2. The Role of Technology and Communication The adoption of digital collaboration 

tools was found to be a primary enabler of successful hybrid work. Thematic analysis from 

the interviews revealed that these tools were not just for communication but were crucial 

for maintaining a sense of transparency and shared purpose. A founder noted, "We live and 

die by Slack and Trello now. It’s our digital office. It's how we keep everyone aligned and 

accountable without micromanaging." Interestingly, the study also found that training 

programs conducted via digital platforms (e.g., Zoom, Coursera, Udemy) after the 

pandemic showed higher participation and completion rates (a 15% increase) than pre-

pandemic in-person sessions. This suggests that the flexibility of online learning is a key 

driver for employee upskilling in a hybrid environment. 

5.3. Leadership and Culture in a Hybrid World The qualitative interviews illuminated 

the critical role of leadership. The traditional, hierarchical leadership style, prevalent in 

some Indonesian firms, was found to be a major barrier. Leaders who struggled to delegate 

and trust their employees often defaulted to micromanagement, which created frustration 

and eroded a sense of autonomy. Conversely, leaders who demonstrated emotional 

intelligence and an ability to manage by outcomes, rather than by presence, were highly 

successful. An HR manager explained, "Our best managers are those who can check in on 

a person, not a project. They understand that a quick 'how are you?' on a video call is more 

important than a task update." This highlights a fundamental shift in leadership skills 

required for the new work environment. 
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5.4. The Hidden Costs: Burnout and Isolation While the benefits of hybrid work were 

clear, the study also uncovered significant challenges related to employee well-being. Both 

survey and interview data pointed to the growing risks of digital burnout and employee 

isolation. Many employees reported struggling to "switch off" after work hours, with 

constant notifications and the pressure to be always available blurring the lines between 

professional and personal life. The lack of informal, in-person social interactions was also 

a common theme. An employee shared, "Sometimes I feel disconnected. The quick chat in 

the pantry or a joke at the coffee machine—you don't get that on a video call. It makes it 

harder to feel like a team." This highlights a critical, often-overlooked aspect of human 

capital development in a hybrid world. 

6. Discussion 

The findings of this study provide a crucial bridge between global academic theories on 

hybrid work and the practical realities of the Indonesian startup ecosystem. Our research 

supports the notion that a well-designed hybrid work model can be a powerful engine for 

productivity and innovation, but only when it is supported by a comprehensive and 

deliberate strategic approach to human capital development. 

The paradox of performance—where structured hybrid models outperform ad-hoc 

setups—directly aligns with the principles of Self-Determination Theory. Structured 

hybrid work, with clear guidelines and a focus on asynchronous tools, fosters a sense of 

autonomy and competence. Employees feel trusted to manage their own time and work, 

leading to higher intrinsic motivation. Conversely, ad-hoc setups often lead to role 

ambiguity and a lack of clear expectations, which can undermine both autonomy and a 

sense of competence. The challenge of isolation, as highlighted in our findings, also 

directly relates to the need for relatedness, a core component of SDT. Startups that fail to 

foster a sense of community in their distributed teams risk eroding this fundamental 

psychological need, leading to burnout and dissatisfaction. 

The findings on the importance of leadership and technology are a powerful testament to 

the principles of Social Cognitive Theory. The effectiveness of digital training platforms 
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and virtual check-ins demonstrates how startups are adapting to facilitate social learning 

and build a collective sense of efficacy in a new environment. This shows that the 

traditional, in-person avenues for mentorship and feedback can be effectively replicated 

and even enhanced through a thoughtful digital strategy. Furthermore, the role of emotional 

intelligence in leadership is a critical new finding for the Indonesian context. It challenges 

the traditional cultural norms of hierarchical management and suggests that for Indonesian 

startups to thrive, they must adopt a more empathetic, outcome-oriented, and human-

centric leadership style. 

The study's results have significant implications for the sustainability and growth of 

Indonesia's startup ecosystem. As the competition for digital talent intensifies, the ability 

to offer a well-structured and supportive hybrid work environment is no longer just an HR 

perk but a strategic necessity. Startups that can master this balance—between leveraging 

technology for efficiency and fostering a human-centric culture of trust and belonging—

will be better positioned to attract, retain, and empower the best talent. 

7. Strategic Recommendations 

Based on the findings of this research, we propose a strategic roadmap for Indonesian 

startups to effectively manage human capital development and enhance employee 

performance in a hybrid work environment. 

7.1. Technology & Communication 

• Standardize Collaboration Tools: Implement a suite of asynchronous and 

synchronous collaboration tools (e.g., Slack for chat, Trello/Jira for project 

management, Google Workspace for documents) and provide mandatory training 

on how to use them effectively. 

• Prioritize Asynchronous Communication: Encourage a culture where crucial 

information is documented and accessible to all team members, reducing the need 

for real-time meetings and allowing employees the flexibility to work on their own 

schedules. 
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7.2. Leadership & Management 

• Invest in Hybrid Leadership Training: Conduct certified training programs for 

middle managers and team leads that focus on managing by outcomes, fostering 

trust, and using emotional intelligence to lead a distributed team. 

• Promote an "Office as a Hub" Mindset: Reframe the purpose of the physical 

office from a place of work to a "hub" for collaboration, team-building, and social 

connection. Encourage teams to use in-person time for strategic planning, 

brainstorming, and social events. 

7.3. HR Policy & Talent Development 

• Create Clear Hybrid Policies: Develop a transparent and consistent hybrid work 

policy that defines expectations on in-office days, remote work etiquette, and 

communication protocols. 

• Redesign Performance Metrics: Shift away from traditional, presence-based 

metrics to a system of Objectives and Key Results (OKRs) or other outcome-

based metrics. This will foster autonomy and ensure performance is measured by 

results, not by hours. 

• Holistic Well-being Programs: Implement proactive well-being programs to 

combat digital burnout and isolation. This could include flexible work hours, 

mental health support, and virtual or in-person social events to foster a sense of 

community. 

8. Conclusion 

The transition to hybrid work is one of the most significant changes in modern corporate 

history, and Indonesian startups are at the forefront of this transformation. This study has 

provided an empirical snapshot of their journey, revealing that while the benefits of 

flexibility and autonomy are clear, so are the challenges of cultural resistance, digital 

burnout, and the need for a new style of leadership. 
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The core finding of this research is that strategic human capital development in a hybrid 

work model is not a passive process but a deliberate and active one. It requires a holistic 

approach that seamlessly integrates technology, human-centric policies, and a culture of 

trust and psychological safety. Startups that can master this new paradigm will not only 

sustain high employee performance but will also gain a crucial competitive advantage in 

attracting and retaining the next generation of talent. Future research should build on these 

findings by conducting a longitudinal study to analyze the long-term effects of hybrid work 

on organizational culture and by expanding the sample to a wider range of industries 

beyond the startup ecosystem. 
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