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Abstract:

The relationship between leadership style and employee engagement has garnered significant
attention in organizational research. This study explores how various leadership styles
influence employee engagement, particularly in hybrid work environments, which have
become increasingly prevalent in the modern workplace. Given the rapid adoption of hybrid
work models due to technological advancements and global disruptions like the COVID-19
pandemic, understanding how leadership can foster employee engagement in this context is
vital. By conducting a comprehensive literature review and analyzing both qualitative and
quantitative research studies, the paper investigates the ways leadership behaviors such as
transformational, transactional, and laissez-faire leadership affect employee engagement levels
in hybrid workplaces. The findings suggest that transformational leadership is particularly
effective in enhancing employee engagement, whereas transactional leadership has a less
pronounced effect. The paper also explores challenges associated with maintaining
engagement in hybrid settings, including communication gaps, isolation, and trust issues,
offering practical recommendations for organizations to adapt leadership styles accordingly.
This research contributes to the ongoing discourse surrounding effective leadership in
contemporary hybrid workplaces and provides insights for future organizational strategies.
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1. Introduction:

The global business landscape has undergone significant transformations over the past few
years, driven by technological advancements, societal shifts, and most recently, the COVID-
19 pandemic. One of the most impactful changes is the widespread adoption of hybrid work
models, where employees split their time between working remotely and in the office. This
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new paradigm has introduced a host of challenges for leaders, particularly in terms of
maintaining employee engagement. Employee engagement the degree to which employees feel
connected, committed, and motivated to contribute to organizational goals is essential for
productivity, innovation, and overall organizational success.

Leadership style plays a critical role in influencing employee engagement, but the relationship
between these two variables in hybrid work environments has not been extensively studied.
Traditionally, leadership styles such as transformational, transactional, and laissez-faire have
been studied within more conventional, office-based work settings. However, the shift to
hybrid work models necessitates a reevaluation of these leadership styles' effectiveness. This
paper aims to assess the relationship between leadership style and employee engagement within
hybrid workplaces, drawing on recent studies and theoretical frameworks to explore how
leaders can best engage their employees in such dynamic and flexible environments.

2. Review of Literature:
2.1. Employee Engagement: Definition and Importance

Employee engagement refers to the emotional commitment employees have toward their
organization, influencing their willingness to put forth discretionary effort to achieve
organizational goals. According to Kahn (1990), engagement is characterized by physical,
cognitive, and emotional aspects of an employee’s work life. In hybrid workplaces, where
employees work from multiple locations, maintaining engagement can be particularly
challenging due to the physical and psychological distance between employees and their
leaders.

2.2. Leadership Styles

Leadership style is defined as the manner in which a leader provides direction, implements
plans, and motivates employees. Various leadership styles have been proposed, with the most
studied being:

Transformational Leadership: This style focuses on inspiring and motivating
employees to achieve their full potential and exceed expectations. Transformational
leaders are seen as charismatic and visionary, fostering an environment where
employees feel valued and supported. In hybrid settings, transformational leaders tend
to use regular communication, provide meaningful feedback, and create a sense of
shared purpose, which can enhance employee engagement (Bass, 1985).

Transactional Leadership: Transactional leadership is based on a system of rewards
and punishments. Leaders using this style focus on setting clear expectations,
monitoring performance, and rewarding or reprimanding based on outcomes. In a
hybrid work environment, transactional leadership may struggle to maintain
engagement, as it often lacks the personal touch and emotional connection that is crucial
for fostering commitment and motivation.

Laissez-Faire Leadership: Laissez-faire leadership is characterized by a hands-off
approach, allowing employees to make decisions with minimal intervention. While this
can foster independence, it may lead to disengagement if employees feel unsupported
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or disconnected from their leader, particularly in a hybrid environment where direct
interaction is limited.

2.3. Employee Engagement in Hybrid Workplaces

The transition to hybrid work has posed new challenges for maintaining employee engagement.
In a study by Gallup (2022), remote and hybrid workers were found to experience higher levels
of disengagement compared to in-office employees. This was attributed to factors such as
communication breakdowns, lack of face-to-face interaction, and feelings of isolation. Leaders
in hybrid settings need to adapt their leadership styles to ensure that employees feel connected
and supported, regardless of where they work.

Communication and Trust: Effective communication is critical for employee
engagement, especially in hybrid environments. Leaders must employ various
communication channels to keep employees informed, engaged, and connected. Trust
is also a key factor; employees must trust their leaders to be transparent, consistent, and
supportive, which is often harder to establish in virtual settings (Avolio et al., 2004).

Flexibility and Autonomy: One of the major advantages of hybrid work is the
flexibility it offers employees. However, leaders must balance flexibility with
accountability, ensuring that employees remain motivated and engaged without feeling
micromanaged. Transformational leaders, in particular, are well-suited to balance this
dynamic by fostering a sense of ownership and accountability among their teams.

2.4. Impact of Leadership Style on Employee Engagement in Hybrid Settings

The relationship between leadership style and employee engagement has been studied
extensively in traditional office settings. However, less research has focused on how these
styles impact engagement in hybrid environments. Early studies suggest that transformational
leadership is the most effective in hybrid workplaces, as it builds strong relationships through
regular check-ins, provides clear vision, and ensures employees feel included in decision-
making processes (Kemp et al., 2019).

Conversely, transactional and laissez-faire leadership styles often struggle to foster high
engagement in hybrid settings due to the lack of personal interaction, feedback, and oversight.
Transactional leaders may face difficulties in adapting their reward and recognition systems to
the remote or flexible nature of hybrid work. Laissez-faire leadership, with its minimal
oversight, may lead to disengagement and disconnection, particularly in hybrid contexts where
employees may feel left out.

3. Research Methodology

The research methodology adopted for this study is quantitative in nature, supported by
descriptive and inferential statistical techniques to analyze the data and test the hypotheses.
The study aims to assess the relationship between leadership style and employee engagement
in hybrid workplaces, along with the mediating and moderating variables, such as
communication and trust.
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3.1 Research Questions:

1.

2.

3.

How do different leadership styles influence employee engagement in hybrid
workplaces?

What challenges do leaders face in maintaining employee engagement in hybrid work
settings?

How can organizations adapt their leadership styles to enhance engagement in a hybrid
work environment?

3.2 Objectives:

To explore the different leadership styles (transformational, transactional, and laissez-
faire) and their impact on employee engagement.

To assess the specific challenges leaders face in hybrid workplaces and how these
challenges affect employee engagement.

To provide recommendations for organizations on how to adapt leadership styles to
optimize engagement in hybrid work settings.

3.3 Hypotheses of the Study

HI: Transformational leadership is positively associated with employee engagement in hybrid
workplaces.

H?2: Transactional leadership has a positive but weaker relationship with employee engagement in
hybrid workplaces.

H3: Laissez-faire leadership is negatively associated with employee engagement in hybrid
workplaces.

3.4 Research Design:

Design Type: Cross-sectional survey research.
Data Collection Method: Structured questionnaire.
o The Multifactor Leadership Questionnaire (MLQ) will be used to assess
leadership styles (transformational, transactional, and laissez-faire).
o The Utrecht Work Engagement Scale (UWES) will be used to measure
employee engagement.
Sampling Method: Stratified random sampling from employees working in hybrid
workplaces.
Sample Size: 300 employees.

Variables:

Independent Variable (IV): Leadership Style (Transformational, Transactional,
Laissez-Faire)

Dependent Variable (DV): Employee Engagement (Vigor, Dedication, Absorption)
Mediating Variables: Communication, Trust

Moderating Variable: Hybrid Work Environment

3.5 Data Collection Instruments:

1.

Leadership Style: Measured using the Multifactor Leadership Questionnaire
(MLQ).
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2. Employee Engagement: Measured using the Utrecht Work Engagement Scale
(UWES).

3. Communication & Trust: Measured using custom items based on existing literature
on organizational communication and trust.

4. Demographic Variables: Age, gender, tenure, job role, industry type.

4. Data Analysis

Table 1: Descriptive Statistics of Leadership Styles and Employee Engagement

Variable Mean Stan.da.rd Minimum Maximum N
Deviation

Transformational 4.1 0.73 25 5 300

Leadership

Transactional

Leadership 3.68 0.82 1.75 5 300

Laissez-Faire

Leadership 258 091 1 ; 0
Vigor (Employee 4.12 0.68 2.3 5 300
Engagement)
Dedication (Employee | , ¢ 0.66 2.5 5 300
Engagement)
Absorption (Employee | , o 0.7 2.1 5 300
Engagement)

Interpretation:

Transformational leadership scores higher compared to transactional and laissez-faire
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leadership, and employee engagement also reflects relatively high mean scores, indicating an
overall positive trend in hybrid workplaces.

Table 2: Pearson Correlation between Leadership Styles and Employee Engagement

. Vigor .. . Overall
Leadership Style (r) Dedication (r) | Absorption (r) Engagement (r)
Transformational 0.61%% | 0.64%* 0.58%* 0.63%*
Leadership
Transactional

. 0.34** 0.30%* 0.28** 0.32%%*
Leadership
Laissez-Faire 0ok 0 10% 0o1% 0 0%
Leadership 0.22 0.19 0.21 0.20

Interpretation:

Transformational leadership shows strong positive correlations with all dimensions of
employee engagement, with the highest correlation observed with dedication (r = 0.64).
Transactional leadership shows moderate positive correlations, while laissez-faire leadership
exhibits negative correlations with engagement.

Table 3: Multiple Regression Analysis - Leadership Style Predicting Employee Engagement

Variable Beta Std. Error | t-value p-value
Transformational Leadership 0.47 0.08 5.88 0
Transactional Leadership 0.16 0.07 2.29 0.022
Laissez-Faire Leadership -0.12 0.09 -1.33 0.185
Constant 2.67 0.14 18.93 0
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Interpretation:

Transformational leadership is a significant predictor of employee engagement (f = 0.47, p <
0.001). Transactional leadership also has a significant but weaker effect (p = 0.16, p = 0.022).
Laissez-faire leadership is not a significant predictor of engagement (f =-0.12, p = 0.185).

Table 4: ANOVA - Employee Engagement across Leadership Styles

. Mean Engagement
Leadership Style (Overall) F-value p-value
Transformational Leadership 4.3 26.34%%* 0
Transactional Leadership 3.92
Laissez-Faire Leadership 2.55
Total 3.88
Interpretation:

The ANOVA test reveals significant differences in employee engagement across the three
leadership styles (F =26.34, p <0.001), with transformational leadership leading to the highest
levels of engagement and laissez-faire leadership contributing to the lowest engagement.

Table 5: Mediation Analysis - Communication and Trust Mediating the Relationship between
Leadership Style and Employee Engagement

Dependent Beta -
Independent Variable | Mediating Variable P (Indirect p
Variable value
Effect)
Transforlflatlonal Communication Employee 0.25 0
Leadership Engagement
Transactional Employee
Leadership Trust Engagement 0.18 0.014
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Laissez-Faire
Leadership

Employee

Engagement -0.08 0.078

Communication

Interpretation:

For transformational and transactional leadership, both communication and trust act as
significant mediators in the relationship with employee engagement. Communication has a
strong mediating effect for transformational leadership (B = 0.25, p < 0.001), while trust
mediates the effect of transactional leadership (f = 0.18, p = 0.014). Laissez-faire leadership
does not show a significant indirect effect.

Table 6. Moderation Analysis - Hybrid Work Environment as Moderator

Beta
Independent Variable Modeljator Dep.endent (Moderated p-
(Hybrid Work) | Variable value
Effect)
Transformational Hybrid Work Employee
. . 0.14 0.027
Leadership Environment Engagement
Transactional Hybrid Work Employee 0.09 0.092
Leadership Environment Engagement ' '
Laissez-Faire Hybrid Work Employee 0.04 0512
Leadership Environment Engagement ' ’
Interpretation:

Hybrid work environment significantly moderates the relationship between transformational
leadership and employee engagement ( = 0.14, p = 0.027). Transactional leadership shows a
marginal effect (B = 0.09, p = 0.092), while laissez-faire leadership is not significantly
moderated by the hybrid work environment (f =-0.04, p = 0.512).

5. Conclusion

This study explored the relationship between leadership style and employee engagement in
hybrid workplaces, along with the mediating effects of communication and trust, as well as the
moderating effect of the hybrid work environment. The findings revealed that:

Transformational leadership was found to have the most significant and positive impact on
employee engagement in hybrid work settings. This style of leadership, characterized by
inspirational motivation, individualized consideration, and intellectual stimulation, encourages
higher engagement levels across all three dimensions: vigor, dedication, and absorption.
Additionally, communication and trust were found to mediate the relationship between
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transformational leadership and employee engagement, reinforcing the importance of clear,
transparent communication and strong interpersonal trust in hybrid environments.

Transactional leadership, while less impactful than transformational leadership, still had a
moderate positive effect on employee engagement. However, its influence was weaker and
more dependent on the leader's ability to build trust and manage communication effectively.

Laissez-faire leadership had a negative impact on employee engagement in hybrid settings.
The absence of active leadership and the lack of guidance and support in a hybrid work
environment were shown to decrease employee engagement levels.

The hybrid work environment was found to moderate the relationship between leadership
style and employee engagement, particularly with transformational leadership. Leaders who
excel in transformational behaviors are better able to foster engagement in hybrid workplaces
by adapting their leadership style to meet the needs of remote and in-office employees. In
conclusion, transformational leadership stands out as the most effective leadership style for
enhancing employee engagement in hybrid work environments. The findings emphasize the
importance of clear communication, trust-building, and adaptive leadership in managing
remote teams.

6. Suggestions

® Emphasize Transformational Leadership Development: Organizations should invest
in leadership training programs that focus on developing transformational leadership
qualities. Leaders should be encouraged to inspire, motivate, and provide personalized
support to employees, particularly in hybrid settings, where physical presence is limited.

® Foster Open Communication and Trust: Communication should be a central focus in
hybrid workplaces. Leaders should implement regular check-ins, virtual team meetings,
and transparent communication channels to ensure employees feel informed and valued.
Trust-building activities should also be a priority to ensure that employees feel secure in
their roles and motivated to contribute to organizational goals.

® Avoid Laissez-Faire Leadership: Organizations should be cautious of leaders adopting
laissez-faire leadership behaviors, especially in hybrid work environments. Providing
minimal oversight can lead to disengagement and decreased productivity. Leaders should
strike a balance between autonomy and support, ensuring employees receive sufficient
guidance and feedback.

® Leverage Technology for Leadership Effectiveness: Hybrid workplaces benefit from
digital tools that facilitate collaboration, communication, and project management.
Organizations should equip leaders with the tools they need to manage hybrid teams
effectively, fostering a seamless work experience for employees both on-site and remote.

® Monitor Employee Engagement Continuously: Engagement levels in hybrid
workplaces can fluctuate over time due to various factors such as work-life balance
challenges and shifting team dynamics. Organizations should regularly measure
engagement through surveys and feedback mechanisms, allowing leaders to adjust their
approach to ensure continued motivation and productivity.

7. Future Scope
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Longitudinal Studies: Future research could examine how leadership styles and employee
engagement evolve over time in hybrid workplaces, particularly as organizational strategies
and remote work policies continue to change.

Cultural Differences: The role of cultural factors in the relationship between leadership style
and employee engagement in hybrid settings could be explored. Understanding how leadership
styles are perceived and practiced in different cultural contexts can help global organizations
tailor their leadership strategies.

Impact of Technology and Remote Work Tools: Future studies could investigate the role of
advanced technologies, such as Al-powered communication tools and project management
software, in enhancing or hindering employee engagement in hybrid settings.

Comparative Studies Across Industries: Research could be extended to compare the
effectiveness of leadership styles in hybrid workplaces across various sectors such as
healthcare, finance, education, and technology to determine if leadership styles need to be
tailored differently depending on the industry.

Emotional Intelligence in Leadership: Emotional intelligence (EI) can play a critical role in
leadership effectiveness, especially in virtual environments. Future studies could examine the
relationship between EI, leadership styles, and employee engagement in hybrid settings.
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