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What you’ll learn today 

• Why well-being is essential for team 
performance

• What latest research reveals

• The P.A.T.H model: Four research-based pillars 
for thriving teams 

• Practical, evidence-informed strategies for 
teams and leaders

• Q&A - reflections and next steps
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What is Work-Related Well-being? 

How people experience, function, and thrive at work

A sense of choice and influence 
over how we carry out our work

Source: Self-Determination Theory (Ryan and Deci, 2000)

Feeling effective, capable, and 
able to contribute to shared goals

Feeling valued, supported, and 
connected to others at work

Autonomy Competence 

Relatedness 
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Who is responsible for work-related wellbeing?
Global Wellbeing initiatives forecast to double from $50bn to $100bn by 2030*

70% 30%

Multi-dimensional factors:
• Role demands and resources
• Organisational culture 
• Communication norms
• Team and leader dynamics 

Individual 
psychobiology; genes, 
habits, lifestyle

Source: *Global wellness market report 2021, Business wire
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What the evidence says: Well-being is strategic 

1 Gallup 2023, 2 Deloitte, Global Human Capital Trends, 2024

3  CIPD, Good Work Index, 2024

Poor well-being leads to higher absence, burnout, turnover, and reduced effectiveness (Coulston et al., 2025)

Profit

Highly engaged teams 
drive 23% greater 

profitability 1

Productivity

Organisations that prioritise 
well-being are 2.2x more 

likely to see above average 
productivity 2 

Pride

Employees who report high 
well-being are 32% more 
likely to stay, 45% more 

likely to recommend 3
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So, is hybrid working 
helping teams to 
thrive?

What makes the 
difference between 
thriving and surviving? 
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Hybrid teams: A powerful force – with real risks 
57% of organisations now use hybrid teams 1 

1 CIPD (2024), 2 Coulston et al, (2025), 3 Microsoft New Future of Work (2022), ⁴ Gallup (2023) 

Higher motivation and 
lower burnout 2,4

Greater productivity and 
trust 2,4

Stronger autonomy and 
team alignment 2,4

When designed well When poorly designed 

Isolation, disconnection 2,3,4 

Always on strain and 
blurred boundaries 2,3

Declining engagement and 
team cohesion 2,3,4 
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About the Research
A three-part study: grounded in global, multi-

method evidence 

Source: Coulston et al., 2025

Systematic review (2011-2025):  journal paper under review 
Reviewed 4000+ papers on virtual and hybrid team well-being 
and performance

Global Interviews & Focus Groups: published journal paper
150 participants across industries and geographies

Longitudinal Quantitative Study: preparing journal paper 
320 participants / 77 teams across 13 sectors
44% worked remotely 3 days/week, 23% 2 days/week
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Advancing virtual 
and hybrid team 
well-being through 
a job demand-
resources lens 

Coulston, C., Shergill, S., Twumasi, R., & Duncan, M. (2025). Advancing virtual and hybrid team well-being 
through a job demands-resources lens. International Journal of Qualitative Studies on Health and Well-
being, 20(1)
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Pillar Construct Description

P Purposeful Choices Autonomy and thoughtful work design

A Aligned Communication
Clear, creative and co-ordinated 
communication and knowledge- sharing 

T Team Connection
Trust, psychological safety, and a sense 
of community 

H Holistic Leadership
Empowering leadership with a  focus on 
well-being

The P.A.T.H.TM model: A Research-Based 
Framework for Thriving Hybrid Teams
Developed from peer-reviewed research -  A 14-year systematic review, global interviews, and  
6-month longitudinal study*

* Coulston et al., 2025
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Pillar 1: Purposeful Choices 
Autonomy and thoughtful work design 

• Teams in our study thrived when they co-designed their ways of working – 
aligning flexibility and control with accountability and shared team rhythms 
(Coulston et al., 2025).

• Technostress significantly reduces productivity (β = –0.41, p < .01) and well-
being (Tarafdar et al., 2019).

• Mis-aligned time zones, digital overload, and coordination complexity erodes 
performance and morale ( Coulston et al., 2025).

What the research shows 

When teams have clarity and 
control over how work is 
structured, they experience 
less digital strain and greater 
engagement. Occurs only 
when autonomy is balanced 
with clear team boundaries 
and co-ordination 

Core Insight

• Are your team’s work patterns intentionally designed or inherited?

• How do you balance flexibility with coordination and clarity?

Leadership Reflection
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Pillar 2: Aligned Communication 
Clear, creative, and coordinated team communication 

• In our study, teams with high communication clarity experienced stronger 
cohesion, lower stress levels, and higher psychological safety (Coulston 
et al., 2025).

• Shared mental models of digital tools improve team coordination and 
performance (Müller & Antoni, 2020).

• Transparent hybrid conversations – from days in the office to core hours 
and focus time (MIT Sloan Management Review, 2025).

What the research shows 

Communication quality - not 
quantity - is what drives 
hybrid team performance. 
Teams thrive when they have 
clear expectations and 
communication rhythms. 
These reduce overload, lower 
stress, and build psychological 
trust in hybrid environments.

Core Insight

• Do we have shared and intentional norms about when and how we communicate 
across the team -  or are we defaulting to overload?

• Are we rewarding clarity and outcomes -  or visibility and constant availability?

Leadership Reflection
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Pillar 3: Team Connection
Trust, cohesion, and psychological safety are critical for engagement, resilience and high 
performance in hybrid teams 

• Team cohesion had the highest predictive value for team performance and 
well-being in our longitudinal study (Coulston et al., 2025).

• Intra-team trust is positively related to team performance (ρ = .30) (De 
Jong et al., 2016, meta-analysis).

• Feeling disconnected was associated with higher stress and lower 
engagement (Coulston et al., 2025).

• Hybrid environments require deliberate rituals to foster connection and 
counteract distance and fragmentation.

What the research shows 

Team cohesion was the 
strongest predictor of thriving 
hybrid teams in our study. 
Teams that felt emotionally 
connected and aligned were 
correlated with higher 
performance, engagement, 
and learning. But connection 
isn’t accidental - it must be 
intentionally designed.

Core Insight

• Are you building true cohesion or just managing coordination?

• What regular rhythms help foster a sense of belonging and community in your 
team?

Leadership Reflection
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Pillar 4: Holistic Leadership
Empowering, well-being-focused leadership essential to thriving hybrid teams

• Holistic leadership - that combines leader as well-being role modeller and 
advocate for wellbeing supports both well-being and sustainable results 
(Coulston et al., 2025).

• Leaders who visibly prioritise well-being foster greater psychological safety 
and cohesion (Coulston et al., 2025).

• Empowering leadership drives stronger team performance and engagement 
(Lee et al., 2018) .

• Shared leadership is emerging as a key enabler of adaptability, learning, and 
innovation in virtual and hybrid teams (Castellano et al., 2021).

What the research shows 

Teams thrived when leaders 
actively cared for well-
being, modelled healthy 
work habits, and were an 
advocate for well-being. 
Crucially, teams performed 
best when leadership was 
also shared -  with clarity, 
care, and culture co-owned 
across the team.

Core Insight

• Are you role-modelling the well-being culture you want your team to embrace? 

• Where could leadership in your team be more shared -  around communication, 
energy, or collaboration?

Leadership Reflection



16

Thriving teams need all 4 Pillars – By Design
Thriving hybrid teams intentionally activate all four.

Pillar Construct Description

P Purposeful Choices Autonomy and thoughtful work design

A Aligned Communication
Clear, creative, and coordinated 
communication and knowledge- sharing 

T Team Connection
Trust, psychological safety, and a sense 
of belonging

H Holistic Leadership
Empowering leadership with a  focus on 
well-being
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Putting the PATH model into Practice 

Quick Wins:
• Audit your team’s current practices for each PATH pillar

• Identify one area to improve this month

Team Discussion Prompts:
• Which PATH pillar is our current strength?

• Where do we have the biggest opportunity for change?

• What’s one action you’ll take to boost well-being and 
performance in your team this month?
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