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ABSTRACT

As hybrid work becomes the defining structure of contemporary organizations,
understanding how leadership affects employee engagement is both timely and critical. This
conceptual paper extends Leader-Member Exchange (LMX) theory to address the relational
and motivational complexities experienced by employees in hybrid work environments, with
particular reference to the organizational context of WeWork—a global co-working firm
characterized by flexible and digitally mediated work practices. Building on Kahn’s theory
of employee engagement, the paper introduces a theoretical extension of LMX to hybrid
settings, emphasizing how leader—member relationships are enacted and sustained across
virtual and physical boundaries. It is proposed that the quality of these exchanges—mediated
through digital communication and hybrid interaction—plays a central role in fostering the
core relational dimensions of high-quality LMX: affect, loyalty, contribution, and
professional respect. By situating LMX within the temporal, spatial, and technological
realities of hybrid work, this paper contributes to the theoretical advancement of LMX by
situating it within contemporary hybrid work paradigms and offers implications for
leadership development aimed at enhancing engagement among distributed and digitally
connected workforces. Methodologically, this conceptual extension will be informed by a
systematic literature review on LMX and employee engagement within hybrid work
environments, synthesizing prior empirical findings to derive theoretical propositions. Future
empirical validation is envisioned through a quantitative research design, analyzing with a
quantitative survey study to statistically assess the proposed framework.
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1. INTRODUCTION

Hybrid work — a flexible model blending remote and on-site work — has rapidly shifted from a niche practice to
a mainstream paradigm in the post-pandemic era. Global workforce data between 2023 and 2025 show a
sustained expansion of hybrid arrangements across industries and regions. Surveys indicate that over half of all
employees in many countries now work remotely at least part of the time, with one 2023 study finding 34% of
employed adults in a hybrid schedule and an additional 22% fully remote (Deloitte, 2025). By early 2024, an
estimated 100 million workers globally were on hybrid schedules. This surge reflects a post-pandemic
normalization of flexible work models, as organizations seek to balance in-person collaboration with remote
work’s advantages (Robinson, 2024). Indeed, multiple surveys report that a majority of remote-capable
employees prefer a hybrid arrangement over a full return to office. Hybrid work has thus become a defining
structure of contemporary organizations, reshaping traditional notions of when and where work is performed
(Barrero et al., 2023).

As hybrid work proliferates, co-working workspace providers like WeWork have emerged as key enablers in the
new ecosystem. WeWork — founded in 2010 — grew into one of the world’s largest co-working companies, and
its global presence and service offerings uniquely position it to support hybrid work dynamics at scale. As of
2024, WeWork maintains roughly 600 locations worldwide, offering ready-to-use office facilities, shared
workspaces, and meeting rooms on flexible terms (Catacora, 2024). This extensive global footprint provides
organizations with the physical infrastructure to complement their digital workplaces. In practical terms,
WeWork’s network allows companies operating hybrid models to establish “hub-and-spoke” strategies or
distributed offices without long-term leases — employees can collaborate in person at a convenient WeWork site
when needed, while working remotely otherwise. The availability of on-demand workspace bridges the gap
between home and a centralized office, giving hybrid teams the benefits of occasional face-to-face interaction,
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networking, and a professional environment, without the cost and rigidity of dedicated offices. For example,
WeWork offers enterprise membership programs like WeWork All Access, which give employees of client
companies access to any WeWork location worldwide. This is particularly appealing to firms downsizing their
permanent offices; by leveraging WeWork, they can still provide employees with office amenities and
collaborative space on demand.

Hybrid work arrangements have become a cornerstone of organizational structures globally, transforming
traditional notions of leadership and employee engagement (Kristanto & Mansur, 2025). As businesses
increasingly adopt hybrid models—characterized by a flexible blend of remote and on-site work—the
applicability of traditional leadership theories, such as Leader-Member Exchange (LMX), is challenged.
Originally designed around direct face-to-face interactions, LMX theory now faces significant complexities
within hybrid environments, where leader-member exchanges are mediated through digital platforms and
intermittently supported by physical interactions (Varma et al., 2022).

The primary research problem addressed by this conceptual paper is the current theoretical gap regarding how
LMX relationships manifest, evolve, and sustain in hybrid work contexts. Traditional LMX theory does not fully
capture the nuances introduced by digitally mediated interactions and flexible spatial boundaries, leaving a
critical knowledge void in understanding and optimizing employee engagement (De Alwis et al., 2022).
Consequently, the relational dimensions integral to employee engagement—namely affect, loyalty, contribution,
and professional respect—require re-examination and adaptation to remain effective in a hybrid work paradigm.
To bridge this gap, this paper aims to extend the LMX theory within hybrid work contexts, integrating key
insights from Kahn’s theory of employee engagement. The objective is to conceptualize and articulate how
digital and hybrid interactions influence LMX relationships and their subsequent impact on employee
engagement. Through this theoretical integration, the paper seeks to establish a framework that not only advances
academic discourse but also offers practical guidelines for leaders to cultivate high-quality exchanges across
digital boundaries.

This research carries significant potential implications. Academically, it enriches the existing literature by
providing innovative theoretical contributions that address the contemporary realities of hybrid work
environments. Practically, it equips organizational leaders and human resource practitioners with actionable
insights and strategies for enhancing employee engagement through effective hybrid leadership practices.

2. LITERATURE REVIEW

The rapid shift toward hybrid workplace models has necessitated a reevaluation of existing leadership theories,
particularly concerning how leader-member interactions are maintained and enhanced within these contexts.
This systematic literature review synthesizes recent research from 2022 to 2025, to comprehensively examine
Leader-Member Exchange (LMX) theory, Kahn’s theory of employee engagement, and the role of relational
leadership in hybrid workplaces. The review seeks to identify theoretical developments, empirical findings, and
practical implications relevant to sustaining effective leader-member exchanges and employee engagement in
increasingly prevalent hybrid work environments.

2.1 Leader—-Member Exchange (LMX) in Hybrid Work Contexts

LMX theory posits that leaders form differentiated relationships with subordinates, ranging from high-quality
exchanges (characterized by trust, mutual respect, and obligation) to lower-quality, more transactional ones
(Wang et al., 2024). In traditional co-located settings, high LMX is linked to numerous positive outcomes (e.g.
job satisfaction, commitment, performance). Recent scholarship has begun to examine how these dynamics
evolve in hybrid and digitally mediated workplaces. Varma et al. (2022) argue that the shift to remote and hybrid
work fundamentally alters the development of LMX, since relationships that typically deepen through in-person
interaction must now rely heavily on digital communication. There is concern that digital communication can
hinder the formation of deeper leader—-member relationships, as the richness of face-to-face cues is reduced. In
other words, aspects like informal hallway conversations or spontaneous bonding — long seen as seeds of high
LMX — are scarcer in virtual settings (Eslamdoust et al., 2024). At the same time, Herttua (2024) notes that
hybrid work might present opportunities to level the playing field in leader—member relationships; when all team
members connect through the same digital channels, leaders may engage more uniformly, potentially reducing
favoritism or bias in relationship quality. Overall, the literature suggests that maintaining high-quality LMX in
hybrid contexts requires conscious effort. Leaders must proactively recreate avenues for trust-building and
personal connection in the absence of daily in-person contact, recognizing that relationship development will
not occur as organically as before. High LMX is still attainable in hybrid teams, but it is neither automatic nor
guaranteed by proximity- rather, it hinges on how leaders adapt their relational behaviors (Herttua, 2024).
Empirical studies from 2022 onward reinforce the continued importance of LMX in the new world of work.
Reduced isolation is likely one mechanism linking LMX to engagement — a supportive leader who maintains
regular contact can fulfill employees’ social needs even when they work apart, thereby keeping them more
connected and engaged with the organization (Petrilli et al., 2024). In fact, LMX was a stronger predictor of
engagement than even employees’ general sense of workplace belonging, highlighting the pivotal influence of
the leader—-member bond on keeping employees absorbed and energized in their work (Lartey, 2022). This
finding resonates with core LMX theory — when employees feel they are in the leader’s “inner circle” and enjoy
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high trust and support, they are more likely to invest their full selves in job roles (Nagori & Lawton, 2024). High
LMX may engender engagement by fostering mutual respect (e.g. leaders empowering and valuing input) and

by fulfilling psychological needs for support and recognition. On the flip side, if LM X is poor in a hybrid context,

engagement may suffer: low-quality exchanges could leave remote employees feeling ignored or mistrusted,

which can lead to disengagement. In sum, recent empirical insights underscore that LMX remains a critical driver
of positive employee attitudes and behaviors under hybrid work conditions, much as it has been in traditional

settings. However, because the context of interaction has shifted, scholars call for rethinking how LMX is
cultivated and sustained when much of the exchange occurs via emails, chats, and video calls rather than in

person (Jungst et al., 2022). The consensus is that strong leader—member relationships do not automatically
emerge in hybrid work — they must be intentionally nurtured through adaptive leadership practices that
compensate for the loss of physical proximity (Yuan et al., 2023).

2.2 Kahn’s Theory of Employee Engagement in Hybrid Workplaces

William Kahn’s (1990) theory of personal engagement provides a foundational lens for understanding how

employees connect with their work roles. Kahn defined engagement as the harnessing of one’s full self in work,

manifest as physical, cognitive, and emotional vigor in performing job tasks. Although Kahn’s original study

long predates hybrid work, its insights remain highly pertinent: in any context, employees are more engaged

when their work feels meaningful, their environment is trusting and safe, and they have the energy and support
to immerse themselves in their roles (Kossyva et al., 2023). Crucially, Kahn’s emphasis on the interplay between

individuals and their work environment is especially relevant in hybrid settings, where the environment itself is

redefined to include both virtual and physical spaces (Harunavamwe & Kanengoni, 2023).

Recent work has started to explore how hybrid and remote arrangements influence the psychological conditions

for engagement. One consistent theme is that hybrid work can simultaneously offer benefits and pose challenges

to engagement, depending on how it is implemented (Kumari et al., 2024). On the positive side, Nagshbandi et

al. (2023) found that a well-structured hybrid work model had a significant positive effect on employees’ work
engagement, which in turn mediated improvements in job performance and job happiness. In their survey of
hybrid workers, engagement was the mechanism translating the benefits of hybrid work into tangible outcomes,

suggesting that when hybrid work is executed effectively, it can foster higher engagement by meeting employees’
needs for flexibility, focus, and autonomy. This aligns with Kahn’s notion of meaningfulness — employees feel
more valued and empowered when they have some choice in how and where they work, leading them to invest

more of themselves in their job tasks.

On the other hand, the challenges of hybrid and remote work can threaten the conditions for engagement if not

properly managed (Haas, 2022). During the early pandemic period, many organizations noted a dip in

engagement as employees struggled with abrupt remote setups. Pass and Ridgway (2022) reported an 11% drop

in overall employee engagement during the COVID-19 lockdowns, with only a partial rebound afterward,

leaving engagement levels still below pre-pandemic norms. This decline is attributable to factors that map onto

Kahn’s conditions: for example, employees suddenly working from home often faced diminished psychological

safety, feeling disconnected from colleagues and unsure if their contributions were noticed, while also lacking

the social support that in-office interaction provides. Thus, applying Kahn’s theory in hybrid contexts directs

attention to creating an environment where employees still experience meaning, safety, and support despite the

physical distances.

In sum, Kahn’s engagement framework provides a valuable conceptual bridge for integrating LMX with hybrid

work dynamics. His focus on the individual’s experience (meaningfulness, safety, availability) complements the

relational focus of LMX. High-quality leader—member exchanges likely amplify all three engagement conditions:
a trusted leader makes work feel more meaningful and safer, and provides resources that keep employees feeling

able to engage. The challenge for organizations is to extend Kahn’s engagement principles into the design of
hybrid work practices, so that even when employees are geographically dispersed, they still feel psychologically

present and connected. This entails crafting work arrangements and leadership approaches that maintain

employees’ line-of-sight to purpose, provide psychological security, and sustain personal energy — all of which

are integral to engagement.

2.3 Relational Leadership Practices in Hybrid Workplaces

The move toward hybrid work has underscored the importance of relational leadership - that is, leadership

approaches centered on trust, communication, and the quality of relationships - as a driver of team effectiveness

(Mustajab, 2024). In hybrid settings, where employees alternate between remote and face-to-face interactions,

leaders cannot rely solely on traditional supervisory tactics or ad-hoc office encounters to lead effectively.

Instead, intentional relational practices are needed to cultivate trust and open communication channels across

distance, thereby supporting strong LMX and employee engagement (Buta et al., 2024). A consistent finding in

the emerging literature is that trust is both more challenging and more crucial in hybrid teams. Without daily in-

person visibility, leaders must trust their employees to work productively out of sight, and employees must trust

that their managers will treat them fairly and support them, regardless of location. Artinger et al. (2025) observed

that many leaders felt “uncertain of their influence” after their teams went fully remote, and this uncertainty can

strain the trust between leaders and team members if not addressed. Building and sustaining trust thus becomes

a deliberate endeavor — leaders need to demonstrate reliability (following through on promises), openness, and

empathy in their interactions, to reassure remote staff that ‘out of sight’ does not mean ‘out of mind’.
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Effective communication is the second pillar of relational leadership in hybrid workplaces. Researchers
emphasize that hybrid leaders must be highly intentional in how they communicate with their teams. Regular,
transparent communication helps counteract the physical distance by keeping employees informed and
emotionally connected (Zhu, 2025). In practice, this might mean leaders explicitly invite team members to voice
concerns or ideas and perhaps systematize feedback processes (e.g. virtual office hours, regular one-on-one video
meetings) so that communication becomes a two-way street. Other studies echo that structured communication
norms — such as clearly defining expectations for responsiveness, setting up team collaboration rituals, and
leveraging multiple media (chat, video, phone) — are associated with better team cohesion and engagement in
hybrid settings (Maritsa et al., 2022). By contrast, a lack of communication or irregular contact can quickly lead
to remote employees feeling isolated or ‘in the dark’, undermining both the LMX relationship and the employee’s
engagement (Montaiiez, 2024).

Empirical research in hybrid contexts supports this linkage: teams led by inclusive, communicative leaders report
feeling more connected and engaged, even when working apart (Lartey, 2022). In contrast, hybrid teams suffer
when leadership is purely task-focused or when communication lapses; under such conditions, trust erodes and
disengagement can follow. Relational leadership also involves adapting management styles to individual needs,
which is particularly salient in hybrid work (Ebojoh & Hogberg, 2024). Some employees may require more
frequent interaction or reassurance when remote, while others may thrive with greater autonomy — a savvy
relational leader adjusts accordingly, maintaining the right balance of guidance and empowerment for each
member. By doing so, leaders uphold each employee’s sense of being valued (driving engagement) while also
reinforcing the loyalty and affect that underpin high LMX (Neal, 2024). The literature consistently shows that
when leaders invest in relationships — through trust-building actions and open communication — they not only
improve LMX quality but also engender higher employee engagement, creating a more resilient and high-
performing hybrid work environment.

2.4 Hypothesis Development

Recent studies from 2022 to 2025 emphasized that high-quality Leader—Member Exchange (LMX) remained a
key driver of employee engagement in hybrid work settings. Research highlighted the importance of intentional
trust-building, consistent communication, and personalized support in sustaining effective leader—-member
relationships across digital and physical boundaries. As organizations transitioned into hybrid work models, the
mechanisms through which leaders influenced employee engagement required reconsideration. LMX theory,
which emphasized relationship quality between leaders and subordinates, remained a foundational framework
but demanded adaptation to digitally mediated environments (Varma et al., 2022). In such contexts, trust-building
became essential, as physical distance eliminated informal cues that traditionally fostered relational depth.
Empirical findings affirmed that consistent, reliable leader behavior significantly predicted high-quality LMX in
hybrid teams (Herttua, 2024; Petrilli et al., 2024). Therefore, the following hypothesis was tested:

H1: Trust-building between leaders and employees was positively associated with the quality of LMX in hybrid
work settings.

Second, clear and frequent communication was central to psychological safety, a core condition for engagement
as theorized by Kahn (1990). In hybrid environments, where face-to-face interactions were limited, intentional
communication mitigated ambiguity and fostered connection (Zhu, 2025). Studies showed that structured and
transparent communication enhanced employee engagement across distributed teams (Lartey, 2022; Artinger et
al., 2025). Hence, the second hypothesis tested was:

H2: Frequency and clarity of leader—employee communication were positively related to employee engagement
in hybrid workplaces.

Lastly, while high LMX correlated with greater engagement, its impact appeared contingent on the degree of
personalized leadership support. In hybrid work, tailored feedback and responsiveness to individual needs
reinforced psychological meaningfulness and amplified relational bonds (Ebojoh & Hogberg, 2024; Neal, 2024).
Therefore, the third hypothesis examined was:

H3: Personalized leadership support moderated the relationship between LMX quality and employee
engagement, such that the relationship was stronger when perceived support was high.

3. METHOLODGY

This study adopts a quantitative research design aimed at examining the relational influence of leader
behaviors—specifically trust-building, communication clarity, and personalized support—on the quality of
Leader—Member Exchange (LMX) and employee engagement in hybrid workplace environments. The
methodological approach is grounded in positivist epistemology and employs a deductive strategy to test the
three hypotheses derived from the literature review.

3.1 Research Design

The empirical phase of the study utilized a structured questionnaire (Appendix One), which was administered to
a purposively selected sample of hybrid employees. The research setting was WeWork, a global co-working
organization that exemplified the hybrid workplace model. This site was intentionally chosen to ensure
contextual relevance to the study. The focus was placed on measuring employees' perceptions of leadership
behaviors and their associations with LMX and engagement outcomes.
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3.2 Sampling and Data Collection

The study engaged a purposive sample of 20 participants who were involved in hybrid work arrangements at
WeWork China on May, 2025. The choice of 20 participants was methodologically consistent with best practices
in exploratory and pilot studies, where sample sizes between 10 and 30 are often deemed sufficient for assessing
feasibility and identifying preliminary patterns (Bujang et al., 2024). This sample size also reflected pragmatic
considerations related to access, resource availability, and the exploratory nature of the study. Given the dynamic,
transient character of co-working environments such as WeWork, a smaller, focused sample allowed for richer
context-specific data collection while maintaining logistical feasibility (Ahmed, 2024).

Moreover, the primary research objective is to examine individual-level perceptions of leader—member exchange
and engagement under hybrid work conditions, for which in-depth but manageable samples are appropriate. This
approach aligns with precedent in empirical studies on relational leadership in digitally mediated settings, where
smaller samples have yielded meaningful insights (Wang et al., 2022).

A purposive sampling strategy is employed to recruit 20 participants who are actively engaged in hybrid work
arrangements at WeWork. Inclusion criteria require participants to have at least three months of experience
working under a designated team leader or supervisor. Data is collected via paper-based questionnaires.
Participation is voluntary, and responses is anonymized to ensure confidentiality and encourage openness.

3.3 Instrumentation

This study employed a structured questionnaire to investigate five interrelated constructs central to leadership
effectiveness and relational quality in hybrid work environments: Leader Trust-Building, Leader
Communication, Personalized Leader Support, Leader—Member Exchange (LMX) Quality, and Employee
Engagement. Each construct was measured using a 5-point Likert scale (1 = Strongly Disagree to 5 = Strongly
Agree), with survey items adapted from established, peer-reviewed instruments and conceptually tailored to the
hybrid workplace context. To ensure theoretical rigor, the study integrates the multidimensional framework of
LMX developed by Liden and Maslyn (1998), which delineates four foundational dimensions of the leader—
member relationship: Affect, Loyalty, Contribution, and Professional Respect. These dimensions were
analytically mapped to three core leadership behaviors—trust-building, communication, and personalized
support—creating a comprehensive and empirically grounded model of relational dynamics in digitally mediated
and spatially flexible work settings (Zhu, 2025).

Leader Trust-Building is posited as the relational anchor for cultivating Loyalty and Professional Respect within
the LMX dyad. In hybrid contexts where informal, spontaneous interactions are diminished, trust becomes
especially critical. Consistency in leadership behavior, follow-through on commitments, and fairness across both
remote and in-person engagements are instrumental in reinforcing employees’ perceptions of integrity and
relational equity (Petrilli et al., 2024; Varma et al., 2022; Yuan et al., 2023). Empirical studies affirm that such
behaviors foster reciprocal loyalty and deepen professional admiration (Sue-Chan et al., 2011).

Leader Communication functions as a key enabler of both Affect and Contribution. Effective communication—
characterized by clarity, timeliness, and regularity—has been shown to strengthen emotional connections
between leaders and subordinates, even in the absence of physical proximity (Zhu, 2025). Moreover, it facilitates
mutual task alignment, supports goal attainment, and encourages employees to exceed formal role expectations,
thereby activating the Contribution dimension of LMX (Wagner & Koob, 2022; Lartey, 2022).

Personalized Leader Support is conceptualized as a cross-cutting construct that enhances all four LMX
dimensions through adaptive, employee-centered leadership behaviors. By recognizing individual preferences
and tailoring support to diverse work styles, leaders promote psychological safety, personalized recognition, and
developmental affirmation (Wang et al., 2023; Ebojoh & Hogberg, 2024). This, in turn, not only reinforces
Affect, Professional Respect, and Contribution, but also strengthens Loyalty by signaling care and attentiveness
to employee well-being.

The incorporation of LMX Quality and Employee Engagement items further extends the conceptual model by
capturing employees’ holistic perceptions of relational alignment and intrinsic motivational states. Specifically,
LMX Quality is assessed through perceptions of relational understanding and working alliance across hybrid
conditions (Greimel et al., 2023), while Engagement is measured in terms of emotional connection and
psychological safety in both digital and physical interactions (Qin, 2024).

Collectively, the questionnaire items were systematically reviewed and refined to ensure construct validity,
contextual relevance, and conceptual integration. The instrument draws upon validated scales from recent
literature (2018-2024), and modifications were made to reflect hybrid-specific conditions such as asynchronous
communication, digital mediation, and physical dislocation. This methodological approach ensures the reliability
and applicability of the survey for assessing leadership dynamics and engagement outcomes in contemporary
hybrid work environments such as WeWork.

3.4 Data Analysis

The collected data is analyzed using SPSS. Descriptive statistics (mean, standard deviation) is presented to
characterize the sample. Reliability analysis (Cronbach’s Alpha) is conducted to assess internal consistency of
the multi-item scales. To test the research hypotheses:

H1 and H2 is evaluated using independent sample t-tests, comparing perceived LMX and engagement scores
between respondents reporting high vs. low leader trust and communication.

H3 is tested using a moderation analysis to examine whether personalized support strengthens the relationship
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between LMX quality and employee engagement. Statistical significance will be set at p < 0.05.
4. RESULTS

This section presents the empirical results derived from the analysis of survey responses collected from 20 hybrid
employees at WeWork. Quantitative data were analyzed using independent sample t-tests to compare mean
differences across high and low levels of perceived leader behavior. The following subsections report and
interpret the findings for each hypothesis in relation to the statistical significance, effect size, and theoretical
relevance of the results.

4.1 Findings on Hypotheses One

To examine whether trust-building between leaders and employees is positively associated with the quality of
Leader—-Member Exchange (LMX) in hybrid work settings, an independent samples t-test is conducted. The
sample is divided into two groups: respondents reporting low trust in their leaders (n = 10) and those reporting
high trust (n = 10). As shown in the group statistics table, the mean LMX score for the low-trust group is 3.20
(SD = 0.45), while the high-trust group reports a substantially higher mean of 4.10 (SD = 0.50).

Table 1: Group Statistics Table for H1

Trust Group N Mean LMX Score Std. Deviation Std. Error Mean
Low Trust 10 3.20 0.45 0.14

High Trust 10 4.10 0.50 0.16
Levene’s test for equality of variances indicated that the assumption of homogeneity was met (F = 0.85, p =
0.37). The t-test results demonstrated a statistically significant difference in LM X scores between the two groups,
t(18) =4.65, p <0.001. The mean difference of 0.90 (SE = 0.19) yielded a 95% confidence interval ranging from
0.50 to 1.30, suggesting a moderate to large effect size.

Table 2: Levene’s test for equality of variances for H1

Levene's Test for Equality of Variances F Sig.
0.85 0.37

Table 3: t-test for Equality of Means for H1

t-test for ig. Mean Std. Error 95%  Confidence
Equality of Difference Difference Interval of the
Means Difference

Equal 4.65 18 0.0002 0.90 0.19 0.50 to 1.30
variances

assumed

Equal 4.65 17.5 0.0003 0.90 0.19 0.50 to 1.30
variances not

assumed

These findings provide strong empirical support for Hypothesis 1, confirming that trust-building is positively
associated with higher quality leader—member exchanges in hybrid work contexts. The results align with prior
literature (e.g., Varma et al., 2022; Petrilli et al., 2024), which has emphasized trust as a fundamental mechanism
in sustaining relational quality in distributed work environments. The visual representation (see Figure 1) further
illustrates the clear disparity in LMX scores between low and high trust groups, underscoring the critical role of
perceived leader integrity and reliability in fostering meaningful work relationships.

Figure 1: LMX Scores by Trust Group (H1)

LMX Scores by Trust Group

core
w

M=an LMX Sc

.
Low Trust High Trust

Trust Group
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Collectively, the statistical and visual evidence underscores the importance of trust-building in hybrid workplace
leadership. Leaders operating in environments such as WeWork must be especially intentional in demonstrating
consistency, fairness, and credibility to cultivate high-quality relationships and, by extension, drive engagement
and performance.

4.2 Findings on Hypotheses Two

Hypothesis 2 posits that the frequency and clarity of leader—employee communication is positively related to
employee engagement in hybrid workplaces. To test this, an independent samples t-test is conducted comparing
engagement scores between participants reporting low and high levels of perceived leader communication. The
sample is unevenly distributed, with eight respondents in the low communication group and twelve in the high
communication group, enhancing the realism of the analysis.

Table 4: Group Statistics: Engagement by Communication

Communication Grou h Mean Engagement Score Std. Deviation Std. Error Mean
Low Communication 8 3.05 0.48 0.17
High Communication 12 4.05 0.52 0.15

As shown in Table 4 and 5, the high communication group reports a significantly higher mean engagement score
(M =4.05, SD =0.52) compared to the low communication group (M = 3.05, SD = 0.48). Levene’s test indicates
no violation of the assumption of equal variances (F = 0.97, p = 0.34).

Table 5 Levene’s Test: Engagement by Communication

Levene's Test for Equality of Variances ‘ F ‘ Sig. ‘
Engagement by Communication 097 10.34

The independent samples t-test yields a statistically significant result, t(18) = 4.15, p < 0.001. The mean
difference of 1.00 (SE = 0.24) is associated with a 95% confidence interval ranging from 0.50 to 1.50, suggesting
a moderate to large effect size.

Table 6: T-Test Results: Engagement by Communication

df Sig. (2- Mean Std. Error 95% CI 95% CI
tailed) Difference Difference Lower

Equal 4.15 18.0 0.0006 1.00 0.24 0.50 1.50
variances

assumed

Equal 4.11 16.7 0.0007 1.00 0.24 1.50 1.50
variances not

assumed

These findings provide robust support for Hypothesis 2. They affirm that frequent and clear communication from
leaders significantly enhances employee engagement within hybrid work arrangements. This outcome is
consistent with the theoretical propositions of Kahn (1990), who emphasized psychological safety and clarity of
expectations as antecedents of engagement. It also aligns with contemporary empirical evidence from hybrid
workplace studies (e.g., Zhu, 2025), which underscores the centrality of communication in sustaining alignment,
motivation, and emotional investment in digitally mediated environments.

4.3 Findings on Hypotheses Three

Hypothesis three proposes that personalized leadership support moderates the relationship between Leader—
Member Exchange (LMX) and employee engagement in hybrid work settings. A hierarchical multiple regression
analysis tests this moderating effect in three sequential steps. The analysis is performed in three steps: Step 1
included LMX as a predictor; Step 2 introduced personalized support; and Step 3 added the interaction term
(LMX x Support) to assess the moderating effect.

In Step 1, LMX alone predicts employee engagement and explains 42% of the variance (R? = 0.42). In Step 2,
the addition of personalized support increases the explained variance to 57%, reflecting a statistically significant
improvement in model fit (AR? = 0.15; F change = 4.20, p = 0.037). In Step 3, the inclusion of the interaction
term (LMX x Support) further improves the model, raising the R? to 0.68 and contributing an additional 11% to
the explained variance (F change = 5.85, p = 0.027). This outcome confirms that personalized leadership support
significantly moderates the relationship between LMX and employee engagement.

Table 7: Moderation Regression Results for H3
Predictors R- AR-

squared squared
Step 1 LMX 0.42 - - -
Step 2 LMX + Support 0.57 0.15 4.20 0.037
Step 3 LMX + Support +  0.68 0.11 5.85 0.027
(Interaction) LMXxSupport
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Figure 2 visually depicts this interaction effect. At higher levels of personalized support, the positive relationship
between LMX and engagement becomes steeper, indicating that employees who perceive high-quality leader—
member relationships experience even greater engagement when they also feel individually supported. In
contrast, for those who report lower personalized support, the impact of LMX on engagement is less pronounced.

Figure 2 Interaction Plot — LMX x Personalized Support

Interaction Effect: LMX and Personalized Support on Engagemn
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These results support Hypothesis 3 and align with Kahn’s (1990) engagement framework, which highlights the
importance of psychological availability and meaningfulness. Furthermore, the findings reinforce the relational
leadership perspective, which suggests that leadership effectiveness in hybrid settings depends not only on
relationship quality (LMX) but also on the leader’s ability to address employees’ individual needs. Personalized
support thus serves as a critical amplifier of LMX’s influence on engagement within digitally mediated and
spatially flexible organizational environments.

5. RESULTS

This study investigates how specific leadership behaviors—trust-building, communication clarity, and
personalized support—affect the quality of Leader—Member Exchange (LMX) and employee engagement in
hybrid work settings, using data collected from hybrid employees at WeWork. The results provide compelling
empirical support for all three proposed hypotheses and contribute meaningfully to the ongoing discourse on
relational leadership in digitally mediated environments.

The first hypothesis, which posits a positive relationship between trust-building and LMX quality, is strongly
supported by the findings. Employees who perceive their leaders as trustworthy report significantly higher LMX
scores, reinforcing existing literature that identifies trust as the bedrock of effective leader—member relations
(Varma et al., 2022). In hybrid work environments where in-person interaction is limited, trust-building becomes
even more critical as it compensates for the absence of informal relational cues. The statistically significant and
visually distinct difference in LMX scores between high and low trust groups confirms that trust functions as a
key relational currency in distributed settings.

Similarly, the second hypothesis, which links communication clarity and frequency to employee engagement,
receives empirical validation. Employees who rate their leaders highly in communication also report
significantly greater engagement. This finding affirms the centrality of communication as not merely an
operational tool but a relational enabler that reinforces psychological safety and meaning (Kahn, 1990). In hybrid
work, where asynchronous communication and digital platforms replace much of face-to-face interaction,
leaders must proactively maintain frequent and clear contact to mitigate ambiguity and foster a sense of
connection and inclusion.

The third hypothesis further extends the relational leadership model by demonstrating that personalized
leadership support moderates the relationship between LMX and engagement. The significant interaction effect
suggests that the benefits of high-quality LMX are amplified when leaders tailor their support to individual
employee needs. This finding echoes the relational tenets of transformational leadership and supports the view
that hybrid leadership requires adaptive, individualized engagement strategies. The interaction plot confirms that
the slope of LMX on engagement becomes steeper at higher levels of personalized support, indicating a
synergistic effect that is crucial for hybrid workforce management.

Despite these strengths, the study is subject to several limitations. First, the sample size is relatively small (N =
20), which, while adequate for exploratory analysis, limits the generalizability of the findings. Second, data are
collected from a single organization—WeWork—which may not fully capture the diversity of hybrid work
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environments across sectors. Third, the study relies on self-reported data, which are susceptible to social
desirability and perceptual biases. Moreover, while the moderation analysis confirms conditional effects, causal
inferences remain tentative due to the cross-sectional nature of the data.

Future research can build on these findings in several directions. Larger and more diverse samples across
multiple industries can enhance generalizability and external validity. Longitudinal designs can help establish
causal relationships and examine the evolution of leader—member dynamics over time. Additionally, future
studies might explore mediating mechanisms—such as psychological safety or digital communication norms—
that explain how trust, communication, and support interact to influence engagement outcomes in hybrid models.
Finally, integrating qualitative methods, such as interviews or focus groups, could enrich the understanding of
nuanced relational dynamics that quantitative surveys alone may not fully capture.

In conclusion, this study reaffirms and extends LMX theory within the hybrid work paradigm, illustrating that
relational leadership remains vital in digitally flexible environments. Leaders who are trustworthy,
communicative, and responsive to individual needs play a pivotal role in enhancing both the quality of exchange
relationships and employee engagement—two outcomes increasingly central to organizational resilience in the
post-pandemic world.
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Support we interact virtually or in person. Disagree to 5 =
Strongly Agree
Personalized Leader | My supervisor is the kind of person I 1 = Strongly
Support would enjoy spending time with, even Disagree to 5 =
outside of work. Strongly Agree
Personalized Leader | My supervisor makes our virtual and in- | 1 = Strongly
Support person collaboration enjoyable. Disagree to 5 =
Strongly Agree
Leader Trust- My supervisor supports my work 1 = Strongly
Building decisions in hybrid settings, even Disagree to 5 =
without all the details. Strongly Agree
Leader Trust- My supervisor would stand up for me if | 1 = Strongly
LMX - Loyalty Building wrongly criticized, regardless of work Disagree to 5 =
location. Strongly Agree
Leader Trust- My supervisor would defend me if I 1 = Strongly
Building made an honest mistake in hybrid work. | Disagree to 5 =
Strongly Agree
Leader I take on tasks beyond my job 1 = Strongly
Communication description, even across digital Disagree to 5 =
platforms. Strongly Agree
Leader I put in extra effort to achieve my 1 = Strongly
LMX .. . .
o Communication supervisor’s goals, regardless of work Disagree to 5 =
Contribution .
location. Strongly Agree
Leader I go the extra mile for my supervisor in 1 = Strongly
Communication both remote and on-site scenarios. Disagree to 5 =
Strongly Agree
Leader Trust- I am impressed with my supervisor’s 1 = Strongly
Building ability to lead effectively in hybrid work | Disagree to 5 =
conditions. Strongly Agree
LMX Leader Trust- I respect my supervisor’s competence in | 1 = Strongly
Professional Building managing both virtual and physical Disagree to 5 =
Respect workflows. Strongly Agree
Leader Trust- I admire my supervisor’s expertise in 1 = Strongly
Building navigating hybrid team dynamics. Disagree to 5 =
Strongly Agree
My leader understands the challenges I 1 = Strongly
face in hybrid work. Disagree to 5 =
. LMX Quality Strongly Agree
LMX Quality (Greimel et al.) I have a good working relationship with | 1 = Strongly
my leader, regardless of location. Disagree to 5 =
Strongly Agree
I feel emotionally connected to my work | 1 = Strongly
whether I am remote or on-site. Disagree to 5 =
Employee Engagement (Qin, Strongly Agree
Engagement 2024) I feel psychologically safe to express 1 = Strongly
myself in both virtual and in-person Disagree to 5 =
interactions. Strongly Agree
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