
 

 
 
 

DISSERTATION APPROVED BY 
 
 

April 28, 2026 
 

Date 

 
Tracy Russo, Ph.D., Chair 

 

Jim Martin, Ph.D., Committee Member 
 

Leah Georges, Ph.D., Program Director 
 

A. Barron Breland, D.M., Dean 



 

 

 

 

 

 

VIDEO USE IN VIRTUAL MEETINGS AND EMPLOYEE JOB SATISFACTION: 

THE MODERATING ROLE OF EMPLOYEE PERCEIVED LEADERSHIP STYLE 

AMONG KNOWLEDGE WORKERS 

 

___________________________________ 

 

By 

STEVEN ALAN O’DELL JR 

___________________________________ 

A DISSERTATION IN PRACTICE 

 

Submitted to the faculty of the Graduate School of Creighton University in Partial 

Fulfillment of the Requirements for the degree of Doctor of Education in 

Interdisciplinary Leadership 

_________________________________ 

 

Omaha, NE  

April 24, 2026 

  



 

 

 

Copyright 2026, Steven Alan O’Dell Jr. 

 

This document is copyrighted material. Under copyright law, no part of this document 

may be reproduced without the expressed permission of the author. 

  



iii 

 

 

Abstract 

The shift to remote and hybrid work environments, accelerated by the COVID-19 

pandemic, fundamentally altered how leaders interact through communication with their 

distributed teams. This quantitative correlational study examined the relationship between 

the use of video (camera on versus camera off) during virtual meetings with supervisors 

and reported employee job satisfaction among U.S.-based remote and hybrid knowledge 

workers. In addition, I investigated the moderating role of employee-perceived supervisor 

leadership style, as defined by the Full Range Leadership Theory (FRLT), on this 

relationship in remote and hybrid work environments. When cameras are on, participants 

gain access to nonverbal cues such as facial expressions and body language, situating the 

supervisor in a visible environment that more closely approximates face-to-face 

interaction. I collected data through a cross-sectional survey administered by Qualtrics 

Research Services (N = 291), pairing the Job Satisfaction Survey (JSS; Spector, 1997) 

with supplemental items measuring video use, employee perceived leadership style, and 

work assignment. I tested two hypotheses using multiple linear regression: (1) consistent 

video use during virtual supervisor meetings was positively related to overall job 

satisfaction, and (2) employees who perceived their supervisors as transformational 

reported higher satisfaction under camera-on conditions than under camera-off 

conditions. Results supported Hypothesis 1: consistent video use was significantly and 

positively associated with overall job satisfaction (b = 0.31, p = .004). Hypothesis 2 

received partial support. Perceived leadership style moderated the video–satisfaction 

relationship, but the significant interaction emerged on the laissez-faire versus 

transformational contrast rather than the transactional versus transformational contrast, 
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with the positive association between video use and satisfaction substantially stronger 

under laissez-faire leadership than under transformational leadership (interaction, b = 

0.82, p = .016). An unanticipated finding also emerged: fully remote workers reported 

significantly lower job satisfaction than hybrid workers on eight of the nine JSS 

subscales. Findings support policies that encourage consistent camera use during 

supervisor meetings, leadership development aimed at replacing passive with 

transformational behaviors in virtual settings and structured in-person touchpoints for 

fully remote staff.  

Keywords: leadership styles, transformational leadership, transactional leadership, 

Laissez-Faire leadership, job satisfaction, Full Range Leadership Model (FRLM), Full 

Range Leadership Theory (FRLT), communication technology, Job Satisfaction Survey 

(JSS), work-from-home, remote work 
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CHAPTER ONE: INTRODUCTION 

 The modern workplace increasingly relies on communication technology to 

connect leaders with their teams, and the manner in which that technology is used, 

particularly whether video is enabled during virtual meetings, may shape how employees 

perceive their supervisors’ leadership and, in turn, their own job satisfaction (Boccoli et 

al., 2024; Hambley et al., 2007). Two constructs are central to this study: the use of video 

communication technology in virtual meetings with supervisors, and employees’ 

perceptions of their supervisors’ leadership style as defined by the styles of the Full 

Range Leadership Theory (Bass & Avolio, 1994). Understanding how these constructs 

interact is essential because the communication medium through which leadership is 

exercised in virtual settings may fundamentally shape how employees experience that 

leadership (Hambley et al., 2007; Machado & Brandão, 2019). Effective leadership is an 

important driver of business outcomes (Anderson & Adams, 2015).  

The COVID-19 health pandemic upended the working world in 2020, forcing 

organizations to rapidly adapt their leadership practices, train employees in new 

communication technologies, and manage both new and experienced workers in virtual 

environments. By 2022, multiple industry surveys and press reports documented a 

significant increase in permanent remote work positions and flexible work arrangements 

across the United States (Ozimek & Stanton, 2022; Popken, 2022; Ranger, 2022). NBC 

News reported that the number of available permanent remote positions in the United 

States, based on job posting data tracked by the employment platform Ladders, doubled 

from nine percent to 18 percent by the end of 2021, and was expected to rise above 25 

percent by the end of 2022 (Popken, 2022). This reflects previous work that found that 
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more than 33% of American workers work remotely (Gilbert et al., 2023). Maurer (2022) 

found that about a third of private-sector employers expanded remote-work options 

because of COVID-19 and that 58 percent of respondents to a pandemic FlexJobs survey 

desired a fully remote job. An Owl Labs survey identified by Marinova (2022) found that 

18 percent of workers in the United States had full-time remote work.  

Recent research supports the notion that remote work has become a decisive 

factor in recruitment and retention. Ozimek and Stanton (2022) found that remote work 

options significantly influenced candidates’ decisions to accept job offers, and Ranger 

(2022) reported that two-thirds of technology workers were actively seeking new 

positions, with remote work availability cited as a primary consideration. Furthermore, 

candidates increasingly evaluate not only whether remote work is offered but also what 

communication technology is used and how leadership is exercised in virtual settings 

(Boccoli et al., 2024). A 2025 review found that 67% of knowledge workers now prefer 

flexible work arrangements and that 75% report increased virtual meeting attendance, 

confirming that hybrid and remote work models have become defining features of the 

modern workplace (Knepper, 2025). 

Organizations need to make decisions about how to respond to the changed work 

environment. One significant tool is to identify effective leadership styles to improve or 

sustain employee job satisfaction in the new work world. This is especially true since 

prior studies have found that flexible benefits, specifically working from home, were 

positively related to job satisfaction, and inversely related to turnover intention (Allen, 

2001; Batt & Valcour, 2003; Morganson et al., 2010). Indeed, job satisfaction has been 

linked to job performance and turnover intention (Hashim et al., 2020; Kurniawaty et al., 
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2019; Long et al., 2014; Tsai & Wu, 2010). Especially given the changed environment 

and operating procedures, the opportunity costs, and actual direct financial implications 

to organizations of employing an ineffective leadership style can be profound. Employees 

may feel disengaged, invariably lowering productivity. That may then result in voluntary 

turnover, a significant expense. Industry estimates suggest that replacing an employee 

costs 50% to 200% of annual salary (Society for Human Resource Management [SHRM], 

2022). Research suggests that the leadership style adopted by supervisors in remote 

settings may be associated with employee job satisfaction, which in turn has been linked 

to lower turnover intentions and improved retention outcomes (Boccoli et al., 2024; 

Doucet et al., 2015; Hashim et al., 2020).  

This chapter presents the problem and purpose of this research study. I introduce 

the research questions and tie them to the aim of the study as a way to frame the 

remainder of the study, and I discuss the important relevant terms of the study. I 

introduce the methodology of the research study and discuss delimitations, limitations, 

and personal bias. I conclude the chapter by applying reflective practice regarding the 

study elements.  

Statement of the Problem  

 Since the declared health pandemic worldwide for COVID-19, the world of work 

has changed dramatically (Goldberg, 2022). In the United States, millions of workers 

were re-positioned to work-from-home, and the repositioning has especially been 

extensive for knowledge workers such as cyber security professionals (Goldberg, 2022; 

Popken, 2022; Ranger, 2022). The move to work-from-home mitigated COVID-19 risks, 

but the move also increased cybersecurity risks through technology vulnerability 
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exposure (Ranger, 2022; Rockeman, 2022). Beyond cybersecurity, knowledge workers in 

fields such as finance, healthcare administration, and engineering faced additional risks 

including communication breakdowns, reduced mentorship opportunities, and difficulty 

maintaining professional development in remote settings (Wang et al., 2021). There is a 

significant professional shortage of qualified personnel in many industries, but especially 

in skilled knowledge workers because of the changes to the work world and the political 

climate (Ranger, 2022; Rockeman, 2022). One example of the shortage is the gap created 

in information technology from the change to work-from-home that created a greater 

information technology burden to maintain work systems for productive knowledge work 

to take place. The spigot opened for potential hackers and bad actors to exploit the move 

to work-from-home and the chaos of the pandemic. Additionally, organizations 

experienced challenges related to employee isolation, reduced team cohesion, and 

difficulty onboarding new employees in virtual environments (Hakak et al., 2020).  

These compounding challenges, namely the rapid shift to remote work, increased 

cybersecurity vulnerabilities, and workforce shortages, have placed extraordinary 

demands on organizational leadership. Leaders are required not only to manage 

operations across dispersed teams but also to maintain employee engagement and job 

satisfaction through unfamiliar virtual communication channels (Boccoli et al., 2024; 

Cakula & Pratt, 2021). The convergence of these factors underscores the need to examine 

how leadership style and the use of communication technology relate to employee 

outcomes in remote work environments. 

Beyond managing day-to-day operations, the shift to remote work also required 

leaders to train both new and experienced employees in unfamiliar communication 
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technologies and to foster productive human interaction in virtual settings (Cakula & 

Pratt, 2021; Ilag, 2021). Leaders were tasked not only with maintaining organizational 

performance but also with onboarding employees who had never worked remotely and 

retraining seasoned workers accustomed to in-person collaboration. The dual challenge of 

technology adoption and sustaining meaningful interpersonal connection in virtual 

environments underscores the critical role leadership plays in the success or failure of 

remote work arrangements (Boccoli et al., 2024; Erickson et al., 2015; Mukherjee et al., 

2012). Without effective leadership to bridge these gaps, organizations risk diminished 

employee engagement, weakened team cohesion, and ultimately lower job satisfaction. 

It is therefore important to explore how specific leadership styles, as distinct from 

leadership as a general concept, are related to employee job satisfaction. The Full Range 

Leadership Theory (Bass & Avolio, 1994) provides the conceptual frame used here to 

distinguish among styles, and while other frameworks exist (e.g., servant, authentic, 

transactional–transformational dichotomies), the FRLT offers a parsimonious three-style 

model well-suited to a virtual meeting context. Leadership styles refer to the 

characteristic patterns of behavior leaders use to influence followers; for example, 

transformational leaders inspire through vision and individualized attention, transactional 

leaders motivate through contingent rewards and structured expectations, and laissez-

faire leaders take a hands-off approach with minimal intervention (Bass & Avolio, 1994). 

Understanding how these distinct styles relate to employee job satisfaction is important, 

particularly in remote settings where the communication medium may shape how 

employees perceive their supervisor’s leadership behaviors. The use of video in virtual 

meetings introduces a technological dimension that may interact with perceived 
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leadership style: when cameras are on, employees have access to nonverbal cues that 

could strengthen perceptions of transformational leadership behaviors such as 

individualized consideration and inspirational motivation (Hambley et al., 2007; Stavrova 

et al., 2025). Literature addressing these variables together in a work-from-home remote 

job environment remains limited, particularly regarding how perceived leadership style 

and the use of video communication technology in virtual meetings with supervisors 

jointly relate to employee job satisfaction. 

Specifically, while research has examined leadership effectiveness in traditional 

office settings (Northouse, 2019) and some studies have explored remote work outcomes 

such as productivity and retention (Harker-Martin & MacDonnell, 2012; Kwon & Jeon, 

2020), few studies have investigated how specific reported leadership styles interact with 

the use of video communication technology to influence employee job satisfaction in 

remote and hybrid work environments. The existing literature tends to address leadership 

and technology as separate domains rather than examining their intersection. For 

example, Boccoli et al. (2024) noted that research on virtual leadership remains in its 

early stages, and Höddinghaus et al. (2024) found that the role of specific communication 

modalities, such as camera use during virtual meetings, has received limited empirical 

attention in the leadership literature. This gap is significant because the communication 

medium through which leadership is exercised may shape how employees perceive and 

respond to their supervisors’ leadership behaviors (Hambley et al., 2007).  

Purpose of the Study 

The purpose of this quantitative correlational research study is to examine the 

relationship between the use of video (camera on versus camera off) in virtual meetings 
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with supervisors and employee job satisfaction, and to investigate how the employee’s 

perceived leadership style of the supervisor, as defined by the Full Range Leadership 

Theory, moderates this relationship in remote and hybrid work environments. 

Research Question and Hypotheses 

 The following research questions guided this quantitative correlational study: 

RQ1: What is the relationship between having video present or off during a virtual 

meeting with supervisors and employee job satisfaction scores for knowledge workers in 

remote and hybrid work environments in the United States? RQ2: Does the employee’s 

reported perception of their supervisor’s leadership style moderate the relationship 

between video use and job satisfaction? The following two hypotheses guided the testing 

performed to address the research questions: 

 H1: There is a significant positive relationship between video-on in a virtual 

meeting with a supervisor and job satisfaction in remote and hybrid work environments.  

H2: Employees who perceive their supervisors as exhibiting transformational leadership 

characteristics report greater satisfaction when meetings are on-camera than employees 

who do not consistently meet with the camera on. 

Aim of the Study 

The aim of this dissertation in practice is to develop evidence-based 

recommendations for organizational leaders and human resource practitioners on the 

effective use of video communication technology in virtual meetings to improve 

employee job satisfaction in remote and hybrid work environments. Specifically, this 

study produced practical guidance on how supervisors can leverage video-enabled 

meetings in conjunction with effective leadership behaviors to strengthen employee 
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satisfaction, improve retention, and reduce turnover costs. The findings will inform the 

creation of a best practices framework for virtual meeting leadership that organizations 

can integrate into their leadership development programs and remote work policies. It is 

important to understand whether the use of video can improve job satisfaction and what 

relationship employee-perceived leadership style has to satisfaction in virtual meetings 

for different work environments because of the changing landscape of work, especially 

for knowledge workers (Goldberg, 2022; Marinova, 2022; Maurer, 2022; Popken, 2022; 

Ranger, 2022). Additionally, there are no published studies at this time discussing the use 

of video and job satisfaction and the relationship to employee perceived leadership styles 

for knowledge workers. Retention and recruitment are significant challenges for 

organizations, and improved job satisfaction can help improve retention. When 

organizations can lower turnover intentions and make a particular job more enticing, such 

as utilizing a work-from-home benefit and engaging in effective leadership in the 

environment when using communication technology (i.e., Teams with video on) then 

turnover may be lowered (Ozimek & Stanton, 2022). Actual turnover is an expensive 

proposition for businesses, as are the related expenses of recruiting, hiring, and training 

that result from actual turnover (Kurniawaty et al., 2019; Masuda et al., 2012; Sun & 

Wang, 2016).  

Operationally, this study examines whether the use of video functions as a driver 

of job satisfaction independent of leadership style, or whether the two variables interact 

such that the effect of video use on job satisfaction depends on how employees perceive 

their supervisor’s leadership. It is possible, for example, that employees who perceive 

their supervisor as transformational may report higher job satisfaction when meetings are 
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conducted on camera because the visual medium enables the nonverbal cues, such as 

facial expression, eye contact, and attentive body language, through which 

transformational behaviors are communicated (Hambley et al., 2007; Stavrova et al., 

2025). Conversely, employees who perceive transactional or laissez-faire leadership may 

experience camera use differently. Future research may also consider additional variables 

such as psychological safety, which has been identified as an important mediator in 

remote work leadership dynamics (Mohase et al., 2025). 

The implications of this research study directly support the aim of developing 

evidence-based best practices for virtual meeting leadership. The findings will help 

organizations understand their own human resource activities better. Some organizations 

have chosen not to adopt remote work arrangements, and several major employers, 

including Amazon, JPMorgan Chase, and AT&T, implemented return-to-office mandates 

in 2024 and 2025. Notably, recent research has found that return-to-office mandates do 

not play a measurable role in improving a company’s financial performance but do 

produce negative side effects for the workforce, including reduced employee satisfaction 

and increased turnover intentions (Abril, 2024). This study does not advocate for remote 

work in all cases but rather seeks to inform those organizations that do utilize remote or 

hybrid arrangements about the relationship between video use, leadership style, and job 

satisfaction. Other organizations have not engaged in a remote work environment and are 

not planning to offer a work-from-home option to their employees as of 2023 (Maurer, 

2022; Ranger, 2022; Steward, 2022). This research will help arm human resource 

practitioners with evidence-based guidance to propose virtual meeting communication 

technology policies and corresponding leadership behaviors to their organizations that 
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support job satisfaction and produce results most effectively in the new work 

environment. The effective use of communication technology that is related to employee 

job satisfaction, and ultimately the relationship of job satisfaction overall to retention and 

turnover, is important to understand practically to deploy the best methods to improve the 

chances of organizations to retain and recruit top talent and lower organizational costs. 

This study helps human resource professionals, as well as leaders within organizations, 

understand how to be successful in the new work world by understanding the 

relationships of these variables, particularly using video in virtual meetings and 

successful leadership styles in those circumstances.  

Definition of Relevant Terms 

 The following terms are used operationally within this study.  

 Instrument: The Job Satisfaction Survey (JSS) was the validated survey 

instrument used to measure employee job satisfaction in this research study (Spector, 

1997). I selected the JSS because it captures nine facets of job satisfaction and has 

demonstrated strong psychometric properties across more than three decades of 

workplace research.  

Job Satisfaction: How people feel about their job through a combination of 

positive and negative feelings, including various aspects of their job, reflected as an 

attitude (Aziri, 2011; Spector, 2021).  

Leadership: The intentional process an individual uses to influence others to 

obtain shared goals and structured activities (Daniëls et al., 2019).  
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Perception of Leadership Style: A score reflecting a view by employees of the 

explicit and implicit actions, i.e., the processes used, by an individual in a leadership 

position (Bass & Avolio, 2004).  

Remote Work: This term is used synonymously with work-from-home. In this 

study, remote work defines a work environment, often known as “telework,” that takes 

place outside the traditional office environment, assigning employees to conduct their 

work from home (Bartel et al., 2007; Hashim et al., 2020; Morganson et al., 2010). 

Remote work is defined as 100% work-from-home in this study.  

 Traditional Workplace: Physical offices and space utilized by an organization 

where employees work in close proximity to one another (Morganson et al., 2010).  

Turnover Intention: An employee’s attitude to leave an organization, i.e., quit, 

through a withdrawal process (Sun & Wang, 2016).  

Work-From-Home: Used synonymously with remote work. See remote work.  

Methodology Overview 

 The research study consists of two testable hypotheses comprised of continuous 

variables. I employed a quantitative correlational research design using a cross-sectional 

survey to examine the relationships among these variables. Specifically, I used multiple 

linear regression with job satisfaction as the outcome variable and the predictors being 

the use of video (on or off), perceived leadership style, and their interaction (Creswell & 

Creswell, 2018; Field, 2018). I collected the survey data from a sample of the defined 

population at a single point in time.  

This quantitative correlational study employed a survey approach and one 

established instrument: the Job Satisfaction Survey (JSS). I added additional questions 
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related to the use of video, perceived leadership style drawing upon the Full Range 

Leadership Model, and the assigned work environment to the overall survey. I 

statistically analyzed and interpreted the attitude data collected from the JSS instrument. I 

analyzed the variables and their relationships, including the use of video in the different 

work environments.  

I utilized Qualtrics Research Services to conduct the survey. Qualtrics Research 

Services draws their subjects from various sources, such as website intercept recruitment, 

member referrals, targeted email lists, gaming sites, customer loyalty portals, permission-

based networks, and social media. I used a respondent sample requirement of 150 

subjects with 100 who work full-time from home and the remainder who work in a 

hybrid arrangement (i.e., splitting time between home and office). While remote work is 

defined as 100% work-from-home in the definitions section, the study intentionally 

includes hybrid workers to examine whether the work assignment moderates the 

relationship between video use and job satisfaction. I established a quota of at least 75 

who are female.  

 The population for this study was U.S.-based remote and hybrid knowledge 

workers who were at least 21 years old and had a minimum of two years of work 

experience in the United States. Qualtrics Research Services administered a pilot version 

of the survey first to establish quality metrics, and screened respondents for quality 

results of the final sample. They used the median time of completion of the survey as one 

such quality metric. A requirement of a minimum threshold of 120 male and 120 female 

respondents was established for representation, as gender has been shown to affect results 

relating to work-from-home and employee job satisfaction elements (Bae & Kim, 2016).  
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Delimitations, Limitations, and Personal Biases 

 Delimitations are choices the researcher makes that may limit the generalizability 

of findings, whereas limitations are elements outside the researcher’s control that may 

also constrain generalizability (Bryant, 2004). One delimitation of my study is the type of 

work. Knowledge workers are far more likely to work-from-home than other types of 

workers (Gilbert et al., 2023). This is the “all people” delimitation. Timing of the study, 

as it relates to the time of rapid work change, such as the COVID-19 pandemic or 

changes back to a traditional office environment, are part of the delimitation. Millions of 

employees who were working from home at the start of the pandemic may not be at this 

time. There have been reports of organizations, such as JPMorgan Chase, Amazon, 

AT&T, and Dell, requiring employees to return to the office. Many other organizations, 

such as several in the technology sector and the some of the top 10 Fortune 500 

companies, have adopted a hybrid version of work, according to news reports and job 

postings (Berger, 2022). Some organizations, such as Apple, have changed position on 

the work location debate (The Hubble Team, 2022). The pace of change in this regard is 

unprecedented in terms of the work shift and the decisions being made for work 

environments. Participants reflected on their job satisfaction in the context of their remote 

or hybrid work experience and their use of video communication technology during 

virtual meetings with supervisors.  

Another delimitation is that the study only included those residing and working 

within the United States who have at least three years of professional work experience 

and are working full-time. A final delimitation is the focus on the video on or off as the 

independent variable to influence job satisfaction. Job satisfaction is complex and has 
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many aspects that influence an employee’s final attitude about their job, but leadership 

style has been shown to have a significant influence in job satisfaction overall (Long et 

al., 2014).  

 Limitations of this study are largely the result of utilizing a survey format and 

quantitative methodology to draw correlations of complex relationships. Quantitative 

study can generalize findings to a broader population, but the study cannot provide 

information on why an association exists. The leadership style of the supervisor 

perceived by the employee may not actually be the leadership style of the supervisor. 

Furthermore, there is always a concern with accuracy of self-reported survey instruments 

with the potential for respondent bias, the timing of feelings of the employees and what is 

going on in their lives at the time, and different interpretations of the questions and what 

the terms mean on the instrument to the individual responding. Finally, the cross-

sectional nature of the survey is a limitation, again due to the timing as a point-in-time 

collection of employee job satisfaction data has been shown to change over time, whether 

positive or negative (Liu et al., 2012).  

 I am currently a full-time work-from-home employee of my company. My 

personal experience with work-from-home could be of concern for bias. To mitigate the 

bias, the collected data and analysis was transparent and fully presented. The survey 

consisted of validated and reliable instruments, and the research study was overseen by 

exceptional committee members to recognize bias in the results.  

Reflections of the Scholar-Practitioner 

 I work in government contracting in a leadership position, but I used to manage, 

among other operations, a large human resource section with responsibility for the full 
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gamut of human resource activities for 3000-plus employees. I am a Certified Senior 

Human Resource Professional and in my current role I am the hiring manager for an 

important cybersecurity program. The topic of how to retain great employees and recruit 

talented cybersecurity professionals, a sub-set of knowledge workers, is an important one 

to me professionally as a leader and a cybersecurity practitioner. This is also an important 

consideration in competitive business advantage and to the security of the nation. There 

are hackers attacking U.S. government and private organizations, and as acts of warfare 

as part of the larger Russia and Ukraine war and conflicts in the Middle East. There are 

hundreds of thousands of open jobs in the knowledge workforce, leaving organizations 

with a skill shortage, and as a result, those jobs are sitting vacant at a time most in need, 

such as for cyber security (Ranger, 2022; Rockeman, 2022).  

 Remote work is perceived as an important workplace benefit, and there have been 

excellent writings on the importance of using a work-from-home benefit to entice the 

new workforce and keep skilled professionals (Ozimek & Stanton, 2022; Ranger, 2022; 

Rockeman, 2022). My research study is important to me personally and professionally in 

this regard.  

Summary 

 The study examines factors identified by remote workers regarding the 

relationship between video use and employee job satisfaction in virtual meetings. 

Additionally, the study examines relationships between work environment and perceived 

supervisor leadership styles. Specifically, I examined whether the perceived leadership 

style of the supervisor moderates the relationship between video use and job satisfaction. 

I also compared outcomes between fully remote and hybrid work arrangements. This 
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study seeks to help inform organizations, their leadership, and human resource 

departments about the influence of leadership style and communication technology on 

work-from-home remote job environment and its potential to improve retention and 

reduce turnover.  

 The remainder of this dissertation in practice provides context offered by existing 

literature related to leadership styles, job satisfaction, work-from-home, communication 

technology, and the profound impact of turnover on organizations. Chapter Two explores 

the literature in depth on these topics, presenting current literature about components of 

the study.  

Chapter Three details the research methodology and analysis techniques used. 

The chapter includes research questions, hypotheses, and method. The participants, data 

collection, and data analysis are described. The validity and reliability of the instrument 

are discussed. Chapter Three concludes with ethical considerations. Chapter Four 

presents the research study results and findings that flow from Chapter Three. In Chapter 

Five, I provide details beyond the hypothesis testing to evaluate some of the underlying 

themes. This chapter also outlines the recommendations organizations might consider as 

part of their leadership training in the new world of work. The important theme of 

Chapter Five is the practical and future implications of these findings for leadership 

theory and practice.  
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CHAPTER TWO: LITERATURE REVIEW 

 The COVID-19 pandemic prompted an unplanned and rapid transition of the 

workplace in many industries (Goldberg, 2022). Many of the jobs that could be done at 

home, known as work-from-home, were transitioned beginning in 2020 and 2021 due to 

the pandemic. Most of these jobs were white-collar jobs, also known as knowledge 

worker jobs, that could effectively be worked from home, such as in the field of 

information technology. Remote work already had been on the rise before the pandemic 

with a 173% increase from 2005 to 2018 (Marinova, 2022), but Bick et al. (2021) found 

that before the pandemic only approximately six percent of the United States workforce 

worked primarily from home, and three-quarters had never worked from home. Within 

months of the declaration of the pandemic, more than one-third of the U.S. employed 

workforce worked from home (Bick et al., 2021). By 2023, hybrid work had stabilized as 

the predominant arrangement for knowledge workers. Sahadi (2023) reported that 41% of 

workers with remote-capable jobs were working on a hybrid schedule, up from 35% the 

prior year, while fully remote work declined from pandemic peaks but remained well 

above pre-pandemic levels. Bloom’s Survey of Working Arrangements and Attitudes 

found the overall average of paid days worked from home at 1.4 per week, or 28% of the 

workweek (Sahadi, 2023). These data suggest that remote and hybrid work have become 

a permanent feature of the American workplace, reinforcing the practical significance of 

understanding how leadership and communication technology function in these settings.  

There is limited published research examining the use of video in virtual meetings 

and the influence of perceived leadership style, here transformational, transactional, or 

laissez faire, as the work world has changed, and communication technology has evolved. 
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Therefore, the literature review begins with a discussion of leadership styles and research 

investigating the relationship of leadership styles to job satisfaction and the connection of 

leadership styles and job satisfaction to remote work. This chapter begins with the 

literature search strategy and literature about the professional practice field. In this 

research, the professional practice field is the remote work environment of knowledge 

workers.  

The next section of this literature review explores leadership literature, beginning 

with the Full Range Leadership Theory and its three constituent styles, followed by an 

examination of positive leadership as a theoretical foundation for the transformational 

dimension. The Full Range Leadership Model and specifically the Full Range Leadership 

Theory (FRLT) guided this research, which there is more detail to follow. The FRLT 

consists of the Laissez-Faire, Transactional, and Transformational leadership styles. This 

research draws upon the FRLT. The job satisfaction discussion is presented next, with its 

related instrument used in this research, the Job Satisfaction Survey (JSS). Following the 

JSS discussion, the chapter concludes with a discussion on remote work. In the remote 

work section, opportunities presented by remote work, as well as the risks that remote 

work may present to organizations, are discussed. Finally, technology as it relates to 

effectively engaging in remote work is discussed.  

Literature Search Strategy 

 The context for the current research reflects peer-reviewed literature pertinent to 

leadership theory and styles, job satisfaction, organizational support theory, and working 

remotely, also sometimes called telecommuting or work-from-home. I also utilized 

reports and news articles related to recent COVID-19 pandemic statistics and 
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information. Information was obtained through the use of EBSCOhost (gateway) research 

database system, selecting Academic Search Premier, SAGE Journals, ScienceDirect, and 

JSTOR accessed through the Creighton online library resources. I also utilized Google 

Scholar and directed internet queries.  

 The literature I reviewed covered keyword searches that related to my survey 

methodology, to include existing literature on my selected research methodology and 

design, and to the instrument to measure job satisfaction. My review of current literature 

on the substance of the research focused on leadership theories as they relate to employee 

job satisfaction. I conducted additional reviews consisting of key word searches for 

virtual work, remote work, communication technology in virtual meetings, and work-

from-home. The peer-reviewed literature had little coverage of communication 

technologies currently in use, so directed internet searches were used to cover the most 

popular and effective communication technologies reported for the current virtual work 

environment. 

 The inclusion of virtual work technology is important because technology has 

changed dramatically over the last few years as related to communication technology and 

the pace of change has rapidly increased since the pandemic (Chadee et al., 2021). 

Technology has been identified as an important element of organizational support as well 

(Aropah et al., 2020). For example, internet bandwidth has increased, which improves the 

user experience, and availability of high-speed internet has grown. Tools have developed 

around this improvement in speed and can now deliver a more real-time and smoother 

experience, with more options for collaborating. Prior research could not take this into 

consideration. Given these rapid advancements, technology is expected to play an 
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important role in effectively executing leadership styles in a work-from-home 

environment, as well as improving job satisfaction of employees through perceived 

organizational support through technology that is both available and functional.  

Literature about the Professional Practice Field 

 The rapid and widespread virtualization of the workforce has emphasized the 

importance of effective virtual team leadership, which is practiced by utilizing 

communication technology for virtual meetings and making decisions such as turning the 

video on In this study, video-on refers specifically to enabling the camera feature so that 

the supervisor and employee can see each other during the meeting, as distinct from an 

audio only experience with the camera off.  

A 2024 analysis of over 40 million virtual meetings found that lower camera 

enablement rates correlated with higher employee attrition (Ramirez et al., 2024). This 

finding is directly relevant to this study because it suggests that video use in virtual 

meetings is not merely a communication preference but may be linked to meaningful 

organizational outcomes, including retention. Furthermore, emerging evidence suggests 

that camera-off behavior in virtual meetings may carry reputational costs for employees, 

as colleagues perceive those with cameras off as less engaged and less trustworthy 

(Stavrova et al., 2025). These findings support the premise of this research: that the visual 

dimension of virtual meetings may interact with leadership perceptions to influence 

employee job satisfaction. However, the relationship between camera use and employee 

outcomes is nuanced. Shockley et al. (2021) conducted a four-week within-person field 

experiment with 1,408 daily observations from 103 employees and found that having the 

camera on during virtual meetings was positively associated with daily fatigue, which in 
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turn was negatively related to voice and engagement during meetings. The effect was 

more pronounced for women and newer employees due to self-presentation pressures 

(Shockley et al., 2021). While this might appear to contradict the benefits of camera use, 

it highlights the complexity of the camera-on decision and underscores the need for this 

study’s examination of how perceived leadership style may moderate the video–

satisfaction relationship. Reinforcing this complexity, Queiroz et al. (2024) surveyed 

3,920 participants across two studies and found that as video-conference meetings 

became longer and more frequent, participants reported increased fatigue and diminished 

feelings of social connection. Their mediation analyses demonstrated that video-

conferencing fatigue undermined life satisfaction by eroding the social connection that 

virtual meetings are intended to support. Participants also consistently reported feeling 

less socially skilled in videoconferences than during in-person meetings (Queiroz et al., 

2024). These findings further substantiate that the effects of camera use on employee 

well-being are not straightforward, and they strengthen the argument that leadership 

behavior during video-enabled meetings may be the critical factor that determines 

whether the visual medium supports or undermines employee satisfaction.  

Leadership, and specifically leadership as it relates to the employee’s immediate 

supervisor, is often cited as one of the primary reasons employees seek new employment 

or have left their jobs (Apostel et al., 2018; Reina et al., 2018). Ranger (2022) reported 

that two-thirds of tech workers are seeking new jobs or have turnover intentions, and that 

many who changed jobs had multiple job offers. Reina et al. (2018) found 75% of 

employees who voluntarily left an organization did so because of their direct supervisor. 

Leadership effectiveness leading to turnover can be connected to how leaders utilize their 
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styles of leadership (Doucet et al., 2015). Specifically, Doucet et al. (2015) found that 

leaders who combined transformational behaviors with contingent reward practices 

produced the strongest positive outcomes for employee satisfaction and commitment. In 

contrast, ineffective leadership shapes job satisfaction negatively, and low job satisfaction 

has been consistently linked to higher turnover intentions (Nazim & Mahmood, 2018). 

These findings underscore the importance of identifying which leadership styles are most 

effective in virtual settings, where the communication medium itself may amplify or 

attenuate leadership behaviors. 

To effectively deliver leadership in a remote work environment, technology must 

function. The communication platform that is being used must operate correctly. The 

various functions and features must work as intended, such as the video button, mute 

button, chat features. Since many communication technology programs are utilized in a 

Software as a Service (SaaS) offering and are cloud hosted, the platform must be 

available to access with limited application downtime.  

The relationship of the video on or off in a virtual meeting and job satisfaction in 

a remote work environment, moderated by leadership style, is identified in Figure 1 as the 

conceptual framework for this research. The relationship of these variables is important 

because turnover affects an organization’s operating budget approximately 5.8% per year 

due to loss of productivity and the cost impacts of hiring and training (Haar et al., 2016). 

Haar et al. (2016) found organizational support can provide positive results to the overall 

negative outcomes related to turnover intention, which helps understand how these 

elements might interact. A negative leadership style, such as the abusive style studied by 

Haar et al. (2016), could be mediated by organizational support (Lyu et al., 2019). 
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Technology availability is a work resource that employees view as organizational support 

(Drouin et al., 2010). Organizational support and technology availability are important 

considerations in the business world for reducing costs by improving turnover and 

establishing a culture of excellence. A culture of excellence through the practice of 

effective leadership styles in a work-from-home remote job environment could help 

create a competitive business advantage through more robust and effective retention and 

recruitment efforts. 
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Leadership Literature 

 An employee’s behavior and overall job satisfaction is significantly affected by 

leadership behavior (Liang et al., 2017). Therefore, the importance of leadership in 

organizations is of vital competitive interest for executives. Leadership literature is broad 

and deep in many areas. Northouse (2019) delivered 11 chapters of unified leadership 

approaches and theories. Northouse (2019) also covered multifaceted leadership and 

linked ideas among four additional chapters covering gender, culture, ethics, and the 

future of leadership theory. What is evident is that there are many definitions of 

leadership, but a common element is “influence” and the achievement of shared goals. 

Overall, the literature reveals that effective leadership is (a) multi-dimensional, (b) 

nuanced, (c) contextual, (d) practiced situationally, (e) driven by authenticity, (f) guided 

by honor, (g) integrity, (h) bracketed by disciplined thought accompanied by disciplined 

action, (i) follower or leader-centered, and (j) dependent upon exchanges among 

participating parties (Blank et al., 1990; Buckingham & Coffman, 1999; Collins, 2001; 

Fadden & Mercer, 2019; Janssen & van Yperen, 2004; Lowney, 2003; Norris & Vecchio, 

1992; Northouse, 2019). 

 The complexity of leadership is illustrated by the range of theoretical perspectives 

scholars have advanced (Northouse, 2019). To understand how leadership is 

conceptualized differently across approaches, consider the contrast between leader-

centered and relational models. For example, Kirkpatrick and Locke (1991) suggest a 

leader-centered format focused on leader traits, in contrast to van Dierendonck (2011), 

who puts forward a leader-member exchange with a high-quality dyadic relationship, 

trust, and fairness, where the follower is the focus. The difference between evaluating 
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traits versus relationships among all the different styles and approaches illustrates why no 

single framework captures the full complexity of leadership. At its core, leadership is the 

goal to achieve a desired outcome through influence. This unified purpose binds together 

the diverse theories, approaches, and styles in the field, even as scholars define and 

measure leadership in different ways. Indeed, there is no single authoritative definition of 

leadership; the richness of perspectives, from trait-based to relational, from transactional 

to transformational, provides flexibility and reflects the multifaceted nature of leading 

others (Northouse, 2019). 

The Full Range Leadership Theory 

A leadership style is how one influences others; the techniques used in the 

influence process (Ahmed et al., 2016). Bass and Avolio (1993) found transformational 

leadership to improve organizational effectiveness, and in 1996 Bass developed the Full 

Range Leadership Theory from the 1993 work product of the Full Range of Leadership 

Model. Oberfield (2014) found in his longitudinal study over a seven-year period that 

improvements in leadership are positively related to satisfaction and that transformational 

leadership is a stronger predictor of improvement than transactional or laissez-faire 

leadership styles. In the theory the leader is at the heart of the group processes, and they 

strongly influence followers. Bass (1996) presented eight types of leadership in the full 

range: laissez-faire, passive management by exception, active management by exception, 

contingent reward, individualized consideration, intellectual stimulation, inspirational 

motivation, and idealized influence. These eight types were collapsed by the author into 

the three leadership styles of laissez-faire, transactional, and transformational. The types 

and overall styles can be found in the Full Range of Leadership Model in Figure 2, and 
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comparison of the styles in Table 1. Importantly, a recent meta-analysis by Tigre et al. 

(2023) synthesized 79 studies over 20 years on remote leadership competencies and 

concluded that while the core principles of leadership remain the same in remote 

environments, leaders must adapt specific competencies to succeed in virtual settings. 

Their findings indicated that relationship-oriented competencies, including trust-building, 

empowerment, and communication, are particularly critical for remote team performance 

and satisfaction. This meta-analytic evidence supports the use of the FRLT in this study 

because the transformational dimension of the FRLT operationalizes precisely these 

relationship-oriented competencies through individualized consideration and inspirational 

motivation (Bass & Avolio, 1994). More recently, a qualitative review by Alqahtani and 

Alharbi (2025) confirmed that transformational leadership positively affects employee 

satisfaction in technology-based organizations by fostering innovative, supportive, and 

motivating work environments, though the relationship is moderated by organizational 

culture and employee expectations.  

Transactional Leadership Style 

 Transactional leadership operates on the principle of exchanges and fulfillment of 

contractual obligations (Antonakis et al., 2003). This approach is distinct in its focus on 

setting clear objectives, and the systematic monitoring and controlling of outcomes, 

thereby establishing a structured and predictable environment for both leaders and 

followers (Antonakis et al., 2003). At the core of transactional leadership is Contingent 

Reward Leadership, which emphasizes the clarification of roles and task requirements 

(Antonakis et al., 2003). Leaders in this paradigm provide material or psychological 

rewards to followers based on their successful fulfillment of these set obligations. This 
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element underlines the significance of transparent communication and the establishment 

of well-defined expectations between the leader and the followers, ensuring a mutual 

understanding of the goals and the means to achieve them (Antonakis et al., 2003). 

The other expressions of transactional leadership are the Management-by-

Exception Active and Management-by-Exception Passive. Management-by-Exception 

Active involves the leader's proactive involvement in ensuring that standards are 

consistently met. This approach necessitates a leader's close attention to performance, 

allowing for immediate corrective actions to maintain or restore the status quo (Antonakis 

et al., 2003). In contrast, Management-by-Exception Passive represents a more reactive 

leadership style, where leaders step in primarily after deviations or mistakes have 

occurred. This method reflects a less hands-on approach in daily operations, with 

intervention occurring mainly to address specific issues or noncompliance (Antonakis et 

al., 2003). Collectively, these elements depict transactional leadership as a model reliant 

on clear structures, defined expectations, and a focus on compliance and order. It is 

particularly effective in environments where tasks are straightforward and organizational 

goals are clearly articulated, thus ensuring a coherent understanding of roles and 

responsibilities within the organizational structure. 

Transformational Leadership Style 

 Transformational leadership is characterized by a proactive approach that aims to 

elevate followers' awareness towards collective interests and assist them in achieving 

extraordinary goals through support and empowerment (Antonakis et al., 2003). This 

leadership style incorporates several key elements, each contributing to the overall 

effectiveness of the leader. The first two elements, Idealized Influence (Attributed) and 
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Idealized Influence (Behavior), focus on the leader's charisma, both in terms of 

perception of confidence, power, and with a focus on higher-order ideals and ethics, and 

action through values, beliefs, and a mission-oriented approach (Antonakis et al., 2003). 

These elements establish the leader as a role model, fostering trust and respect among 

followers. 

The next two components, Inspirational Motivation and Intellectual Stimulation, 

are central to the transformative effect of this leadership style. Inspirational Motivation 

involves leaders energizing followers by projecting an optimistic future, setting ambitious 

goals, and communicating a compelling, achievable vision (Antonakis et al., 2003). This 

aspect is crucial in instilling a sense of purpose and enthusiasm among the followers. 

Intellectual Stimulation, on the other hand, encourages followers to think creatively and 

challenge existing norms, thereby fostering an environment of innovation and problem-

solving (Antonakis et al., 2003). The final element, Individualized Consideration, 

emphasizes the leader's role in addressing and supporting the individual needs of the 

followers (Antonakis et al., 2003). This personalized approach not only enhances 

follower satisfaction but is also instrumental in their personal and professional 

development, allowing them to self-actualize (Antonakis et al., 2003). These components 

collectively form the essence of transformational leadership in the FRLT, emphasizing 

vision, inspiration, intellectual stimulation, and personalized support, creating an 

environment where followers can thrive and excel. 

Laissez-Faire Leadership Style 

 Laissez-faire leadership represents a unique approach within the leadership 

spectrum. This style is characterized by a significant absence of traditional leadership 



VIDEO USE IN VIRTUAL MEETINGS                                    30 

 

 

interventions, where the leader typically refrains from making decisions, avoids 

responsibility, and opts not to exercise authority (Antonakis et al., 2003). The essence of 

laissez-faire leadership lies in its hands-off approach, allowing team members 

considerable autonomy in managing their tasks and decision-making. This style is active 

only to the extent that the leader consciously chooses not to take action. In certain 

scenarios, especially where team members are highly skilled and self-motivated, this 

leadership approach can be beneficial, as it promotes independence and self-direction. 

However, laissez-faire leadership is generally regarded as the most passive and 

least effective leadership style (Antonakis et al., 2003). Its lack of active engagement and 

direction often leads to unclear goals, insufficient support, and a potential decline in team 

cohesion and productivity. This style becomes particularly problematic in situations that 

demand decisive leadership and clear guidance. The absence of leadership can result in 

decreased productivity and coordination, negatively impacting team morale and overall 

organizational performance. While granting significant autonomy to followers might be 

advantageous in specific contexts, the passive nature of laissez-faire leadership and its 

potential drawbacks typically make it a less recommended approach in environments 

where effective leadership is crucial for success (Antonakis et al., 2003). 
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Table 1 

Full Range Leadership Theory Styles Quick Comparison 

Leadership Styles  Description 

Transformational Leadership 

 

Leaders inspire and motivate followers to 
achieve exceptional results. Encourages 
empowerment and responds to followers' needs.  

Transactional Leadership 
 

Leaders focus on exchanges between leaders and 
followers through a contingent reward process 
and engage in management by exception. 

Non-transactional Laissez-
Faire Leadership 

  

Leaders do not make decisions and hesitate to act 
and are mostly absent when needed. 

Note: From Improving Organizational Effectiveness Through Transformational 

Leadership (Bass & Avolio, 1994)  

Positive Leadership as a Foundation for Transformational Leadership 

Having established the three leadership styles of the Full Range Leadership 

Theory, this section examines positive leadership as a theoretical complement that 

informs the transformational dimension of the FRLT. Positive leadership principles, 

particularly those concerning support, trust, and employee well-being, inform the 

transformational dimension of the FRLT and provide the theoretical basis for why certain 

leadership styles are expected to be more effective than others in virtual work 

environments (Bass & Avolio, 1994; Robbins & Judge, 2018). 

One dimension of leadership is positive leadership. Robbins and Judge (2018) 

defined positive leadership as the intentional development of an organizational climate 

characterized by support and trust, where trust is understood as the willingness to be 

vulnerable to another party based on positive expectations of their actions. Positive 

leadership involves practicing effective leadership through support and trust. Positive 
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leadership is built over time because trust develops over time, and every day is an 

opportunity to move trust forward or that can move it backwards. Robbins and Judge 

(2018)’s model of trust in organizations outlined leader trustworthiness as a function of 

integrity, benevolence, and ability, moderated by an employee’s own trust propensity. 

The authors argued that, together, trust produces work outcomes of group effectiveness, 

improved productivity, information sharing, and calculated risk-taking.  

The elements to create trust, done through support and role models, are 

components of transformational leadership covered in the Full Range of Leadership 

Model shown in Figure 2 (Northouse, 2019). The Full Range Leadership Theory, 

originally developed by Bass and Avolio (1994), is operationalized through the 

Multifactor Leadership Questionnaire (MLQ), a validated instrument that measures nine 

leadership factors across three styles: transformational (idealized influence, inspirational 

motivation, intellectual stimulation, individualized consideration), transactional 

(contingent reward, management by exception), and laissez-faire. The MLQ has been 

extensively validated across organizational settings and cultures (Antonakis et al., 2003). 

Understanding the connection between positive leadership and the Full Range 

Leadership Theory is essential because it reveals how the supportive behaviors described 

in the positive leadership literature are operationalized through the transformational 

factors of the FRLT. Robbins and Judge’s (2018) model emphasizes both support and 

trust as foundational elements, with support reflecting the tangible actions leaders take to 

foster employee development and well-being, and trust representing the psychological 

state in which employees accept vulnerability based on their positive expectations of the 

leader’s integrity, benevolence, and ability. These constructs align directly with the 
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transformational leadership dimension of the FRLT, particularly individualized 

consideration, in which leaders address followers’ needs and act as mentors, and 

idealized influence, in which leaders build trust through consistent ethical behavior (Bass 

& Avolio, 1994; Northouse, 2019). Positive leadership, therefore, serves as a theoretical 

bridge: the supportive and trust-building behaviors that define positive leadership are 

operationalized and measured through the transformational factors of the Multifactor 

Leadership Questionnaire (MLQ), making the FRLT an appropriate instrument for 

examining how these leadership qualities manifest in virtual work environments 

(Antonakis et al., 2003). In this way, the positive leadership literature informs the 

theoretical rationale for why transformational leadership, as measured by the FRLT, is 

expected to moderate the relationship between video use and job satisfaction in this 

study. 
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Figure 2

Full Range of Leadership Model

Note: Adapted from Improving Organizational Effectiveness Through Transformational 

Leadership by B.M. Bass and B.J. Avolio, 1994, (p. 5-6); and Leadership: Theory and 

Practice (8th ed., p.169), by P.G. Northouse, 2019, Sage. 

Positive leadership is associated with many favorable outcomes. For example, 

Ahmadnia and Shad (2017) found that change readiness was significantly and positively 
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related to positive leadership. Leader abilities of being team-oriented, a strong 

communicator, a problem solver, and a change creator were mentioned as important for 

managers to have competence to transform their people to produce outcomes (Ahmadnia 

& Shad, 2017). Barua et al. (2019) found that positive leaders can be developed through 

intellectual stimulation and by practicing mindfulness, arguing that abilities to be an 

effective positive leader can be developed and sharpened. Barua et al. (2019) also 

asserted that through their literature study that positive leadership is linked to effective 

task performance mediated by meditation to create mindfulness.  

Positive Leadership and Psychological Capital 

 Baur et al. (2018) discussed psychological capital as a multidimensional second-

order construct composed of hope, optimism, confidence, and resilience where overt 

positivity is made up of optimism and resilience and realistic positivity from hope and 

confidence. These second-order factors create a reserve of psychological capital that 

allows an individual to overcome extreme circumstances (Baur et al., 2018). Positive 

leadership helps an employee or leader temper extreme environments, producing a 

greater level of well-being through quicker restoration of self (Baur et al., 2018; 

Cherkowski, 2018; Kelloway et al., 2013). Providing support systems, empowerment, 

and proper fit of employees’ abilities and their tasks, all through and encompassing 

positive leadership, allow the growth and development of the necessary psychological 

capital (Baur et al., 2018). The process of psychological capital growth and development 

is reflected in the individualized consideration element of transformational leadership in 

the Full Range of Leadership Model (Northouse, 2019).  
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Readiness to Change, Trust, and Positive Leadership 

 Dahlvig (2018) further discussed the idea of readiness for change and Kotter’s 

Change Model in the context of positive leadership. Dahlvig (2018) found that sustained 

change requires positive leadership, which included building psychological capital and 

mindset. Psychological capital allows leaders to remain positive and future oriented as 

found by Baur et al. (2018). Positive leadership is a common good covered by Dahlvig 

(2018) and is related to organizational citizenship behavior, which other studies have 

linked to positive organizational outcomes (Beal et al., 2013). One positive organizational 

outcome is improved employee job satisfaction.  

 The empowerment provided by positive leadership, exhibited in transformational 

leadership, also improved employee well-being by strengthening psychological resources, 

reducing strain, and supporting engagement over time (Kelloway et al., 2013). Robbins 

and Judge (2018) presented a model where group effectiveness was influenced positively 

by positive leadership through trust. Gilbert (1985) stated that to build highly productive 

work teams that transformational leadership was needed. He noted a University of 

Michigan study (see Northouse, 2019) that found effective supervisors differed from 

ineffective because effective supervisors focused on the human side with supportive 

behaviors. The focus of transformational leadership was the advancement of 

psychological commitment of both boss and subordinate (Gilbert, 1985). Kelloway et al. 

(2013) further found through multiple studies that positive leadership behaviors were 

associated with more positive outcomes. What was interesting was it was more effective 

to increase the ratio of positive emotions than it was to eliminate negative emotions. The 
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connection to transformational leadership’s inspirational motivation is evident here 

(Northouse, 2019).  

Grit, Flow, and Positive Leadership 

 Schimschal and Lomas (2019) stated that the concepts of grit, identified as 

resolve, and positive leadership are of central importance to achieving high performance 

and found that grit positively correlated with positive leadership. Perseverance was 

strongly correlated with positive leadership capacity. The authors drew the conclusion 

that positive leaders are more capable of working hard for longer periods of time. They 

also stated that grit accounted for the variance in a leader’s positive leadership capacity. 

Flow, defined by Csikszentmihalyi as the state of deep, intrinsically rewarding absorption 

that arises when skill meets challenge, has been linked meta-analytically to higher job 

performance, engagement, and well-being, and supportive leadership behaviors are 

among its strongest situational antecedents (Liu et al., 2023; Peifer et al., 2022). Positive 

leaders, therefore, appear to create the conditions under which employees can move from 

gritty effort into flow. 

 Through a literature review, Verma and Mehta (2020) found that the strongest 

predictor of corporate entrepreneurship was positive leadership. Their review of literature 

found improved individual and team performance, result orientation and external 

openness, and a positive climate, communication, and relations with positive leadership.  

Job Satisfaction 

Job satisfaction, also referred to as employee job satisfaction (EJS), refers to “how 

people feel” about their jobs and different aspects of their jobs (Spector, 2021). Job 

satisfaction reflects the extent to which people like (expressing satisfaction) or dislike 



VIDEO USE IN VIRTUAL MEETINGS                                    38 

 

 

(expressing dissatisfaction) their jobs. Spector (2021) framed job satisfaction as an 

attitudinal variable, one whose variation can either strengthen or undermine an 

organization, often through its downstream effect on productivity. Job satisfaction 

functions as an attitude that explains employee commitment to roles they find satisfying 

and turnover intentions associated with roles they find dissatisfying (Spector, 2021). 

Statistical support for improving employee job satisfaction, as it relates to 

turnover alone, can be found by Bateh and Heyliger’s (2014) study that found that 

improved employee job satisfaction of five percent reduced costs by ten percent and 

increased productivity by over 50%.  

Job Satisfaction Survey (JSS) 

The Job Satisfaction Survey (JSS) is the instrument that measures job satisfaction 

and was developed by Spector (1997). I chose this instrument because it has high 

reliability, validity, and widespread use (Spector, 2021). Spector began his original 

research for the instrument by a thorough literature review on job satisfaction 

dimensions, and he designed the instrument with 36 items. The Job Satisfaction Survey 

accompanies the job satisfaction theory, which underpins the dependent variable of this 

research. No instrument before 1985 measured workers in human services organizations, 

and specifically those who worked in government and a wide range of public- and 

private-sector organizations beyond the original human-services context (Spector, 2021).  

 The role of individual and organizational factors, such as job security, job 

satisfaction, work flexibility, organizational commitment, and management support, has 

been identified by employees as critical factors (Aboelmaged & El Subbaugh , 2012) that 

influence the perceived productivity of remote workers. Important to the role of 



VIDEO USE IN VIRTUAL MEETINGS                                    39 

 

 

knowledge workers in remote worker productivity and job satisfaction to this study, 

Aropah et al. (2020) identified information technology infrastructure, tools, and training 

as required to successfully implement a work-from-home remote work environment. 

Proper information technology resources were mentioned several times by Aropah et al. 

(2020) as representing organizational support. My survey investigated the relationship 

between technology use, video on or off, in virtual meetings and job satisfaction. 

Supporting the connection between technology and job satisfaction, Mihalca et al. (2021) 

surveyed 482 full-time teleworkers during the COVID-19 pandemic and found that 

adequate telework conditions, including proper physical workspace and access to 

necessary technology tools, were the strongest predictors of perceived work productivity, 

job performance, and satisfaction with telework. Notably, organizational support for 

teleworking was not a significant predictor, suggesting that the specific quality and 

functionality of communication tools may matter more than general organizational 

support policies (Mihalca et al., 2021). This finding reinforces the rationale for 

examining whether the specific use of video in virtual meetings, rather than broad 

organizational support measures, is associated with employee job satisfaction.  

Remote Work 

Remote work has the potential to do for the employment industry what distance 

learning did to education. That is, distance learning brought education to people’s homes, 

wherever they lived. Distance learning has allowed people who before could not afford to 

travel for education to receive an education. Likewise, remote work provides the same 

potential, that is, to bring work to where people live not people to where the work is. This 

element of enhanced employment opportunity of work-from-home in a remote job 



VIDEO USE IN VIRTUAL MEETINGS                                    40 

 

 

environment is one primary driver of remote work effectiveness (Schur et al., 2020). This 

is because the enhanced employment opportunity of work-from-home is a potential 

competitive advantage to an organization in a tight labor market of knowledge workers.  

Several studies have found positive relationships of work-from-home in a remote 

work environment and business outcomes (Bae et al., 2019; Clancy, 2020; Greer & 

Payne, 2014; Harker-Martin & MacDonnell, 2012; Wang et al., 2021). Work-from-home 

in a remote job environment effectiveness is especially profound in performance-oriented 

cultures due, in part, to remote work improving job satisfaction and the connection of job 

satisfaction to performance improvements (Kwon & Jeon, 2020). The opportunities, 

risks, and challenges associated with remote work are discussed below. Recent research 

confirmed that work-life balance and positive work-to-family spillover are significant 

predictors of job satisfaction among remote workers (García-Salirrosas et al., 2023). 

Opportunities 

 Schur et al. (2020) found that remote work improves employment opportunities. 

This makes sense because in a remote work world, “distance is dead” (Schur et al., 2020). 

A remote work approach to staffing allows an organization to access a talent pool outside 

the immediate geographic area (Greer & Payne, 2014; Ozimek & Stanton, 2022; Schur et 

al., 2020). Using a nationally representative sample drawn from the U.S. labor force, 

Schur and colleagues analyzed employment outcomes and found that remote work 

options substantially widened access for historically underrepresented workers, 

particularly those with disabilities, by decoupling employment from geographic 

proximity. In particular, the improvement in employment opportunities for the disabled 

community is a significant opportunity of a work-from-home environment (Schur et al., 
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2020). Given that the United States is a geographically large country, workers who are 

unable to relocate for educational opportunities are likewise unlikely to relocate for most 

employment opportunities (Berndt et al., 2017). Just as distance learning allowed 

individuals to pursue education without leaving their communities, remote work now 

allows those same individuals to pursue employment from where they already live. 

 In any recruitment with a geographic living requirement there are limitations to 

the potential applicant pool. The limitation is logical because not everyone will want to 

move for work. In a work-from-home remote work environment, geography ceases to be 

a binding constraint. Greer and Payne (2014) found that there is greater access to a talent 

pool with remote work. Rosenberg (2020) found that remote work improved recruitment 

and retention in the federal workforce, in part due to the geographic expansion of the 

available workforce increasing the potential for finding those individuals that possessed 

the necessary skills.  

Harker-Martin and MacDonnell (2012) conducted a meta-analysis of the 

effectiveness of telework as an alternative work relationship in organizations. The authors 

conducted an interdisciplinary search for reported effect sizes among several databases 

limited to scholarly articles that ultimately resulted in the analysis of 22 studies from the 

initial 991 initially screened. They used telework as the independent variable, measured 

as a dichotomous variable, a variety of outcome variables including productivity, 

retention, turnover intention, commitment, and performance. The authors identified 32 

correlations and argued overall that while managers were reluctant to implement 

telework, there was that managers who supervised remote workers reported perceived 

increases in employee productivity, as measured through supervisor assessments and 



VIDEO USE IN VIRTUAL MEETINGS                                    42 

 

 

organizational performance metrics. The authors found among the 32 correlations a small 

but positive relationship between telework and the collective organizational outcomes.  

Even as early as 2012, well before the pandemic-era normalization of remote work and 

the rapid evolution of virtual collaboration technology, the authors documented that the 

central sticking point for remote work was not employee performance but managerial 

comfort with remote supervision. 

To clarify, in the Harker-Martin and MacDonnell (2012) meta-analysis, the 

perception of increased productivity was reported by direct supervisors who managed 

teleworking employees, not by the employees themselves. The supervisors assessed 

employee productivity through standard organizational performance evaluations, 

including output quantity, quality of work, and adherence to deadlines. The meta-analysis 

aggregated these supervisor-reported assessments across the 22 studies analyzed. 

Importantly, the authors noted that while supervisors perceived productivity gains, there 

was an inherent tension: many managers remained reluctant to implement telework 

arrangements despite the positive performance data, suggesting that managerial attitudes 

toward remote work were shaped by factors beyond measurable productivity outcomes, 

such as a preference for direct observation and control (Harker-Martin & MacDonnell, 

2012). Although widespread remote work is now normalized, pockets of supervisory 

reluctance persist in certain industries and leadership cohorts, which continues to shape 

how remote work is resourced and evaluated in many organizations today. 

Clancy (2020) also found improved productivity in a work-from-home remote 

work environment, and Wang et al. (2021) identified several practical techniques to 

improve productivity, such as setting clear daily goals, using structured virtual check-ins, 
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and protecting focus time from interruption, in remote work. Reinforcing these findings, 

Gajendran et al. (2024) conducted a comprehensive meta-analysis of 108 studies 

involving 45,288 employees and found that remote work intensity (the proportion of 

working hours spent working remotely) had small but beneficial effects on job 

satisfaction, organizational commitment, perceived organizational support, and 

supervisor-rated performance, while also reducing turnover intentions. Their dual 

pathway model demonstrated that remote work increases perceived autonomy, which 

improves outcomes, even as it simultaneously increases isolation, which can diminish 

them. Notably, the meta-analysis found that remote workers generally reported better 

outcomes than their office-based colleagues, allaying organizational concerns about 

remote work (Gajendran et al., 2024). For example, having a work cadence and 

scheduling meetings were both found to help improve productivity. Greer and Payne 

(2014) also earlier found greater productivity, but that communication was the key. It is 

clear though that productivity in a work-from-home remote job environment is greatly 

affected by work-life balance and that overall balance is important for mental health in 

this work arrangement (Kwon & Jeon, 2020). 

Risks/Challenges 

 The implementation and effectiveness of remote work does not come without its 

challenges (Greer & Payne, 2014; Kwon & Jeon, 2020; Wang et al., 2021). Some 

examples of the challenges of remote work include (a) leadership, (b) management, (c) 

technology, (d) work-life boundaries and navigating work and family balance, (e) the 

lack of face-to-face communication for personal and professional growth and lack of 

communication overall (i.e., feelings of isolation), and (f) supervisor concerns about 
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productivity (with leadership and management concerns echoed by Greer & Payne, 2014, 

and Kwon & Jeon, 2020; technology and productivity tensions raised by Bae et al., 2019, 

and Wang et al., 2021; and work–life boundary and communication challenges surfaced 

by Harker-Martin & MacDonnell, 2012).  

Research has also found that return-to-office mandates do not improve company 

financial performance but do negatively affect employee satisfaction and retention (Abril, 

2024). A systematic literature review by Niebuhr et al. (2024), analyzing 15 studies 

conducted before and during the pandemic, identified three critical aspects of remote 

work that affect employee well-being: boundaries between work and personal life, 

supportive relationships with supervisors, and adequate use of technology. Their review 

concluded that leaders must actively manage these challenges to design post-pandemic 

work environments in which remote work functions as a resource rather than a demand 

(Niebuhr et al., 2024). The most significant challenge often cited, without evidence-based 

support, are management concerns about a decrease in productivity that is often expected 

by the un-physically supervised worker (Greer & Payne, 2014; Harker-Martin & 

MacDonnell, 2012; Wang et al., 2021). At the same time though, worker autonomy, 

especially in the skilled workforce, has been shown to have positive correlations with 

productivity (Clancy, 2020; Wang et al., 2021). The concerns surrounding supervision 

and productivity are where this study finds its greatest practical application because it 

suggests the use of a different leadership style in virtual team leadership for those same 

managers with concerns that they would take in a traditional office environment. 

Technology should enable leaders to effectively connect with remote employees in a 

work-from-home setting. 
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Technology 

 In the era of remote work, communication technologies, which are also used by 

employees working on-site such as Microsoft Teams, Slack, Zoom, Webex Suite, Google 

Meet, Workspace, and Hangouts, as only but a few possible examples, have become 

fundamental to the modern workplace. These platforms are not just tools; they are 

essential lifelines that connect remote teams, fostering collaboration, productivity, and 

job satisfaction (Cakula & Pratt, 2021; García-Salirrosas et al., 2023; Ilag, 2021). 

The effective utilization of these tools is multifaceted. They facilitate real-time 

communication, mirroring the dynamics of an in-office environment, which is essential 

for quick decision-making and maintaining a steady flow of information (Cakula & Pratt, 

2021; Ilag, 2021). Instant messaging features in platforms like Slack and Microsoft 

Teams enable this immediacy. Moreover, many of these platforms integrate seamlessly 

with other productivity tools. For example, Microsoft Teams works in tandem with 

Office 365, while Slack connects with various apps like Trello and Asana. This 

integration allows for efficient collaboration, where documents can be shared and edited 

in real-time, and project progress can be easily tracked. 

Another critical aspect is the use of these platforms for conducting virtual 

meetings. Tools like Zoom and Google Meet, with their features like screen sharing and 

virtual backgrounds, are vital for hosting effective meetings, workshops, and training 

sessions remotely. Additionally, these technologies play a crucial role in maintaining 

employee engagement and company culture in a remote setting (Cakula & Pratt, 2021; 

Ilag, 2021). Features that facilitate non-work-related conversations or virtual hangout 

spaces help replicate the social interactions of a physical office, fostering a sense of 
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community among remote workers (Cakula & Pratt, 2021; Ilag, 2021). It is worth noting 

that virtual meetings are typically hosted, presented, and recorded in the same way for 

on-site and remote participants; what differs is where the participant sits, not the structure 

of the meeting itself. 

Several empirical studies have examined the relationship between communication 

technology access and job satisfaction in remote work settings. Cakula and Pratt (2021) 

analyzed two datasets; 1) a motivation assessment survey of 102 employees across 26 

countries and 2) a publicly available, anonymized dataset of 1,470 IT employees 

measuring satisfaction, productivity, and turnover. They developed a communication 

flexibility model demonstrating that leaders who used richer communication channels, 

including video, shared screen, and audio, were more effective at sustaining employee 

motivation in remote environments. Their findings indicated that technology-based 

communication could support motivation and satisfaction, but only when leaders 

intentionally selected communication tools appropriate to the complexity of the 

interaction.  

García-Salirrosas et al. (2023) conducted a cross-sectional survey of 396 

teleworkers in Lima, Peru, using partial least squares structural equation modeling (PLS-

SEM) to test the relationships among supervisory behavior, work–life balance, and job 

satisfaction. Their results demonstrated that family-supportive supervisory behaviors had 

a direct positive effect on job satisfaction in remote work, and that work–life balance and 

positive work-to-family spillover mediated this relationship. These findings suggest that 

it is not merely the availability of communication tools that matters, but rather how 

supervisors use them to support employees’ integration of work and personal 
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responsibilities. Further underscoring the nuanced role of communication modality, 

Nguyen and Cho (2025) analyzed survey data from 447 U.S. remote workers and found 

that while phone calls, email, and instant messaging were associated with greater role 

clarity and coworker support, video calls were linked to higher work overload and 

increased burnout. Their findings, grounded in affordance theory, suggest that each 

communication technology carries unique associations with job demands and resources, 

reinforcing the importance of examining video use as a distinct predictor of employee 

outcomes (Nguyen & Cho, 2025). Ilag (2021), reviewing the technical capabilities of 

platforms such as Microsoft Teams, Zoom, and Slack, described how features including 

real-time messaging, video conferencing, and document collaboration provide remote 

workers with the infrastructure necessary for maintaining team cohesion and 

productivity. 

Table 2 

Examples of Remote Work Communication Technology Tools 

Tools  Description 

Microsoft Teams 

 

Microsoft Teams is an enterprise collaboration platform 
integrated with the Microsoft 365 suite. It combines 
persistent group chat, threaded channels, one-to-one and 
group video conferencing with meeting recording and 
live captions, screen sharing, file storage, and real-time 
co-authoring of Word, Excel, and PowerPoint documents. 
Administrative controls and compliance features make it 
well-suited to large organizations. 

Slack 

 

Slack is a channel-based messaging and collaboration 
platform organized around topic-specific channels and 
direct messages. It supports threaded discussions, file 
sharing, searchable message history, and an extensive 
library of third-party app integrations. Huddles provide 
lightweight voice and video calling with screen sharing, 
and the platform also offers full video meetings through 
its integration partners. 
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Table 2 (cont.) 

Zoom 

  

Zoom is a video-first conferencing platform recognized 
for reliable audio and video quality, breakout rooms, 
virtual backgrounds, live transcription, and meeting 
recording with cloud storage. Zoom also provides 
webinar, chat, phone, and whiteboard capabilities within 
its Zoom Workplace suite, making it a common default 
for scheduled virtual meetings with internal and external 
participants. 

Webex 

 

Webex by Cisco is an enterprise communication suite 
that bundles video conferencing, team messaging, calling, 
and webinar hosting. It includes noise cancellation, real-
time translation, AI-generated meeting summaries, and 
integration with calendar and productivity applications, 
and it is frequently adopted in regulated industries for its 
security and compliance posture. 

Google 

 

Google Meet is a browser-based video conferencing tool 
offering noise cancellation, live captions, meeting 
recording, and breakout rooms, while Google Workspace 
integrates Gmail, Drive, Docs, Sheets, Slides, and Chat to 
support real-time co-authoring and asynchronous 
collaboration. Together they provide a lightweight, web-
native alternative to desktop-first collaboration suites. 

Note: Self-created table.  

Summary 

 This literature review outlined some of the challenges organizations face today in 

the new highly virtual work environment. One of those challenges organizations face is 

management concern about productivity in a remote work-from-home job environment. 

Another challenge for organizations is the effective use of communication technology in 

virtual work environments. More jobs than ever before are 100% work-from-home, and 

even more are hybrid. The work-from-home remote job environment requires an effective 

leadership style to support job satisfaction to help improve retention and recruitment to 

lower costs and ultimately experience productivity boosts for organizations. My research 

provides organizations with information on correlated leadership styles with employee 

job satisfaction, and relationships of communication technology and the use of video.  
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The presence of effective information technology resources in the form of 

infrastructure, tools, and knowledge is part of organizational support that increases an 

employee’s perceived organizational support, which can positively accentuate the 

strength of a leadership style or possibly help mitigate a negative leadership style. The 

effective implementation of technology and its use could help improve employee job 

satisfaction through strengthening the leadership style in use.  

Work-from-home can increase the competitive advantage of organizations. Work-

from-home is an opportunity when deployed with the proper technology and leadership, 

but when done incorrectly it can have the opposite effect through employee isolation, 

disengagement, missed work, decreased productivity, and overall failure to meet business 

objectives. The Full Range Leadership Theory presents three styles of leadership, of 

which transformational presents the most promise to positively influence job satisfaction. 

Communication technology has the potential to increase the positive effect of leadership 

style on job satisfaction.  

 In this study, I specifically examined the relationships among three key dynamics 

presented in this literature review: (a) the use of video communication technology in 

virtual meetings, (b) perceived leadership styles of the Full Range Leadership Theory 

(transformational, transactional, and laissez-faire), and (c) employee job satisfaction as 

measured by the JSS. The moderating role of leadership style on the video–satisfaction 

relationship was also tested. While this literature review has addressed additional 

dynamics including perceived organizational support, turnover intention, and the broader 

evolution of remote work technology, these variables were not directly tested in this 
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study but serve to contextualize the research within the broader professional practice 

field. In Chapter 3, I discuss the research design and method.  
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CHAPTER THREE: METHODOLOGY 

 This chapter presents the method used to explore the relationship between the use 

of video in virtual meetings using communication technology in different assigned work 

environments and the relationship leadership style within the Full Range Leadership 

Theory, with job satisfaction. The independent variable is the use of video in virtual 

meetings. The dependent variable is employee job satisfaction score using the Job 

Satisfaction Survey (JSS). The control variable is the virtual environment. Perceived 

supervisor leadership styles are from the Full Range Leadership Model (Table 1) and are 

a moderating variable.  

The purpose of this study was to determine if using video in a virtual meeting is 

correlated to job satisfaction and the degree to which the perceived leadership style 

among the FRLT of the supervisor by the employee,  a U.S.-based remote or hybrid 

knowledge worker, in the meeting and the assigned work environment (i.e., work-from-

home or hybrid), are related. This chapter begins with a review of the research question 

and the hypotheses, the proposed research design, participants, and data collection 

instruments. I cover the data collection procedures in detail along with the analysis plan, 

which includes descriptive statistics, validity and reliability analysis, and the specific 

analyses used to test the hypotheses. The chapter concludes with the ethical 

considerations of the study.  

Research Question and Hypotheses 

 Previous research has found positive relationships between a transformational 

style of leadership and followers’ job satisfaction (Long et al., 2014; Northouse, 2019), 

mixed results for transactional leadership and job satisfaction, and a negative relationship 
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between a laissez-faire style of leadership and follower’s job satisfaction (Skostad et al., 

2014). This quantitative study expands upon this information by exploring the 

relationship of using video in virtual meetings and job satisfaction, and the degree to 

which the work assignment of work-from-home or hybrid or perceived leadership style of 

the supervisor by the employee in the meeting affects the relationship. My research 

questions ask: RQ1: What is the relationship between having video present or off during 

a virtual meeting with supervisors and employee job satisfaction scores for knowledge 

workers in remote and hybrid work environments in the United States? RQ2: Does the 

employee’s perception of their supervisor’s leadership style moderate the relationship 

between video use and job satisfaction?  

 The following hypotheses guided the testing performed to evaluate the research 

questions: 

 H1: There is a significant positive relationship between video-on in a virtual 

meeting with a supervisor and job satisfaction in remote and hybrid work environments.  

H2: Employees who perceive their supervisors as exhibiting transformational leadership 

characteristics report greater satisfaction when meetings are on-camera than employees 

who do not consistently meet with the camera on. 
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Table 3 

Matrix Table for the Variables 

Variable 
Name/Typ

e 

Type of 
Measurement Operational Measurement/Instrument 

Leadership 
Style/Mod
erator 

Categorical 
(Classificatio
n) 

Employee selects one of 
three FRLT leadership style 
descriptions that best 
characterizes their 
supervisor: transformational, 
transactional, or laissez-faire. 

FRLT Classification 
Item (Item M1; 
Appendix D) 

Video 
on/off/Inde
pendent 

Dichotomous 
(Binary 0/1) 

Camera on (1) or camera off 
(0) during virtual meetings 
with supervisor 

Survey Item (Item IV1; 
Appendix D) 

Job 
Satisfactio
n/Depende
nt 

Continuous 

Overall job satisfaction score 
computed as the mean of 36 
Likert-type items (6-point 
scale) across 9 facets 

Job Satisfaction Survey 
(JSS; Spector, 1997; 36 
items; Appendix D) 

Note. Leadership style is measured as a categorical classification; video use is 

dichotomous. Job satisfaction is treated as a continuous variable because it represents the 

mean of 36 Likert-type items (Field, 2018). Demographic variables (age, gender, tenure, 

ethnicity) serve as control variables in the regression model. Gender is a dichotomous 

control variable because prior research has identified gender differences in remote work 

preferences and job satisfaction antecedents (Bae & Kim, 2016).  

Research Design 

In this study, I surveyed 320 knowledge workers in the United States who work 

remotely or in a hybrid arrangement and tested the hypotheses using multiple linear 

regression. Job satisfaction, measured by the Job Satisfaction Survey (JSS), served as the 

continuous outcome variable. The predictors were the use of video (on or off) in virtual 

meetings with supervisors, perceived leadership style as defined by the Full Range 
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Leadership Theory, and the interaction between video use and leadership style. The 

employee’s permanent work assignment (fully remote or hybrid) was also included as a 

predictor. I report the findings in a series of tables and figures and provide interpretations 

of these findings. This cross-sectional, correlational design is appropriate because I am 

examining relationships among continuous variables at a single point in time (Creswell & 

Creswell, 2018; Field, 2018). Recent scholarship supports the use of regression-based 

approaches to examine how leadership styles and communication technology interact to 

influence job satisfaction in remote work settings (Boccoli et al., 2024; Höddinghaus et 

al., 2024).  

Participants 

 The population for this study was United States residents who have worked-from-

home in a remote job environment for at least six months. I utilized Qualtrics Research 

Services, who collected the panel through their marketing process. Panel members are 

sent an email invitation or prompted on the respective survey platform to proceed with a 

given survey. The typical survey invitation provides a hyperlink which takes the 

respondent to the survey. Qualtrics Research Services provides screening in an initial pre-

release to establish metrics to determine speed of completion and to screen for the 

quality. I set quotas for gender contribution, a minimum age of 21, full-time remote work 

experience, U.S. resident, and at least two years of work experience to participate in the 

survey. I utilized gender quotas to ensure representation because differences have been 

found to exist between genders in options regarding remote work, technology, and the 

antecedents to job satisfaction (Aropah et al., 2020; Bae & Kim, 2016; Xu et al., 2021). I 

utilized an age of 21 to allow for a minimum number of years of experience to be sure 
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there is a basis from which participants have to draw an opinion in the survey response. I 

obtained a working sample of 291 respondents. This sample size yields 80% power with 

to detect effects as small as f   

Survey Method 

 A survey design provides information about a population by studying a sample of 

that population and helps the researcher answer questions about the relationships between 

variables (Creswell & Creswell, 2018). I used a cross-sectional survey methodology that 

measured opinions at a point in time. The instrument was the Job Satisfaction Survey 

(JSS).  

A survey allows for a standardized and uniform data collection process that is 

comparatively quick compared to other methods. Surveys are frequently used for 

quantitative methods where it is impossible to survey an entire population (Babbie, 2017; 

Creswell & Creswell, 2018), such as all remote workers in the United States for this 

study. The standardized benefit provides for good measurement capability as well 

(Babbie, 2017).  

 A survey method has several positive attributes, but they are not fully informative, 

and they do present some risk to the respondent. Babbie (2017) explained that surveys 

only obtain information about the question asked, so the quantitative relationships that 

are established from survey data do not explain why the relationship exists. The main risk 

to the respondent in most survey research is the potential exposure of confidential 

information and personally identifying information; however, the potential for 

psychological harm could also exist (Babbie, 2017). In this research the survey 

instrument used for leadership styles might remind a respondent of an emotionally 
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negative experience with a supervisor that they then relive as they move through the 

instrument.  

Data Collection 

 Participants provided responses via a survey using Qualtrics and through 

Qualtrics Research Services. Creswell and Creswell (2018) explained that a survey is 

used when a researcher attempts to describe attitudes of a population, such as job 

satisfaction, and association among variables. The survey consisted of questions relating 

to the use of video, if on or off, the Job Satisfaction Survey (JSS), along with four 

demographic variables and two moderator questions about the employee perceived 

leadership style of the supervisor and the employees permanent work assignment, all 

found in Appendix C. The four demographic variables are age, gender, tenure, and 

ethnicity. The two moderator questions address the leadership styles of the FRLT and if 

the employee is a full-time remote work-from-home employee or hybrid. Table 4 outlines 

the structure of the survey. 
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Table 4 

Structure of the Survey 

Survey Section Items Item 
Numbers 

Scale/Response Format 

Informed consent 1 — Electronic agreement checkbox 
Demographic 
Variables 

   

  Age 1 D1 Continuous (Open-ended (years)) 
  Gender 1 D2 Categorical (Multiple choice) 
  Tenure 1 D3 Open-ended (years of experience) 
  Ethnicity 1 D4 Categorical (Multiple choice) 
Independent and 
Moderator Variables 

   

  Video use (on/off) 1 IV1 Dichotomous (on/off) 
  Perceived 
leadership style 

1 M1 Classifications (FRLT classification 
(transformational, transactional, laissez-
faire)) 

Work assignment 1 M2 Dichotomous (fully remote/hybrid) 
Job Satisfaction 
Survey (JSS) 

   

  Pay 4 1, 10, 19, 28 6-point Likert (1 = Disagree very much 
to 6 = Agree very much) 

  Promotion 4 2, 11, 20, 33 6-point Likert 
  Supervision 4 3, 12, 21, 30 6-point Likert 
  Fringe Benefits 4 4, 13, 22, 29 6-point Likert 
  Contingent 
Rewards 

4 5, 14, 23, 32 6-point Likert 

  Operating 
Conditions 

4 6, 15, 24, 31 6-point Likert 

  Coworkers 4 7, 16, 25, 34 6-point Likert 
  Nature of Work 4 8, 17, 27, 35 6-point Likert 
  Communication 4 9, 18, 26, 36 6-point Likert 
Total 43   
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Table 4 (cont.) 

Note. JSS = Job Satisfaction Survey (Spector, 1997). FRLT = Full Range Leadership 

Theory. Items 2, 4, 6, 8, 10, 12, 14, 16, 18, 19, 21, 23, 24, 26, 29, 31, 32, 34, and 36 are 

reverse scored. 

 I did not collect identifying information. The Qualtrics privacy policy states that 

all customer data is treated as confidential. The platform provides tools for anonymizing 

responses and redacting personally identifiable information (Qualtrics, 2024). 

Furthermore, the survey instrument does not collect any personally identifying 

information from respondents. Qualtrics Research Services maintained all data security 

per their procedures, which kept the survey results anonymous. The survey began with 

informed consent for potential participants which was agreed to with an electronic 

agreement checkmark. Participants who did not consent did not continue were excluded. 

Participants could leave the survey at any time. Respondents who did not complete the 

survey and those who did not meet the quality screen were excluded. Appendix C 

provides all screening questions.  

Job Satisfaction Survey (JSS)  

 The Job Satisfaction Survey (JSS) measures job satisfaction in public, human 

services, and private organizations (Spector, 2021). The JSS is 36 items with nine 

subscales on a scale ranging from 1 (disagree strongly) to 6 (strongly agree). The JSS 

appears in Appendix D. The JSS demonstrates strong construct validity across multiple 

dimensions of job satisfaction and has achieved high internal consistency reliability, with 

Cronbach’s alpha coefficients exceeding .70 for each of the nine subscales (Spector, 

2021).  
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Data Analysis 

Qualtrics Research Services provided the survey data in Microsoft Excel format. I 

used the latest version of SPSS for data analysis. I conducted data analysis in a three-step 

process:  

1. Descriptive Analytics 

2. Reliability Analysis 

3. Hypothesis Testing (Field, 2018).  

Descriptive Statistics 

 Descriptive analyses focused on the mean and standard deviation for each item. 

The data are ordinal, but as combined they are handled as interval in this regard.  

Validity and Reliability Analysis 

 I did not conduct a separate factor analysis to revalidate the JSS because it is a 

well-established instrument with documented validity (Spector, 2021). To address 

reliability in the present sample, I utilized Cronbach’s alpha for the full scale and all 

subscales. 

Hypothesis Testing  

 I evaluated hypotheses using multiple regression analysis. First, I scored the JSS 

and JSS subscales as the continuous dependent variables. Demographic variables were 

coded as dichotomous variables for inclusion. Scales with more than two options were 

dummy coded into dichotomous responses.  

 For Hypothesis 1, I regressed job satisfaction on video use (on or off) and the 

covariates. For Hypothesis 2, I included interactions between video use and perceived 
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leadership style to assess moderation. The interaction terms were computed by 

multiplying the centered predictor variables to reduce non-essential multicollinearity 

(Field, 2018).  

Ethical Considerations 

 I obtained Creighton’s Institutional Review Board approval (Appendix A) prior to 

beginning data collection. In accordance with the Creighton University IRB Handbook 

for EdD Students, the following materials are provided in the appendices: Research 

Protocol (Appendix B); Research Information Sheet (Appendix C). I included the survey, 

programming, and informed consent, as part of the use of Qualtrics as shown in 

Appendix C. I also include procedures to keep the information confidential and 

anonymous for each participant. The Bill of Rights for Research Participants is linked as 

part of the online survey instrument (Appendix C).  

 The anonymous nature of the survey, and the procedures used by Qualtrics 

Research Services, minimize ethical considerations. Participants were not identifiable. In 

addition, the survey questions are not considered personally harmful because there are no 

stigmatizing questions or questions that address sensitive topics (Yan, 2021). There is a 

minimal concern for psychological harm if the participants were to recall painful 

memories of leadership experiences that has caused the dissatisfaction the survey seeks to 

identify. The nature of the survey and the anonymity significantly reduce the reasonable 

concern or ability to take individual action on any one individual’s responses. The 

participant could also withdraw participation at that point, and any point, to not continue 

without penalty.  



VIDEO USE IN VIRTUAL MEETINGS                                    61 

 

 

 The potential for personal bias does exist. I lead a team of work-from-home 

employees. I believe in the power of transformational leadership in this environment. My 

large team has high job satisfaction. I believe it is due in part to my consciously utilizing 

a transformational leadership style. I mitigated this bias by being transparent in all 

results. 

Summary 

 This study focused on the statistical relationship of the use of video in virtual 

meetings to job satisfaction, and the moderating effect of leadership styles of the FRLT 

and employee’s work assignment. This chapter began with a review of the research 

question and the associated two hypotheses that were analyzed. The topic is amenable to 

quantitative analysis because it is a well-grounded topic that I studied using a survey-

based approach and multiple linear regression. The survey is grounded in the widely used 

and highly regarded JSS instrument, and leadership styles were drawn from the MLQ 5X.  

 I explained the population of the survey participants along with the data collection 

strategy. I utilized Qualtrics Research Services and a cross-sectional survey. Informed 

consent was part of the survey to participate. I explained how I analyzed the collected 

data using descriptive statistics, reliability analysis, and multiple linear regression for 

hypothesis testing. I identified the main ethical concern in this study as my personal bias, 

which I mitigated through transparency and statistical analysis. This study adds to the 

literature surrounding how to effectively deploy transformational leadership behaviors in 

virtual meetings in the United States resulting from the change in work environments 

brought upon the world in large by COVID-19 and the evolution and proliferation of 
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communication technology as part of that dynamic. Chapter 4 presents the results of the 

study.   
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CHAPTER FOUR: RESULTS AND FINDINGS 

 This chapter presents results and findings of the quantitative correlational study 

examining the relationship between the use of video (camera on versus camera off) 

during virtual meetings with supervisors and employee job satisfaction among remote 

and hybrid knowledge workers in the United States. The purpose of this study was to 

examine this relationship and to investigate how the employee’s perceived leadership 

style of the supervisor, as defined by the Full Range Leadership Theory (FRLT), 

moderates this relationship. Two research questions guided the analysis. RQ1 asked what 

is the relationship between having video present or off during a virtual meeting with 

supervisors and employee job satisfaction scores for knowledge workers in remote and 

hybrid work environments in the United States? RQ2 asked if employees’ perceptions of 

their supervisor’s leadership style moderated the relationship between video use and job 

satisfaction? Two hypotheses were tested: 

H1: There is a significant positive relationship between video-on in a virtual 

meeting with a supervisor and job satisfaction in remote and hybrid work environments. 

Those who meet videos-on in virtual meetings with supervisors have greater 

satisfaction than those who do not consistently (i.e., 100% of the time, versus sometimes 

or never) meet with video on.  

H2: Employees who perceive their supervisors as exhibiting transformational 

leadership characteristics report greater satisfaction when meetings are on-camera than 

employees who do not consistently meet with the camera on. 

 The chapter addresses participant demographics, followed by descriptive 

statistics, correlations, and scale reliability. I then present assumption testing, followed by 
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RQ1 and RQ2 results. The chapter concludes with the findings, a discussion of how the 

results connect to prior literature, and a summary. 

Results 

Participants and Demographics 

 Qualtrics Research Services administered the cross-sectional survey and returned 

a total sample of 291 completed responses that met all quality and eligibility criteria. 

Sample sizes for analyses differ based on missing data. The sample exceeded the 

minimum target of 150 participants established in an a priori power analysis. Table 5 

presents the demographic characteristics of the sample across age, gender, time in current 

position, race and ethnicity, work arrangement, video use frequency, organizational video 

policy, employee perceived leadership style, and confidence in leadership style 

classification. 

 The largest age group was 35–44 years (45.0%, n = 131), followed by 25–34 

years (18.9%, n = 55), and 45–54 years (15.1%, n = 44). The sample was nearly evenly 

split by gender, with 51.5% male (n = 150) and 47.8% female (n = 139); two participants 

(0.7%) identified as non-binary or third gender. Time in current position was distributed 

across categories, with the largest group reporting 4–6 years of tenure (36.8%, n = 107), 

followed by 7–10 years (21.0%, n = 61) and more than 10 years (19.6%, n = 57). In terms 

of race and ethnicity, the majority identified as White or Caucasian (65.3%, n = 190), 

followed by Black or African American (26.1%, n = 76) and Hispanic or Latino (10.3%, 

n = 30). Total percentages exceed 100% because participants could select multiple racial 

or ethnic categories. 
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 Regarding work arrangement, the majority of participants reported being fully 

remote (59.1%, n = 172), while 40.9% (n = 119) worked in a hybrid arrangement. For 

video use during meetings with supervisors, 46.0% (n = 134) reported using video always 

(100% of meetings), 28.2% (n = 82) used video most of the time, and 15.5% (n = 45) 

used video about half the time. Only 4.8% (n = 14) reported using video sometimes, 4.8% 

(n = 14) rarely, and 0.7% (n = 2) never. Organizational video policies were fairly 

distributed, with 38.8% (n = 113) reporting that video was required by the organization, 

36.4% (n = 106) indicating a supervisor expectation or encouragement, and 20.3% (n = 

60) selecting personal choice with no policy. Only 2.4% (n = 7) and 1.7% (n = 5) 

reported supervisor discouragement of video or no awareness of policy, respectively. 

 For perceived leadership style, the majority classified their supervisors as 

transformational (52.6%, n = 151), followed by transactional (35.5%, n = 102) and 

laissez-faire (11.8%, n = 34). Confidence in these classifications was generally high, with 

44.7% (n = 130) reporting they were very confident and 38.5% (n = 112) extremely 

confident. Only 3.0% reported being slightly or not at all confident in their leadership 

style selection. 
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Table 5 

Participant Characteristics 

Variable n % 
Age   
  21–24 11 3.8 
  25–34 55 18.9 
  35–44 131 45.0 
  45–54 44 15.1 
  55–64 35 12.0 
  65 or older 15 5.2 
Gender   
  Male 150 51.5 
  Female 139 47.8 
  Non-binary/3rd gender 2 0.7 
Time in Current Position   
  Less than 1 year 15 5.2 
  1–3 years 51 17.5 
  4–6 years 107 36.8 
  7–10 years 61 21.0 
  More than 10 years 57 19.6 
Race/Ethnicity   
  White/Caucasian 190 65.3 
  Black/African American 76 26.1 
  Hispanic/Latino 30 10.3 
  Asian/Asian American 7 2.4 
  Native American/Alaska Native 7 2.4 
  Two or more races 1 0.3 
  Prefer not to say 1 0.3 
Work Arrangement   
  Fully Remote 172 59.1 
  Hybrid 119 40.9 
Video Use Frequency   
  Always (100%) 134 46.0 
  Most of the time (75–99%) 82 28.2 
  About half the time (50–74%) 45 15.5 
  Sometimes (25–49%) 14 4.8 
  Rarely (1–24%) 14 4.8 
  Never (0%) 2 0.7 
Perceived Leadership Style   
  Transformational 151 52.6 
  Transactional 102 35.5 
  Laissez-Faire 34 11.8 
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Table 5 (cont.) 

 
Variable n % 
Confidence in Leadership Rating   
  Not at all confident 1 0.3 
  Slightly confident 8 2.7 
  Moderately confident 40 13.7 
  Very confident 130 44.7 
  Extremely confident 112 38.5 

Note. Total N = 291. Total number of cases for some variables differ due to option to 

select multiple categories (race/ethnicity) and missing values. 

Descriptive Statistics, Correlations, and Scale Reliability 

 Table 6 presents the means, standard deviations, bivariate correlations, and 

internal consistency reliability coefficients (Cronbach’s alpha) for the JSS Total score 

and the nine JSS subscales. The overall JSS Total mean was 4.32 (SD = 0.86), indicating 

that, on average, participants reported moderate satisfaction with their jobs. Among the 

nine subscales, the highest mean satisfaction scores were observed for Nature of Work 

(M = 4.84, SD = 0.87) and Coworkers (M = 4.61, SD = 0.96), while the lowest were for 

Operating Conditions (M = 3.63, SD = 1.24) and Fringe Benefits (M = 4.15, SD = 1.06). 

Cronbach's alpha measures whether the 36 items on the survey were hanging together as 

a coherent measure of job satisfaction; a value above .90 indicates that participants were 

responding to the survey in a highly consistent way, which gives confidence that the total 

score accurately reflects what it was designed to capture. Subscale reliabilities ranged 
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Findings 

Assumption Testing 

 Prior to interpreting the multiple regression results, I examined each of the 

standard multiple regression assumptions: normality of residuals, linearity of residuals, 

homoscedasticity of residuals, and absence of multicollinearity (Field, 2018). 

Multicollinearity refers to excessive overlap between predictor variables; when predictors 

are too highly correlated, the regression coefficients become unstable and results are 

difficult to interpret. 

For RQ1, the largest variance inflation factor (VIF) was 1.25, well below the 

conventional threshold of 10.0 that indicates an assumption violation (Field, 2018). VIF 

can be thought of as a measure of how much the predictors step on each other’s toes; 

values close to 1.0 mean each predictor is telling its own distinct story, and the values 

observed here confirm that was the case. For RQ2, predictor variables and moderators 

were mean centered prior to analysis to reduce non-essential multicollinearity, following 

the procedures recommended by Aiken and West (1991). After centering, the largest VIF 

for RQ2 was 1.29, again well below the threshold for concern. These VIF values 

confirmed that multicollinearity did not pose a threat to the integrity of the regression 

models. 

 Normality of residuals was evaluated using normal probability plots (P-P plots) 

for each JSS subscale and JSS Total. As shown in Figures 3 through 12, all variables 

approximated a normal distribution, with the observed residuals closely following the 

expected diagonal line. Normality of residuals for the RQ1 and RQ2 regression models 

was further assessed using histograms (Figures 13 and 14), which confirmed 
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approximately normal distributions. Linearity and homoscedasticity were evaluated using 

scatterplots of standardized predicted values against standardized residuals (Figures 15 

and 16). These scatterplots showed no evidence of curvilinear patterns or funnel-shaped 

distributions, indicating that both linearity and homoscedasticity assumptions were 

satisfied. Taken together, these findings indicated that all assumptions for multiple 

regression were met for both RQ1 and RQ2. 

Figure 3 

P-P Plot of JSS Total 
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Figure 4 

P-P Plot of JSS Pay 

 

Figure 5 

P-P Plot of JSS Promotion 

 

  



VIDEO USE IN VIRTUAL MEETINGS                                    72 

 

 

Figure 6 

P-P Plot of JSS Supervision 

 

Figure 7 

P-P Plot of JSS Fringe 
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Figure 8 

P-P Plot of JSS Contingent 

 

Figure 9 

P-P Plot of JSS Operating 

 

  



VIDEO USE IN VIRTUAL MEETINGS                                    74 

 

 

Figure 10 

P-P Plot of JSS Coworkers 

 

Figure 11 

P-P Plot of JSS Nature 
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Figure 12 

P-P Plot of JSS Communication 

 

Figure 13 

Normality of Residuals RQ1 
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Figure 14 

Normality of Residuals RQ2 

 

Figure 15 

Scatterplot of Standardized Predicted by Standardized Residuals for Evaluating Linearity 

and Homoscedasticity (RQ1) 
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Figure 16 

Scatterplot of Standardized Predicted by Standardized Residuals for Evaluating Linearity 

and Homoscedasticity (RQ2) 

 

Research Question 1 

 RQ1 examined whether a statistically significant relationship exists between 

video use (camera on versus camera off) during virtual meetings with supervisors and 

employee job satisfaction scores among knowledge workers in remote and hybrid work 

environments. To test Hypothesis 1, I conducted a multiple linear regression with JSS 

Total as the dependent variable, video use status (coded as always on versus not always 

on) and work arrangement (fully remote versus hybrid) as the independent variables, and 

age, gender (female versus male), time in current position, and race/ethnicity (African 

American versus White; Hispanic/Latino versus White) as covariates. Small sample sizes 

for non-binary gender and several racial/ethnic categories necessitated their exclusion 

from the regression analysis; the resulting analytic sample for RQ1 was n = 277. 
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The full regression model was statistically significant, R2 = .081, F(7, 269) = 3.38, 

p = .002, explaining 8.1% of the variance in overall job satisfaction. Participants who 

reported using video 100% of the time in supervisor meetings scored higher on overall 

job satisfaction than those who did not always use video, b = 0.31, b* = .18, t = 2.94, p = 

.004, sr² = .030. 

 Fully remote workers reported significantly lower overall job satisfaction than 

hybrid workers, b = -0.37, b* = -.21, t = 3.27, p = .001, sr² = .036. Among the covariates, 

age was positively associated with job satisfaction, b = 0.10, b* = .13, p = .038, such that 

older participants reported modestly higher satisfaction. African American participants 

reported significantly higher satisfaction than White participants, b = 0.24, b* = .12, p = 

.043. Gender, time in position, and Hispanic/Latino versus White ethnicity were not 

significant predictors. 

Table 7 

JSS Total Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr² VIF 
Constant 4.10  17.89 <.001   
Age 0.10 .13 2.08 .038 .015 1.16 
Gender (F vs. M) 0.05 .03 0.46 .647 .001 1.20 
Time in Position -0.03 -.04 0.68 .495 .002 1.16 
AA vs. White 0.24 .12 2.03 .043 .014 1.10 
HL vs. White -0.07 -.02 0.38 .704 .000 1.09 
Video Use 0.31 .18 2.94 .004 .030 1.07 
Full vs. Hybrid -0.37 -.21 3.27 .001 .036 1.25 

Note. b = unstandardized coefficient; b* = standardized coefficient; sr² = squared 

semipartial correlation, the proportion of uniquely explained variance by the predictor; 

VIF = variance inflation factor. Regression sample size is n = 277 due to exclusions of 

small categories for gender and race/ethnicity.  
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Research Question 2 

 RQ2 examined whether the employee’s perception of their supervisor’s leadership 

style moderated the relationship between video use and job satisfaction. All predictor 

variables were mean centered to reduce non-essential multicollinearity prior to computing 

interaction terms (Aiken & West, 1991; Field, 2018). The analytic sample for RQ2 was n 

= 273 due to exclusions of small categories for gender, race/ethnicity, and interaction 

terms. 

The full moderation model was statistically significant, R2 = .117, F(12, 260) = 

3.24, p < .001, explaining 11.7% of the variance in JSS Total. This represented an 

increase in explained variance relative to the RQ1 model, suggesting that the inclusion of 

leadership style and interaction terms improved model fit. As shown in Table 8, the main 

effects of video use and work arrangement remained statistically significant and 

consistent with the RQ1 findings. More video use continued to predict higher job 

satisfaction, b = 0.26, b* = .15, t = 2.48, p = .014, sr² = .021, and fully remote workers 

continued to report lower satisfaction than hybrid workers, b = -0.34, b* = -.19, t = 2.93, 

p = .004, sr² = .029. 

 Of the three interaction terms, only the video use × laissez-faire versus 

transformational interaction was statistically significant, b = 0.82, b* = .16, t = 2.43, p = 

.016, sr² = .020. This finding indicated that the relationship between video use and job 

satisfaction differed depending on whether employees perceived their supervisor as 

laissez-faire versus transformational. The video use × transactional versus 

transformational interaction was not significant, b = 0.24, b* = .07, t = 1.07, p = .288, nor 

was the video use × full versus hybrid interaction, b = -0.25, b* = -.07, t = 1.17, p = .242. 
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Leadership style showed no association with job satisfaction after controlling for the 

other predictors. 

 To probe the significant interaction, I conducted a simple slopes analysis, 

depicted in Figure 17. The analysis decomposed the effect of video use on job 

satisfaction at the two leadership style levels. For employees who perceived their 

supervisors as transformational, satisfaction was higher when video was always on 

compared to not always on, b = 0.16, p < .001. For employees who perceived their 

supervisors as laissez-faire, the positive effect of consistent video use was substantially 

stronger, b = 0.83, p < .001. In plain terms, video use was helpful for everyone, but it 

mattered far more for employees working under passive or disengaged supervisors. When 

a supervisor was already engaged and transformational, turning the camera on added a 

modest satisfaction boost; when a supervisor was laissez-faire, turning the camera on 

appeared to partially compensate for the absence of active leadership, producing a much 

larger jump in reported satisfaction. This pattern suggests that consistent video use 

functions as a meaningful buffer against the satisfaction costs of passive leadership in 

virtual environments. 
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Table 8 

JSS Total Predicted by Video Status, Full/Hybrid Status, Leadership Style, Interactions, 

and Covariates (RQ2) 

Variable b b* t p sr² VIF 
Constant 4.15  17.82 <.001   
Age 0.12 .15 2.42 .016 .020 1.20 
Gender (F vs. M) 0.01 .01 0.13 .896 .000 1.20 
Time in Position -0.03 -.05 0.73 .468 .002 1.17 
AA vs. White 0.24 .13 2.03 .043 .014 1.12 
HL vs. White -0.06 -.02 -0.37 .713 .000 1.11 
Video Use 0.26 .15 2.48 .014 .021 1.09 
Full vs. Hybrid -0.34 -.19 2.93 .004 .029 1.27 
Transaction vs. 
Transform -0.11 -.06 1.02 .310 .004 1.11 

LF vs. Transform -0.21 -.08 1.22 .225 .005 1.29 
Video × T vs. TF 0.24 .07 1.07 .288 .004 1.10 
Video × LF vs. TF 0.82 .16 2.43 .016 .020 1.22 
Video × Full vs. Hyb -0.25 -.07 1.17 .242 .005 1.05 

Note. b = unstandardized coefficient; b* = standardized coefficient; sr² = squared 

semipartial correlation, the proportion of uniquely explained variance by the predictor; 

VIF = variance inflation factor. Regression sample size is n = 273 due to exclusions of 

small categories for gender and race/ethnicity. 

 

  



VIDEO USE IN VIRTUAL MEETINGS                                    82 

 

 

Figure 17 

Simple Slopes Analysis for Video Use by Laissez-Faire vs. Transformational Leadership 

 
Exploratory Analyses 

 Beyond the primary research questions, I conducted exploratory analyses to 

examine if patterns observed at the JSS Total level were consistent across the nine 

individual JSS subscales.  

 As shown in Table 9, fully remote workers reported significantly lower 

satisfaction than hybrid workers on eight of the nine subscales: Pay, Promotion, 

Supervision, Fringe Benefits, Contingent Rewards, Operating Conditions, Coworkers, 

and Communication. Only the Nature of Work subscale showed no significant difference 

between fully remote and hybrid workers. This pattern was consistent and underscored 

the broad negative association between fully remote work and job satisfaction across 

multiple facets of the work experience.  
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Table 9 

JSS Subscale Results for Fully Remote vs. Hybrid Work Arrangement 

Dependent Variable Remote vs. Hybrid Satisfaction 
JSS Pay Remote < Hybrid 
JSS Promotion Remote < Hybrid 
JSS Supervision Remote < Hybrid 
JSS Fringe Remote < Hybrid 
JSS Contingent Remote < Hybrid 
JSS Operating Remote < Hybrid 
JSS Coworkers Remote < Hybrid 
JSS Nature Remote = Hybrid 
JSS Communication Remote < Hybrid 

Note. < indicates fully remote workers reported statistically significantly lower 

satisfaction than hybrid workers. = indicates no significant difference. Full regression 

tables for all subscale analyses (Tables 10–27) are provided in Appendix D. 

 Tables 10 through 27 in Appendix D provide full reporting of these results. A 

notable finding from the exploratory moderation analyses was that the video use × 

laissez-faire versus transformational interaction was significant for several subscales 

beyond JSS Total. Specifically, this interaction reached significance for Communication 

(b = 1.25, p = .009), Operating Conditions (b = 0.99, p = .022), and Fringe Benefits (b = 

1.02, p = .015), suggesting that the moderating effect of leadership style on the video–

satisfaction relationship was not confined to global satisfaction but extended to specific 

facets of the work experience. The video use × transactional versus transformational 

interaction did not reach significance on any subscale. 

Results supported Hypothesis 1 and partially supported Hypothesis 2. Regarding 

H1, consistent video use in virtual meetings was related to greater employee job 

satisfaction, after controlling for demographic covariates and work arrangement. The 

visual dimension of virtual meetings relates to greater employee satisfaction in remote 
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and hybrid work settings. Stated more simply, employees whose cameras were always on 

during supervisor meetings reported higher overall job satisfaction than employees whose 

cameras were sometimes or never on by roughly a third of a point on the six-point JSS 

scale, after accounting for age, gender, time in position, race/ethnicity, and work 

arrangement. 

The study hypothesized that employees who perceived their supervisors as 

transformational would report higher job satisfaction when meetings were on-camera 

compared to off-camera, relative to employees who perceived other leadership styles in 

the FRLT. Results partially supported this hypothesis. Perceived leadership style did 

moderate the video–satisfaction relationship, but not in the direction originally 

hypothesized. The significant moderation occurred on the contrast between laissez-faire 

and transformational leadership rather than the transactional–transformational contrast. 

Specifically, the positive effect of consistent video use on satisfaction was stronger under 

laissez-faire leadership than under transformational leadership, which suggests that video 

use is particularly beneficial for employees whose supervisors are otherwise passive or 

disengaged. No other interactions were significant. 

 An unanticipated finding was that fully remote workers reported lower job 

satisfaction than hybrid workers across eight of the nine JSS subscales. This finding 

emerged in both the RQ1 and RQ2 models and persisted after controlling for video use, 

leadership style, and demographic covariates. The only subscale on which no difference 

was observed was Nature of Work, which measures intrinsic satisfaction with the job 

content itself rather than organizational or interpersonal factors. 
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Discussion 

 The findings of this study extend the limited body of research examining the 

intersection of communication technology, leadership perception, and job satisfaction in 

remote work settings. Consistent video use related to greater job satisfaction. This aligns 

with research finding richer communication media support stronger leader–follower 

relationships. Virtual team leadership effectiveness varied by communication medium, 

with richer media supporting more effective leadership behaviors (Hambley et al., 2007). 

Leaders who intentionally selected richer communication channels, including video, were 

more effective at sustaining employee motivation in remote environments (Cakula & 

Pratt, 2021). Findings empirically support these conclusions. Consistent video use in 

supervisor meetings relates to higher job satisfaction, independent of perceived 

leadership style. 

The finding that video use explained approximately 3.0% of unique variance in 

job satisfaction, while modest in absolute terms, is practically meaningful. A useful 

analogy is to think of job satisfaction like a recipe with dozens of ingredients: 

compensation, career growth, workload, relationships, organizational culture, personal 

circumstances, and many others. In that recipe, video use alone contributes a measurable 

pinch of seasoning, small, but enough to notice the difference in the final dish. In 

complex organizational settings where many factors simultaneously influence 

satisfaction, any single predictor that accounts for 3% of unique variance represents a real 

and actionable lever for improvement. Ramirez et al. (2024) reported that lower camera 

enablement rates correlated with higher employee attrition across 40 million virtual 
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meetings, and the present results suggest that this attrition pattern may be mediated, at 

least in part, through the job satisfaction pathway. 

The interaction between video use and laissez-faire leadership adds nuance to the 

existing literature on passive leadership. Prior research has consistently identified laissez-

faire leadership as the least effective style (Antonakis et al., 2003). The present study 

extends this finding to the virtual meeting context. The simple slopes analysis indicated 

that the positive effect of video use on satisfaction was stronger under laissez-faire 

leadership than under transformational leadership, suggesting that consistent camera use 

may serve as a partial substitute for active leadership engagement when supervisors are 

otherwise disengaged. This pattern is consistent with the theoretical premise that passive 

leadership becomes particularly harmful in virtual settings where employees already 

experience reduced social connection and supervisory support (Boccoli et al., 2024; 

Niebuhr et al., 2024). When a supervisor is perceived as absent or disengaged, clear 

hallmarks of laissez-faire leadership, the visual medium of video may fail to compensate 

for the lack of substantive leadership behavior. 

 Fully remote workers reported lower satisfaction than hybrid workers across 

nearly all JSS subscales. This result aligns with Gajendran et al.’s (2024) dual pathway 

meta-analysis, which demonstrated that remote work increases both autonomy 

(beneficial) and isolation (harmful). The present study suggests that the isolation pathway 

may be stronger for fully remote workers. Hybrid workers benefit from periodic in-

person interactions that may buffer against the negative effects of virtual work.  

 The absence of a significant direct effect of leadership style on JSS Total in the 

regression models warrants discussion. This does not imply that leadership style is 
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unrelated to job satisfaction, as substantial prior research has established this link (Long 

et al., 2014; Oberfield, 2014). Rather, it suggests that in the context of a model already 

controlling for video use, work arrangement, and demographic covariates, the direct 

contribution of leadership style to explained variance was modest. The significance of the 

interaction terms, however, indicates that leadership style’s role in this context is 

primarily as a moderator that shapes how other factors influence satisfaction, rather than 

as an independent driver. 

Summary 

 This chapter presented results examining the relationship between video use in 

virtual meetings with supervisors and employee job satisfaction among 291 remote and 

hybrid knowledge workers. Consistent video related to greater overall job satisfaction, 

supporting Hypothesis 1. Employee’s perceived leadership style of the supervisor 

moderated this relationship. The video–satisfaction relationship differing was stronger for 

employees who rated their leaders as laissez-faire compared to transformational, partially 

supporting Hypothesis 2. An unanticipated but consistent finding was that fully remote 

workers reported lower job satisfaction than hybrid workers across nearly all facets of the 

JSS. All regression assumptions were met, and scale reliability for the JSS Total was 

 

 These findings carry important implications for organizational leaders, human 

resource practitioners, and policymakers navigating the complexities of virtual and 

hybrid work. Chapter Five translates these empirical results into a proposed solution, 

discusses the evidence supporting and challenging the solution, outlines an 
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implementation plan, and explores the practical, research, and leadership implications of 

this dissertation in practice.  
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CHAPTER FIVE: PROPOSED SOLUTION AND IMPLICATIONS 

 In this final chapter I translate the empirical findings into a practical, evidence-

based solutions for organizational leaders and human resource practitioners. Results 

highlight three findings. First, consistent video use during virtual meetings with 

supervisors relates to greater job satisfaction. Second, perceived leadership style 

moderated that relationship. Third, fully remote workers reported lower satisfaction than 

hybrid workers across nearly every facet of the JSS. These results matter for 

organizations navigating the post-pandemic workplace, where remote and hybrid 

arrangements are no longer temporary fixes but permanent features of how knowledge 

work in the United States gets done. This chapter restates the aim of the study, lays out 

the proposed solution, weighs the evidence on both sides, describes how to implement it, 

and closes with the practical, research, and leadership theory implications before a 

summary of the dissertation in practice. 

Aim Statement 

 The aim of this dissertation in practice was to develop evidence-based 

recommendations for organizational leaders and human resource practitioners on the 

effective use of video communication technology in virtual meetings to improve 

employee job satisfaction in remote and hybrid work environments, or whenever virtual 

meetings are required. More specifically, I set out to produce practical guidance on how 

supervisors might leverage video-enabled meetings, alongside effective leadership 

behaviors, to strengthen employee satisfaction, improve retention, and reduce the costs 

that come with turnover. 
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Proposed Solution 

The simple-slopes analysis depicted in Figure 17 clarified that the camera-on 

advantage for job satisfaction emerged primarily under transformational leadership, 

whereas under laissez-faire supervision camera status mattered far less because baseline 

satisfaction was already depressed. That interaction, rather than a main effect of the 

camera itself, is the empirical engine driving the proposed solution below. 

Based on the findings of this study, I propose a Virtual Meeting Leadership 

Framework (VMLF), Figure 18, that integrates three components: (1) organizational 

video use policies encouraging consistent camera-on practices during supervisor–

employee meetings, (2) leadership development programming that trains supervisors in 

transformational leadership behaviors specifically adapted for the virtual meeting 

environment, and (3) differentiated work arrangement strategies that recognize the unique 

satisfaction challenges faced by fully remote versus hybrid workers. 

 The first component of the proposed framework addresses the positive 

relationship between consistent video use and job satisfaction documented in this study. 

Organizations should develop clear, supportive norms that encourage camera-on behavior 

during one-on-one and small group meetings with supervisors. This is not a blanket 

mandate for cameras on in every meeting. Research on video meeting fatigue (Shockley 

et al., 2021; Queiroz et al., 2024) warns against the all-or-nothing approach, and for good 

reason. The recommendation here is more targeted: encourage cameras on for 

supervisor–employee interactions, where the visual dimension does the most work in 

building the interpersonal connection that effective leadership depends on. 
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The second component addresses the significant moderating role of leadership 

style. The finding that consistent video use produced a substantially stronger satisfaction 

benefit under laissez-faire leadership than under transformational leadership suggests that 

camera-on practices may be functioning as a partial substitute for the active engagement 

that passive supervisors fail to provide. Reliance on video as a compensating mechanism, 

if left unaddressed, masks an underlying leadership problem. With that in mind, 

organizations should prioritize moving supervisors away from passive and avoidant styles 

and toward active, engaged leadership. Organizations should prioritize developing 

supervisors’ transformational leadership competencies, with specific emphasis on the 

individualized consideration and inspirational motivation dimensions that are most 

relevant to the virtual meeting context (Bass & Avolio, 1994; Tigre et al., 2023). Training 

should explicitly address how to exercise these behaviors through video-enabled 

platforms, including techniques for demonstrating attentive listening on camera, using 

individualized check-ins to surface employee concerns, and communicating inspirational 

vision in ways that translate credibly across a screen. Coupled with the framework’s first 

component, this pairing reinforces that the camera is a tool for leadership, not a substitute 

for it. 

 The third component of the framework responds to one of the more striking 

findings in the study: fully remote workers reported lower satisfaction than hybrid 

workers on eight of nine JSS subscales. That gap deserves a response. Organizations 

should consider building structured in-person touchpoints into the year for their fully 

remote staff, such as quarterly team gatherings, periodic office visits, or regional 

meetups, to soften the isolation effects this study documented and that prior meta-analytic 
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work has corroborated (Gajendran et al., 2024). For organizations where in-person 

options simply are not feasible, more frequent and more intentional video-enabled 

supervisor meetings may partially compensate but will not fully. It is not a perfect 

substitute for being in the same room, but it appears to be a meaningful one. 
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Evidence that Supports the Solution 

 Several lines of evidence from this study and the broader literature support the 

proposed Virtual Meeting Leadership Framework. The regression analysis showed that 

video use uniquely predicted 3.0% of the variance in job satisfaction (p = .004), even 

after controlling for demographic factors and work arrangement. Three percent sounds 

modest, but in organizational research it is a real result. Single predictors rarely explain 

large slices of variance in attitudes as multifaceted as job satisfaction, and a 3% unique 

contribution from a behavior as simple as turning on a camera is not a trivial finding. The 

finding is consistent with Ramirez et al.’s (2024) analysis of 40 million virtual meetings, 

which linked lower camera enablement to higher employee attrition, and with Stavrova et 

al.’s (2025) experimental finding that turning off the camera resulted in being perceived 

as less engaged, less trustworthy, and less suitable for a leadership role. 

The moderating role of leadership style further supports the framework’s 

emphasis on leadership development. The simple slopes analysis revealed that the 

positive association between consistent video use and job satisfaction was much stronger 

under laissez-faire leadership compared to transformational leadership, suggesting that 

video use may partially compensate for the absence of active leadership behaviors. This 

finding aligns with the broader leadership literature showing that transformational 

leadership consistently produces more favorable employee outcomes than passive or 

avoidant styles (Long et al., 2014; Oberfield, 2014; Specchia et al., 2021). In a systematic 

review of leadership styles and nurses’ job satisfaction, passive-avoidant and laissez-faire 

styles showed negative correlations with satisfaction in all cases examined, while 
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transformational leadership showed the highest number of positive correlations (Specchia 

et al., 2021). 

 The hybrid advantage observed lines up with recent experimental evidence. 

Bloom et al. (2022) conducted a randomized controlled trial with 1,612 employees and 

found that hybrid work-from-home reduced attrition rates by 35% and improved self-

reported work satisfaction, while maintaining or slightly improving productivity.  

Evidence that Challenges the Solution 

 The finding that video use was associated with higher satisfaction must be 

weighed against the research on camera fatigue.  Shockley et al. (2021) found that camera 

use during virtual meetings was positively associated with daily fatigue. That fatigue in 

turn dampened voice and engagement. Their study also found that the fatigue hit women 

and newer employees harder, likely because of self-presentation pressures that fall 

unevenly across the workforce. These are real considerations, and they need to be 

addressed. Similarly, longer and more frequent video conferences related to diminished 

social connection and life satisfaction (Queiroz et al., 2024). These findings suggest that a 

blanket camera-on mandate could backfire, and the proposed solution’s recommendation 

of targeted, rather than universal, camera-on norms is intended to mitigate this risk. 

 The modest effect sizes deserve candor as well. The full RQ1 model explained 

8.1% of the variance in job satisfaction, which means roughly 92% lived outside the 

model. This is because job satisfaction is a complex, multifaceted attitude. 

Compensation, career advancement, organizational culture, personal circumstances, and a 

long list of other variables all play their part and at different times and levels, and most of 

them sit beyond the scope of this study. The proposed solution is not a panacea. It is one 
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evidence-based lever among many that organizations can pull to support employee 

satisfaction, and it should be treated that way. 

 Cross-sectional designs preclude causal inference. The findings show associations 

between video use, leadership style, and job satisfaction. It is entirely possible that 

employees who are already more satisfied with their jobs are simply more willing to turn 

on their cameras, which would flip the direction of the story. Longitudinal or 

experimental research is needed to nail down the direction of these relationships with 

greater confidence, and that work will have to wait for another study. 

Implementation of the Proposed Solution 

 The VMLF is built for implementation by organizational leaders, human 

resources teams, and learning and development practitioners. The three components were 

designed to work together. Deploying any one of them in isolation would likely produce 

only modest gains; the value comes from rolling them out in coordination so that the 

camera-on norms, the leadership development, and the differentiated support strategies 

reinforce each other. 

Factors and Stakeholders Related to the Implementation of the Solution 

 Successful implementation requires buy-in from several stakeholder groups, and 

they all matter for different reasons. It is important to consider a stakeholder matrix while 

considering implementation. Senior leadership must endorse the framework and model 

the recommended behaviors, as organizational change research consistently demonstrates 

that leadership support is essential for successful adoption of new practices (Dahlvig, 

2018). Human resource practitioners serve as the primary implementers, developing 

video use policies, designing the leadership development programming, and monitoring 
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outcomes. Frontline supervisors are the direct beneficiaries and targets of the leadership 

training, and their willingness to adopt new behaviors will determine the framework’s 

success. Employees, particularly those in fully remote arrangements, are the ultimate 

intended beneficiaries, and their perceptions should be solicited throughout the 

implementation process. 

 Several practical factors deserve attention as well. Technology infrastructure has 

to actually support consistent video use, like adequate bandwidth, functional cameras, 

decent lighting, and access to reliable video conferencing platforms. None of this is 

glamorous, but all of it is required. Organizations also have to think carefully about 

accessibility. This was a real problem during the pandemic and throughout 2021 and 

2022, and continues today for some organizations. Then some employees have legitimate 

reasons for limited camera use, including disability, home environment constraints, or 

cultural considerations, and those reasons deserve respect. The framework explicitly 

recommends supportive norms rather than rigid mandates precisely because of these 

realities. 

Timeline for Implementation of the Solution 

 I recommend a phased implementation timeline spanning 12 months. Phase 1 

(Months 1–3) is the groundwork phase. Organizational leaders and human resources 

teams would conduct a baseline assessment of current video use practices, leadership 

development needs, and employee satisfaction levels, while also securing senior 

leadership endorsement and standing up a cross-functional implementation team. Phase 2 

(Months 4–6) is where the work goes live. The organization would develop and deploy 

the video use policy, launch the leadership development programming for supervisors, 
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and communicate the rationale for the changes to all employees and not just announce the 

changes, but explain why they are happening. Phase 3 (Months 7–12) is the monitoring 

and refinement phase. The organization would track implementation, collect follow-up 

satisfaction data, and refine the framework based on feedback and observed outcomes. 

The phased approach allows for iterative learning and adjustment, which is what reduces 

the risk of an implementation that fails on contact with reality. 

Evaluating the Outcome of Implementing the Solution 

 The effectiveness of the Virtual Meeting Leadership Framework should be 

evaluated through a mixed-methods approach. The primary quantitative measure would 

be the Job Satisfaction Survey (JSS) administered at baseline (prior to implementation) 

and at 6- and 12-month follow-ups. Changes in JSS Total and subscale scores would be 

compared pre- and post-implementation to assess the framework’s impact on employee 

satisfaction. Secondary quantitative measures should include employee retention rates, 

voluntary turnover rates, and video use metrics obtained from the organization’s video 

conferencing platform. These operational measures provide complementary evidence of 

the framework’s practical impact. 

 Qualitative evaluation should include structured interviews or focus groups with 

supervisors and employees to assess the perceived effectiveness of the leadership 

training, the acceptability of the video use norms, and any unintended consequences. This 

qualitative component is essential because quantitative measures alone may not capture 

the nuanced ways in which the framework affects the supervisory relationship and the 

meeting experience. 
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Implications 

Practical Implications 

 The findings carry three practical implications for organizational leaders and 

human resources practitioners. First, the significant positive association between video 

use and job satisfaction provides evidence-based justification for encouraging camera-on 

practices in supervisor–employee meetings. Many organizations are still debating 

whether to formalize video use policies one way or the other, and this study offers them 

something concrete to lean on. Supportive video norms appear to be associated with 

measurable benefits for employee satisfaction, although not a guarantee but a real signal 

worth acting on. Given the well-established links between job satisfaction, retention, and 

organizational performance (Hashim et al., 2020; Kurniawaty et al., 2019; Tsai & Wu, 

2010), even modest improvements in satisfaction could translate into meaningful cost 

savings through reduced turnover. 

 Second, the finding that laissez-faire leadership amplified the negative effects of 

fully remote work underscores the practical importance of active, engaged leadership in 

virtual settings. Organizations with supervisors who adopt passive leadership approaches 

may experience disproportionately negative outcomes among their fully remote workers. 

This finding suggests that identifying and addressing passive leadership behaviors should 

be a priority for leadership development and performance management systems, 

particularly in organizations with substantial remote workforces. 

 Third, the consistent finding that hybrid workers reported higher satisfaction than 

fully remote workers across nearly all JSS subscales has direct implications for work 

arrangement decisions. While the data does not suggest that organizations should 
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eliminate fully remote work, they do suggest that hybrid arrangements may offer a 

satisfaction advantage by providing periodic opportunities for in-person interaction. 

Organizations making decisions about return-to-office policies or work arrangement 

flexibility should consider these findings in the context of their broader employee 

engagement and retention strategies. 

Implications for Future Research 

Recent empirical work strengthens the practical case for the camera-on default 

recommended in this dissertation. Stavrova et al. (2025) experimentally manipulated 

camera use in small Zoom groups and found that participants who kept their cameras off 

were rated by peers as less engaged, less moral, and notably less suitable for leadership 

roles, even though the off-camera participants themselves reported little change in their 

own engagement or fatigue. That self-versus-observer gap matters for the present study 

because it suggests that supervisors and direct reports may be forming durable 

impressions of one another that the camera-off party cannot see and therefore cannot 

correct, a dynamic that plausibly feeds into the supervision and communication subscales 

of the JSS over time. Complementing this, Fauville et al. (2023), drawing on a sample of 

9,787 videoconference users, traced Zoom fatigue not to the camera itself but to specific 

nonverbal mechanisms such as mirror anxiety and hyper-gaze, with women reporting 

greater fatigue across mechanisms. Read alongside the present study's null main effect for 

camera status and the moderating role of leadership style, these findings reframe the 

camera question: the issue is less whether the camera is on and more how leaders 

structure meetings to reduce nonverbal load while preserving the social presence cues 

that protect satisfaction with supervision. A reasonable extension of this dissertation, 
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then, is to test whether transformational leaders mitigate the fatigue costs of camera-on 

meetings by normalizing brief off-camera intervals, reducing self-view, and limiting 

meeting density, thereby capturing the relational benefits documented by Stavrova et al. 

(2025) without incurring the cognitive costs documented by Fauville et al. (2023). 

 I have found that in addition several research questions emerge from this study, 

and each one points in a slightly different direction. First, longitudinal or experimental 

work would help establish the causal direction of the relationships documented here. A 

randomized controlled trial in which teams are assigned to different video use conditions 

over several months would offer much stronger evidence for the causal effect of video 

use on satisfaction. Second, future research should look at video meeting frequency and 

duration as potential moderators. I measured video use as a dichotomous variable, always 

on versus not always on, and a more granular measure might reveal a curvilinear 

relationship where moderate video use produces the best outcomes. The fatigue literature 

certainly hints at that possibility (Shockley et al., 2021; Queiroz et al., 2024). Third, the 

finding that laissez-faire leadership moderated the video–satisfaction relationship raises 

questions about the mechanisms underlying this effect. Future research could use 

qualitative methods or mediation analyses to explore whether the interaction operates 

through perceived supervisor accessibility, communication quality, or social connection. 

Fourth, this study focused on knowledge workers in the United States; replication in other 

national and occupational contexts would enhance the generalizability of the findings. 

Finally, the inclusion of psychological safety as a mediating variable, as suggested by 

Mohase et al. (2025), could enrich the theoretical model by examining whether video use 
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influences satisfaction through enhanced feelings of psychological safety in the 

supervisor–employee relationship. 

Implications for Leadership Theory and Practice 

 This study contributes to leadership theory by showing that the communication 

medium through which leadership is exercised in virtual settings shapes how employees 

experience the effects of leadership style on their satisfaction. The finding that laissez-

faire leadership moderated the video–satisfaction relationship extends the Full Range 

Leadership Theory (Bass & Avolio, 1994) into the virtual meeting context and suggests 

that passive leadership is not merely the absence of positive leadership behaviors but an 

active detractor that becomes amplified when physical separation reduces the natural 

compensating mechanisms available in face-to-face settings. This is consistent with 

Antonakis et al.’s (2003) characterization of laissez-faire leadership as not simply the 

absence of leadership but as a conscious avoidance of engagement. 

 For leadership practitioners, the findings reinforce the importance of adapting 

leadership behaviors to the communication medium. Transformational leadership 

behaviors, particularly individualized consideration and inspirational motivation, appear 

to buffer against the satisfaction deficits associated with fully remote work. Tigre et al.’s 

(2023) meta-analysis of digital leadership competencies similarly concluded that 

relationship-oriented competencies are particularly critical for remote team performance 

and satisfaction. The practical implication is that leadership development programs 

should not simply teach transformational leadership principles in the abstract but should 

provide supervisors with concrete strategies for enacting these behaviors through video-

enabled platforms. 
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 The study also highlights the interdisciplinary nature of effective virtual 

leadership, which sits at the intersection of leadership theory, communication technology, 

organizational psychology, and human resource management. This interdisciplinary 

perspective is central to the Creighton University Doctor of Education in Interdisciplinary 

Leadership program and reflects the reality that complex organizational challenges, such 

as leading effectively in virtual environments, cannot be addressed through any single 

disciplinary lens. The proposed Virtual Meeting Leadership Framework integrates 

insights from all of these domains to produce a solution that is grounded in evidence and 

responsive to the complexities of modern work. 

Summary of the Dissertation in Practice 

 This dissertation in practice examined whether the use of video, camera on versus 

camera off, during virtual meetings with supervisors was related to employee job 

satisfaction. The sample consisted of 291 remote and hybrid knowledge workers in the 

United States. I used a quantitative correlational design, with the JSS serving as the 

primary instrument, and tested two hypotheses. The first predicted a significant positive 

relationship between consistent video use and job satisfaction. The second predicted that 

the employee’s perceived leadership style of their supervisor, as defined by the Full 

Range Leadership Theory, would moderate that relationship. 

The results supported Hypothesis 1 and partially supported Hypothesis 2. Consistent 

video use was significantly associated with higher overall job satisfaction (b = 0.31, p = 

.004), and the video–satisfaction relationship was moderated by perceived leadership 

style, with the positive association between video use and satisfaction being substantially 

stronger under laissez-faire leadership than under transformational leadership (interaction 
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b = 0.82, p = .016). An unanticipated finding was the consistent satisfaction advantage of 

hybrid over fully remote workers across eight of nine JSS subscales. 

 Based on these findings, I propose a Virtual Meeting Leadership Framework 

consisting of supportive video use norms, transformational leadership development for 

supervisors, and differentiated strategies for fully remote versus hybrid workers. The 

framework is designed for implementation over a 12-month phased timeline and 

evaluated through a combination of JSS follow-up assessments, operational retention 

metrics, and qualitative feedback. The study contributes to the interdisciplinary 

leadership literature by demonstrating that the communication medium through which 

leadership is exercised in virtual settings shapes how employees experience leadership 

and job satisfaction. The findings have practical value for organizational leaders, human 

resource practitioners, and policymakers navigating the complexities of the post-

pandemic work environment. 
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Thank you for your submission. This memorandum is notification that the protocol 

referenced above has been reviewed as indicated in the Federal regulatory statutes at 

45CFR46.104(d) and deemed exempt from ongoing IRB review. You are therefore 

authorized to begin your research. 

  

As an exempt study, there is no requirement for continuing review. Your protocol will 

remain on file with the IRB as a matter of record. Although your study is exempt from 

ongoing review, you and your research team are not exempt from ethical research 

practices and should therefore employ all protections for your participants and their data 

which are appropriate to your research. 

 

The following conditions apply to all IRB submissions: 

1. No subjects may be involved in any study procedure prior to the IRB exempt 

determination date.  

2. Only the Consent/Information Sheet/Assent/Parental Permission forms and 

recruitment materials submitted with this review (as applicable) may be used to 

enroll subjects.  

3. All protocol modifications must be IRB reviewed and approved prior to 

implementation. This includes any change of investigator or site address.  

4. All recruitment materials and methods must be reviewed and approved by the IRB 

prior to being used. 
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Modification within InfoEd. Any changes to the application may cause this protocol to 

require a different level of IRB review. 

While not required, when the above-referenced protocol has been completed, please 

submit a Request for Study Closure. 

Please be advised you will be asked to update the status of your research yearly by 

responding to an email from the IRB office. If you do not respond, your project will 

be considered completed and closed.

If you have questions about this approval, please contact the IRB at irb@creighton.edu or 

402-280-2126. 

Sincerely,

Amy Badura Brack, PhD

Chair, Social Behavioral IRB
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Study Introduction 

This quantitative correlational study examines the relationship between the use of video 

(camera on versus camera off) during virtual meetings with supervisors and employee job 

satisfaction among knowledge workers in the United States. The study further 

investigates whether the employee’s perception of their supervisor’s leadership style, as 

defined by the Full Range Leadership Theory (FRLT), moderates this relationship. The 

shift to remote and hybrid work environments has fundamentally altered how leaders 

interact with their teams, yet limited research examines how specific communication 

modalities, particularly video use, interact with perceived leadership style to influence 

job satisfaction. 

 

Background 

The COVID-19 pandemic accelerated the transition to remote and hybrid work, with 

millions of U.S. workers repositioned to work-from-home environments (Goldberg, 

2022; Popken, 2022). By 2022, multiple industry surveys documented a significant 

increase in permanent remote work positions (Ozimek & Stanton, 2022). This shift 

created new challenges for organizational leadership, requiring leaders to manage 

dispersed teams, train employees in unfamiliar communication technologies, and 

maintain employee engagement through virtual channels (Boccoli et al., 2024; Cakula & 

Pratt, 2021). 

 

Leadership is often cited as a top reason for job dissatisfaction and poor performance 

(Erickson et al., 2015; Hashim et al., 2020). The use of video in virtual meetings 
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introduces a technological dimension that may interact with perceived leadership style: 

when cameras are on, employees have access to nonverbal cues that could strengthen 

perceptions of transformational leadership behaviors such as individualized consideration 

and inspirational motivation (Hambley et al., 2007; Stavrova et al., 2025). However, few 

studies have investigated how specific leadership styles interact with video 

communication technology to influence employee job satisfaction in remote and hybrid 

work environments. 

 

Job satisfaction has been linked to job performance and turnover intention (Hashim et al., 

2020; Kurniawaty et al., 2019). The opportunity costs of employing an ineffective 

leadership style can be profound, with Gallup estimating that replacing an employee costs 

50% to 200% of annual salary (SHRM, 2022). Understanding the relationship between 

video use, perceived leadership style, and job satisfaction can help organizations make 

evidence-based decisions about their virtual meeting policies and leadership development 

programs. 

 

Objectives 

Primary Objective  

To determine whether a statistically significant relationship exists between the use of 

video (camera on versus camera off) in virtual meetings with supervisors and employee 

job satisfaction scores among knowledge workers in remote and hybrid work 

environments in the United States. 
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Secondary Objective 

To evaluate whether the employee’s perception of their supervisor’s leadership style, as 

defined by the Full Range Leadership Theory, moderates the relationship between video 

use and job satisfaction. 

 

The following hypotheses will guide the study 

H1: There is a significant positive relationship between video-on in a virtual meeting 

with a supervisor and job satisfaction in remote and hybrid work environments. 

H2: Employees who perceive their supervisors as exhibiting transformational leadership 

characteristics report greater satisfaction when meetings are on-camera than employees 

who do not consistently meet with the camera on. 

 

Study Population 

The target population is approximately 150 adult knowledge workers (aged 21 and older) 

in the United States who currently work remotely or in a hybrid arrangement and have at 

least two years of professional work experience. Participants must be full-time employees 

who participate in virtual meetings with a direct supervisor using video communication 

technology (e.g., Zoom, Microsoft Teams, Webex). Gender quotas will be employed to 

ensure adequate representation, as prior research has identified gender differences in 

remote work preferences and job satisfaction antecedents (Aropah et al., 2020; Bae & 

Kim, 2016; Xu et al., 2021). The sample size of approximately 150 is based on a priori 

power analysis in G*Power with a power of 0.95. Participants will be located across the 

United States with no geographic restrictions beyond U.S. residency. 
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Inclusion/Exclusion Criteria 

Inclusion Criteria 

Age 21 or older 

United States resident 

Currently employed full-time in a remote or hybrid work arrangement 

At least two years of professional work experience 

Participates in virtual meetings with a direct supervisor using video communication 

technology 

Has worked from home for at least six months 

 

Exclusion Criteria 

Under the age of 21 

Not a United States resident 

Not currently working in a remote or hybrid arrangement 

Less than two years of professional work experience 

Does not participate in virtual meetings with a direct supervisor 

Self-employed or independent contractors without a direct supervisor 

 

Subject Recruitment 

Participants will be recruited through Qualtrics Research Services, which partners with 

over 20 online sample providers to supply a network of diverse, quality respondents. The 

majority of samples come from traditional, actively managed, double-opt-in market 
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research panels. Panel members are sent an email invitation or prompted on the 

respective survey platform to proceed with a given survey. Survey invitations do not 

include specific details about the contents of the survey to avoid self-selection bias and 

are instead kept general. Qualtrics Research Services provides screening in an initial pre-

release to establish metrics for speed of completion and to screen for quality. Screening 

questions will verify that respondents meet all inclusion criteria before proceeding to the 

survey.  

 

Informed Consent Process 

Because this study involves an anonymous online survey with no more than minimal risk 

to participants, a waiver of documented (signed) consent is requested.  

 

Participants will be presented with a Research Information Sheet at the beginning of the 

online survey. The Research Information Sheet will describe the purpose of the study, 

procedures, risks and benefits, the voluntary nature of participation, and contact 

information for the principal investigator and the Creighton University IRB. Participants 

will indicate their consent by clicking an electronic agreement checkbox before 

proceeding with the survey questions. Participants who do not agree will be directed 

away from the survey. The consent process takes place entirely online within the 

Qualtrics survey platform. The principal investigator is responsible for ensuring the 

consent language is accurate and accessible. 
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Method 

This study uses a cross-sectional, correlational survey design. Data will be collected via 

an electronically administered survey hosted on the Qualtrics platform through 

Creighton’s BlueQ. The survey instrument consists of the following components: (1) an 

informed consent checkbox, (2) four demographic items (age, gender, tenure, and 

ethnicity), (3) one item measuring the independent variable (video use: on or off during 

virtual meetings with supervisor), (4) one item measuring the perceived leadership style 

of the supervisor using the Full Range Leadership Theory classification 

(transformational, transactional, or laissez-faire), (5) one item measuring the work 

assignment moderator (fully remote or hybrid), and (6) the 36-item Job Satisfaction 

Survey (JSS; Spector, 1997), which measures nine facets of job satisfaction on a 6-point 

Likert scale (1 = Disagree very much to 6 = Agree very much). The nine JSS subscales 

are: Pay, Promotion, Supervision, Fringe Benefits, Contingent Rewards, Operating 

Conditions, Coworkers, Nature of Work, and Communication. 

 

Participants who pass the screening questions and provide electronic consent will proceed 

through the demographic items, the independent variable and moderator items, and the 

full 36-item JSS. The estimated time for completion is 8–12 minutes. Qualtrics Research 

Services will deliver the raw data in Microsoft Excel format upon project completion. 

 

HIPAA 

Not applicable. This study does not involve protected health information (PHI). 
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Data Analysis Plan 

I uploaded the survey data into SPSS. Analysis involved descriptive statistics, reliability 

of the JSS, and multiple linear regression to test both hypotheses. For Hypothesis 1, I 

regressed job satisfaction on video use (on or off) to determine whether a relationship 

exists. For Hypothesis 2, I addressed whether transformational leadership moderates the 

relationship between video use and job satisfaction. Interaction terms will be computed 

by multiplying centered predictor variables to reduce non-essential multicollinearity 

(Field, 2018). Unstandardized and standardized regression coefficients, R-squared values, 

and significance levels will be reported for each model. Regression assumptions or 

normality, linearity, and homoscedasticity will be evaluated using histograms of the 

residuals and a plot of standardized predicted score against standardized residuals. VIF 

values will address multicollinearity. 

 

Confidentiality and Privacy 

All survey responses will be anonymous. No personally identifiable information (PII) 

will be collected. The survey does not collect names, email addresses, IP addresses, or 

other identifying data. Qualtrics Research Services uses digital fingerprinting and IP-

based deduplication technology to prevent duplicate responses, but this information is not 

shared with the researcher. All survey data will be stored on the password-protected 

Qualtrics platform, which employs industry-standard encryption and security protocols, 

including redundant data centers with 24/7 monitoring and restricted database access. The 

principal investigator will download de-identified data in Excel format for analysis and 

will store it on a password-protected personal computer. Only the principal investigator 



VIDEO USE IN VIRTUAL MEETINGS                                    134 

 

 

and the dissertation committee will have access to the data. Data will be retained for a 

minimum of three years following study completion, consistent with Creighton 

University’s data retention policy, and will then be permanently deleted. 

 

Risks 

This study poses minimal risk to participants. The primary risk is the potential for minor 

psychological discomfort if survey questions about leadership style prompt a participant 

to recall a negative experience with a supervisor. This risk is mitigated by the anonymous 

nature of the survey, the voluntary nature of participation, and the participant’s ability to 

withdraw at any time without penalty. There are no physical, social, legal, or economic 

risks associated with participation. Risks to confidentiality and privacy are minimal 

because no personally identifiable information is collected. 

 

Benefits 

There may not be direct benefit to individual participants as a result of their participation. 

However, this study may benefit the broader community by contributing to the 

understanding of how video use and perceived leadership style relate to employee job 

satisfaction in remote and hybrid work environments. The findings may help 

organizations make evidence-based decisions about virtual meeting policies and 

leadership development programs, potentially improving employee job satisfaction and 

reducing turnover. 
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Assessment of Potential Risks and Benefits 

The risk-benefit ratio for this study is favorable. The risks to participants are minimal and 

are limited to potential minor psychological discomfort from reflecting on leadership 

experiences. These risks are mitigated by the anonymous, voluntary, and non-invasive 

nature of the survey. The potential benefits to the field of organizational leadership and 

human resource management, specifically, evidence-based insights into virtual meeting 

practices and leadership effectiveness in remote work, outweigh the minimal risks to 

participants. 

 

Study Duration 

The estimated study duration from IRB approval to completion of data collection is 

approximately four weeks. This includes approximately one week for survey setup and 

pre-release testing through Qualtrics Research Services, and one to two weeks for data 

collection until the target sample size of approximately 150 completed responses is 

reached. 

 

Participant Duration 

Each participant will interact with the study a single time. The estimated time for an 

individual participant to complete all study-related activities, including reading the 

Research Information Sheet, providing electronic consent, and completing the full 

survey, is approximately 8–12 minutes. There are no follow-up interactions or additional 

study visits. 
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Compensation 

Participants will receive compensation through Qualtrics Research Services’ standard 

panel incentive structure. Compensation varies depending on the panel source but is 

valued at approximately $4. Panelists are recruited from diverse channels, such as airline 

lists, online retailers, or targeted customer groups they have opted into, and each prefers 

different reward types. To accommodate this, participants receive a rewards card that can 

be redeemed for options like frequent flyer miles, shopping points, or cash. Because of 

this variety, the cost per complete (CPI) is not a fixed dollar amount or a straightforward 

percentage but is valued at approximately $4. 
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Appendix C 

Self-Administered Survey 

Survey Instrument Overview 

This document contains the complete survey instrument to be programmed into Qualtrics 

for administration through Qualtrics Research Services. The survey consists of seven 

sections: 

Section 1: Informed Consent 

Section 2: Screening / Eligibility Questions (6 items) 

Section 3: Demographics (4 items) 

Section 4: Video Use in Virtual Meetings — Independent Variable (3 items) 

Section 5: Perceived Leadership Style — Moderating Variable (2 items; FRLT style 

identification) 

Section 6: Job Satisfaction Survey — Dependent Variable (36 items; Spector, 1997) 

Section 7: Closing / Debriefing 

 

Total Items: 49 substantive items + 6 screening items + informed consent 

Estimated Completion Time: 8–12 minutes 

Response Scales: 6-point Likert (JSS), 5-point confidence scale (Leadership), single-

select style identification (Leadership), multiple choice (Demographics, Video Use) 

 

Section 1: Informed Consent 

[Qualtrics: Display as first block. Require consent before proceeding. If 'I do not 

-you message.] 
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INFORMED CONSENT TO PARTICIPATE IN RESEARCH 

 

Title of Study: Video Use in Virtual Meetings and Employee Job Satisfaction: The 

Moderating Role of Employee Perceived Leadership Style Among Knowledge Workers 

Principal Investigator: Steven O’Dell, Doctoral Candidate 

DIP Chair: Tracey Russo, Ph.D. 

Institution: Creighton University 

IRB Approval Number: 2045194 

You are being invited to participate in a research study. Please read the following 

information carefully before deciding whether to participate. 

 

Study Summary 

The purpose of this study is to examine the relationship between the use of video (camera 

on versus camera off) during virtual meetings with supervisors and employee job 

satisfaction, and to investigate whether employees’ perceptions of their supervisor’s 

leadership style influence this relationship. You are being asked to take part in this 

research because you are a knowledge worker in the United States who currently works 

remotely or in a hybrid arrangement, participates in virtual meetings with a direct 

supervisor, and has at least two years of professional work experience. This study is for 

research purposes only. Your alternative to participating in this study is not to participate. 
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If you decide to participate in this study, you will be asked to complete this online survey. 

The survey includes questions about your demographics (age, gender, work experience, 

and ethnicity), your use of video during virtual meetings with your supervisor, your 

perception of your supervisor’s leadership style, your work arrangement (fully remote or 

hybrid), and 36 questions about your job satisfaction. 

 

We expect that your participation in this study will take 8–12 minutes. 

 

Risks and Benefits of Participation 

This study is minimal risk research, which means that the risks to you by participating in 

this study are no greater than the risks you ordinarily encounter in your daily life or 

during the performance of routine physical or psychological examinations or tests. Risks 

of participating in this study include the possibility of minor psychological discomfort if 

survey questions about your supervisor’s leadership style prompt you to recall a negative 

workplace experience. To reduce these risks, the survey is anonymous and you may stop 

participating at any time without penalty. As with participation in any research study, 

there may be risks to your confidentiality and privacy because of your participation in 

this study. The following measures are in place to help guard against these risks: no 

personally identifiable information (such as your name, email address, or IP address) is 

collected; all survey data is stored on the password-protected and encrypted Qualtrics 

platform with restricted access; and only the principal investigator and dissertation 

committee will have access to the de-identified data. 
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There may or may not be direct benefit to you as a result of your participation in this 

study. This study may help researchers learn more about how the use of video in virtual 

meetings and leadership style relate to employee job satisfaction in remote and hybrid 

work environments. The findings may help organizations improve virtual meeting 

practices and leadership development programs. 

 

Compensation 

You will receive compensation through Qualtrics Research Services’ standard panel 

incentive program for your participation in this study. The specific type of reward varies 

by panel source and may include cash, redeemable points, gift cards, charitable 

donations, sweepstakes entrance, or vouchers. Compensation is provided upon 

completion of the survey and is valued at approximately $4. 

 

Your Participation in this Study is Voluntary 

Taking part in this research study is voluntary. If you decide not to participate in this 

research or you decide to stop participating before the end of the study, there will be no 

penalty to you, and you will not lose any benefits to which you are otherwise entitled. 

 

Contact Information 

If you have questions or concerns about this study, please contact Steven O’Dell at 

StevenODell@Creighton.edu. If you have questions about research participants’ rights, 

contact the Creighton University Institutional Review Board (CU IRB) at 402-280-2126. 
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By choosing to participate in this online survey, you consent to participating in this 

study.  

 

Click here to read the Bill of Rights for Research Participants.  

By selecting 'I consent' below, you acknowledge that you have read and understand 

the information above, that you are at least 21 years of age, and that you agree to 

participate voluntarily. 

 

[Qualtrics: Single select] 

 consent to participate in this study 

 

time. You have chosen not to participate in this study.'] 

 

Section 2: Screening / Eligibility Questions 

[Qualtrics: If any answer disqualifies, skip to end of survey with message: 'Thank you for 

your interest. Unfortunately, you do not meet the eligibility criteria for this study.'] 

Please answer the following questions to determine your eligibility for this study. 

 

S1. Are you currently employed full-time (30+ hours per week) in the United States? 
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S2. Does your current work arrangement include remote or hybrid work (i.e., you 

work from home at least part of the time)? 

 

 

 

 

S3. Do you participate in virtual meetings (e.g., Zoom, Microsoft Teams, Webex, or 

similar platforms) with your direct supervisor at least once per month? 

 

 

 

 

S4. Are you 21 years of age or older? 

 

 

 

 

S5. Do you have at least two years of professional work experience? 
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S6. Have you worked from home (remotely or in a hybrid arrangement) for at least 

six months? 

 

 

 

S7. Are you a U.S. resident? 

 

 

 

Section 3: Demographics 

 
Please provide the following demographic information. 

D1. What is your age? 

[Qualtrics: Single select] 

–24 

–34 

–44 

–54 

–64 

 

 

D2. What is your gender? 

[Qualtrics: Single select] 
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-binary / Third gender 

 

 

D3. How long have you been employed in your current position? 

[Qualtrics: Single select] 

 

–3 years 

–6 years 

–10 years 

 

 

D4. What is your race/ethnicity? (Select all that apply) 

[Qualtrics: Multi-select] 

 

 

 

 

 

 

 

 not to say 

 



VIDEO USE IN VIRTUAL MEETINGS                                    145 

 

 

Section 4: Video Use in Virtual Meetings 

The following questions ask about your use of video (camera on or off) during virtual 

meetings with your direct supervisor. 'Video on' means that your camera is enabled so 

that you and your supervisor can see each other during the meeting. 

 

V1. What is your current work arrangement? 

[Qualtrics: Single select. This is also Moderating Variable 2 (Work Assignment).] 

 

 

 

V2. During virtual meetings with your direct supervisor, how often is your video 

(camera) turned on? 

[Qualtrics: Single select. PRIMARY INDEPENDENT VARIABLE.] 

 

–99% of meetings) 

–74% of meetings) 

–49% of meetings) 

–24% of meetings) 

 

 

V3. Which of the following best describes the video use policy or norm in your 

virtual meetings with your supervisor? 

[Qualtrics: Single select. Contextual variable.] 
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 supervisor expects or encourages video to be on 

 

 

 

 

Section 5: Perceived Leadership Style 

The Full Range Leadership Theory (Bass & Avolio, 1994) identifies three broad 

leadership styles that supervisors may exhibit. Below are descriptions of each style. 

Please read all three descriptions carefully, then answer the questions that follow. 

[Qualtrics: Display all three definitions on the same page. Single-select for L1. 

Randomize the display order of Options A, B, and C to prevent order effects.] 

 

Style A — Transformational Leadership 

This supervisor inspires and motivates employees by communicating a compelling vision 

of the future. They encourage creative thinking and challenge employees to approach 

problems in new ways. They show genuine concern for each employee’s individual 

development, function as a mentor or coach, and model high ethical standards. 

Interactions with this supervisor tend to feel energizing and purpose-driven. In the Full 

Range Leadership Theory, this style encompasses four dimensions: idealized influence 

(leading by example and earning trust), inspirational motivation (articulating a shared 

vision), intellectual stimulation (encouraging innovation), and individualized 

consideration (attending to each follower’s needs). 
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Style B — Transactional Leadership 

This supervisor focuses on clear expectations, task completion, and performance 

standards. They clarify what is expected and what employees will receive in return for 

meeting goals (e.g., recognition, positive evaluations). They actively monitor work for 

errors or deviations from standards and intervene to correct problems. Interactions with 

this supervisor tend to be structured and results-oriented. In the Full Range Leadership 

Theory, this style encompasses contingent reward (exchanging effort for rewards), 

management by exception, active (monitoring and correcting deviations), and 

management by exception, passive (intervening only after problems arise). 

 

Style C — Laissez-Faire (Passive/Avoidant) Leadership 

This supervisor is largely hands-off and tends to avoid making decisions or getting 

involved unless problems become serious. They are often absent or unavailable when 

needed and may delay responding to questions or concerns. Interactions with this 

supervisor are infrequent, and employees are generally left to manage their own work 

with minimal guidance, direction, or feedback. 

 

L1. Which of the three leadership styles above best describes your direct 

supervisor? 

— Transformational Leadership 

— Transactional Leadership 

— Laissez-Faire (Passive/Avoidant) Leadership 
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L2. How confident are you in the leadership style selection you made above? 

1 = Not at all confident  |  2 = Slightly confident  |  3 = Moderately confident  |  4 

= Very confident  |  5 = Extremely confident 

[Qualtrics: Single-select, 5-point scale.] 

[Qualtrics: SCORING: Code L1 as a categorical variable: Transformational = 1, 

Transactional = 2, Laissez-Faire = 3. For H2 interaction analysis, create a binary 

variable: Transformational (1) vs. Non-Transformational (0). L2 confidence rating 

serves as a d

analysis to assess whether low-confidence classifications affect results.] 

Section 6: Job Satisfaction Survey 

The following 36 statements describe different aspects of your job. Please indicate the 

extent to which you agree or disagree with each statement. There are no right or wrong 

answers. Please respond based on your honest feelings about your job. 

 

Response Scale: 

1 = Disagree very much  |  2 = Disagree moderately  |  3 = Disagree slightly  |  4 

= Agree slightly  |  5 = Agree moderately  |  6 = Agree very much 

[Qualtrics: Matrix table format. Rows = items below. Columns = 1 to 6 scale.. 

Randomize item order within each page block to reduce order effects.] 
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— JSS Items (administered in order below) — 

1. I feel I am being paid a fair amount for the work I do. 

2. There is really too little chance for promotion on my job. (R) 

3. My supervisor is quite competent in doing his/her job. 

4. I am not satisfied with the benefits I receive. (R) 

5. When I do a good job, I receive the recognition for it that I should receive. 

6. Many of our rules and procedures make doing a good job difficult. (R) 

7. I like the people I work with. 

8. I sometimes feel my job is meaningless. (R) 

9. Communications seem good within this organization. 

10. Raises are too few and far between. (R) 

11. Those who do well on the job stand a fair chance of being promoted. 

12. My supervisor is unfair to me. (R) 

13. The benefits we receive are as good as most other organizations offer. 

14. I do not feel that the work I do is appreciated. (R) 

15. My efforts to do a good job are seldom blocked by red tape. 

16. I find I have to work harder at my job because of the incompetence of people I 

work with. (R) 

17. I like doing the things I do at work. 

18. The goals of this organization are not clear to me. (R) 

19. I feel unappreciated by the organization when I think about what they pay me. (R) 

20. People get ahead as fast here as they do in other places. 
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21. My supervisor shows too little interest in the feelings of subordinates. (R) 

22. The benefit package we have is equitable. 

23. There are few rewards for those who work here. (R) 

24. I have too much to do at work. (R) 

25. I enjoy my coworkers. 

26. I often feel that I do not know what is going on with the organization. (R) 

27. I feel a sense of pride in doing my job. 

28. I feel satisfied with my chances for salary increases. 

29. There are benefits we do not have which we should have. (R) 

30. I like my supervisor. 

31. I have too much paperwork. (R) 

32. I don't feel my efforts are rewarded the way they should be. (R) 

33. I am satisfied with my chances for promotion. 

34. There is too much bickering and fighting at work. (R) 

35. My job is enjoyable. 

36. Work assignments are not fully explained. (R) 

 

[Qualtrics: SCORING NOTES:] 

Reverse-scored items (R): 2, 4, 6, 8, 10, 12, 14, 16, 18, 19, 21, 23, 24, 26, 29, 31, 

32, 34, 36 

 

Facet scores: Sum the 4 items per facet (after reverse scoring). Range: 4–24 per 

facet. 
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Total JSS score: Sum all 36 items (after reverse scoring). Range: 36–216. 

–  

–  

 

JSS Facet-to-Item Mapping (not shown) 

Facet Item Numbers Scale 

Pay 1, 10(R), 19(R), 28 6-point Likert 

Promotion 2(R), 11, 20, 33 6-point Likert 

Supervision 3, 12(R), 21(R), 30 6-point Likert 

Fringe Benefits 4(R), 13, 22, 29(R) 6-point Likert 

Contingent Rewards 5, 14(R), 23(R), 32(R) 6-point Likert 

Operating Conditions 6(R), 15, 24(R), 31(R) 6-point Likert 

Coworkers 7, 16(R), 25, 34(R) 6-point Likert 

Nature of Work 8(R), 17, 27, 35 6-point Likert 

Communication 9, 18(R), 26(R), 36(R) 6-point Likert 

 

Section 7: Closing / Debriefing 

[Qualtrics: Display after final survey block. No response required.] 

 

Thank you for your participation! 
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Your responses have been recorded and will contribute to research on leadership and 

virtual work environments. As a reminder, your responses are completely anonymous and 

cannot be linked to your identity. 

 

This is the end of the survey. Thank you. 

 

The conceptual framework presented in Figure 1 illustrates the relationships 

among the key variables examined in this study. The framework positions the use of 

video (camera on versus camera off) during virtual meetings with supervisors as the 

primary independent variable, with employee job satisfaction, measured by the Job 

Satisfaction Survey (JSS; Spector, 1997), as the dependent variable. Two moderating 

variables are included: the employee’s perceived leadership style of their supervisor, as 

defined by the Full Range Leadership Theory (FRLT; Bass & Avolio, 1994), and the 

employee’s permanent work assignment (fully remote or hybrid). The framework reflects 

the theoretical premise that the communication medium through which leadership is 

exercised in virtual settings may influence how employees experience job satisfaction, 

and that this relationship may differ depending on whether a supervisor is perceived as 

transformational, transactional, or laissez-faire (Antonakis et al., 2003; Northouse, 2019). 

The inclusion of work assignment as a moderator acknowledges that fully remote and 

hybrid employees may experience virtual meetings differently due to variations in their 

overall communication patterns and proximity to supervisors (Boccoli et al., 2024; Greer 

& Payne, 2014). 
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Appendix D 

Exploratory Regression Tables (Tables 10–27) 

 This appendix contains the full regression results for the exploratory subscale 

analyses described in Chapter Four. Tables 10 through 27 present the multiple regression 

output for each of the nine JSS subscales, with odd-numbered tables presenting the main 

effects model (analogous to RQ1) and even-numbered tables presenting the moderation 

model (analogous to RQ2). Due to the volume of output, these tables are presented here 

rather than in the main text. The key findings from these exploratory analyses are 

summarized in Table 9 in Chapter Four.  

Each table below follows the same format as Tables 7 and 8 in Chapter Four, with the 

respective JSS subscale as the dependent variable.  

Table 10 

JSS Pay Predicted by Video Status, Full/Hybrid Status, and Covariates (EQ1) 

Variable b b* t p sr2 VIF 
Constant 3.60  12.45 <.001   
Age 0.12 .13 2.02 .045 .014 1.16 
Gender (F vs. M) -0.05 -.02 0.33 .743 .000 1.20 
Time in Position 0.06 .06 0.98 .326 .003 1.16 
AA vs. White 0.29 .12 1.94 .053 .013 1.10 
HL vs. White -0.03 -.01 0.14 .885 .000 1.09 
Video Use 0.43 .19 3.22 .001 .035 1.07 
Full vs. Hybrid -0.42 -.19 2.93 .004 .029 1.25 
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Table 11 

JSS Pay Predicted by Video Status, Full/Hybrid Status, Leadership Style, Interactions, 

and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 3.70  12.55 <.001   
Age 0.14 .14 2.27 .024 .017 1.20 
Gender (F vs. M) -0.08 -.04 0.60 .552 .001 1.20 
Time in Position 0.06 .06 0.92 .356 .003 1.17 
AA vs. White 0.31 .13 2.06 .040 .014 1.12 
HL vs. White -0.03 -.01 0.12 .904 .000 1.11 
Video Use 0.36 .17 2.67 .008 .024 1.14 
Full vs. Hybrid -0.35 -.16 2.42 .016 .020 1.27 
TransactionvsTranform -0.28 -.12 2.01 .045 .014 1.11 
LFvsTranform -0.34 -.10 1.54 .125 .008 1.29 
VidXTvsT 0.33 .07 1.17 .242 .005 1.10 
VidXLFvsT 0.65 .10 1.51 .133 .008 1.22 
VidxFullvsHybrid -0.07 -.02 0.25 .805 .000 1.09 

 

Table 12 

JSS Promotion Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 4.47  16.25 <.001   
Age -0.04 -.05 0.72 .474 .002 1.16 
Gender (F vs. M) -0.20 -.10 1.49 .137 .008 1.20 
Time in Position 0.00 .00 0.06 .953 .000 1.16 
AA vs. White 0.20 .08 1.37 .171 .006 1.10 
HL vs. White -0.04 -.01 0.20 .843 .000 1.09 
Video Use 0.27 .13 2.13 .034 .015 1.07 
Full vs. Hybrid -0.43 -.20 3.14 .002 .034 1.25 
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Table 13 

JSS Promotion Predicted by Video Status, Full/Hybrid Status, Leadership Style, 

Interactions, and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 4.46  15.91 <.001   
Age -0.01 -.01 0.21 .832 .000 1.20 
Gender (F vs. M) -0.23 -.11 1.72 .087 .010 1.20 
Time in Position 0.01 .01 0.15 .883 .000 1.17 
AA vs. White 0.18 .08 1.22 .224 .005 1.12 
HL vs. White -0.07 -.02 0.34 .734 .000 1.11 
Video Use 0.19 .09 1.49 .138 .008 1.14 
Full vs. Hybrid -0.37 -.18 2.68 .008 .024 1.27 
TransactionvsTranform -0.08 -.04 0.63 .529 .001 1.11 
LFvsTranform -0.58 -.18 2.77 .006 .026 1.29 
VidXTvsT 0.16 .04 0.61 .539 .001 1.10 
VidXLFvsT 0.36 .06 0.89 .373 .003 1.22 
VidxFullvsHybrid -0.08 -.02 0.31 .759 .000 1.09 

 

Table 14 

JSS Supervisor Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 4.46  18.98 <.001   
Age 0.07 .10 1.51 .131 .008 1.16 
Gender (F vs. M) -0.14 -.08 1.27 .204 .006 1.20 
Time in Position -0.01 -.01 0.21 .836 .000 1.16 
AA vs. White 0.03 .02 0.27 .787 .000 1.10 
HL vs. White 0.05 .02 0.30 .767 .000 1.09 
Video Use 0.31 .17 2.89 .004 .029 1.07 
Full vs. Hybrid -0.33 -.18 2.82 .005 .027 1.25 
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Table 15 

JSS Supervisor Predicted by Video Status, Full/Hybrid Status, Leadership Style, 

Interactions, and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 4.45  18.70 <.001   
Age 0.11 .14 2.22 .027 .017 1.20 
Gender (F vs. M) -0.17 -.10 1.49 .137 .008 1.20 
Time in Position 0.00 .00 0.07 .947 .000 1.17 
AA vs. White 0.01 .00 0.07 .946 .000 1.12 
HL vs. White 0.02 .01 0.12 .907 .000 1.11 
Video Use 0.24 .14 2.21 .028 .017 1.14 
Full vs. Hybrid -0.27 -.15 2.30 .022 .018 1.27 
TransactionvsTranform -0.11 -.06 1.00 .319 .003 1.11 
LFvsTranform -0.50 -.19 2.83 .005 .027 1.29 
VidXTvsT 0.11 .03 0.48 .634 .001 1.10 
VidXLFvsT 0.53 .10 1.54 .125 .008 1.22 
VidxFullvsHybrid 0.06 .02 0.25 .801 .000 1.09 

 

Table 16 

JSS Fringe Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 3.90  13.73 <.001   
Age 0.07 .08 1.24 .217 .005 1.16 
Gender (F vs. M) -0.04 -.02 0.30 .766 .000 1.20 
Time in Position 0.02 .02 0.31 .755 .000 1.16 
AA vs. White 0.25 .11 1.72 .087 .010 1.10 
HL vs. White 0.03 .01 0.14 .890 .000 1.09 
Video Use 0.28 .13 2.19 .029 .017 1.07 
Full vs. Hybrid -0.40 -.19 2.86 .005 .029 1.25 
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Table 17 

JSS Fringe Predicted by Video Status, Full/Hybrid Status, Leadership Style, Interactions, 

and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 3.95  13.71 <.001   
Age 0.09 .10 1.47 .143 .008 1.20 
Gender (F vs. M) -0.08 -.04 0.61 .539 .001 1.20 
Time in Position 0.02 .02 0.25 .801 .000 1.17 
AA vs. White 0.26 .11 1.77 .078 .011 1.12 
HL vs. White 0.04 .01 0.20 .839 .000 1.11 
Video Use 0.26 .12 1.97 .050 .014 1.14 
Full vs. Hybrid -0.37 -.17 2.58 .011 .023 1.27 
TransactionvsTranform -0.12 -.06 0.89 .374 .003 1.11 
LFvsTranform -0.16 -.05 0.74 .457 .002 1.29 
VidXTvsT 0.23 .05 0.85 .394 .003 1.10 
VidXLFvsT 1.02 .16 2.45 .015 .021 1.22 
VidxFullvsHybrid -0.33 -.08 1.23 .220 .005 1.09 

 

Table 18 

JSS Contingent Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 3.69  11.04 <.001   
Age 0.09 .08 1.30 .196 .006 1.16 
Gender (F vs. M) 0.42 .17 2.58 .010 .023 1.20 
Time in Position -0.15 -.13 2.08 .038 .015 1.16 
AA vs. White 0.34 .12 1.95 .053 .013 1.10 
HL vs. White -0.15 -.04 0.59 .557 .001 1.09 
Video Use 0.10 .04 0.66 .507 .002 1.07 
Full vs. Hybrid -0.34 -.13 2.02 .044 .014 1.25 
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Table 19 

JSS Contingent Predicted by Video Status, Full/Hybrid Status, Leadership Style, 

Interactions, and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 3.73  10.84 <.001   
Age 0.08 .07 1.15 .250 .005 1.20 
Gender (F vs. M) 0.39 .15 2.38 .018 .020 1.20 
Time in Position -0.15 -.13 2.08 .039 .015 1.17 
AA vs. White 0.34 .12 1.95 .053 .013 1.12 
HL vs. White -0.13 -.03 0.50 .617 .001 1.11 
Video Use 0.09 .03 0.56 .574 .001 1.09 
Full vs. Hybrid -0.36 -.14 2.15 .032 .016 1.27 
TransactionvsTranform 0.08 .03 0.47 .641 .001 1.11 
LFvsTranform 0.20 .05 0.81 .421 .002 1.29 
VidXTvsT -0.06 -.01 0.20 .844 .000 1.10 
VidXLFvsT 0.75 .10 1.52 .130 .008 1.22 
VidxFullvsHybrid -0.44 -09 1.42 .157 .007 1.05 

 

Table 20 

JSS Operating Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 3.36  11.49 <.001 .045  
Age 0.22 .23 3.62 <.001 .006 1.67 
Gender (F vs. M) 0.19 .09 1.33 .184 .017 1.20 
Time in Position -0.14 -.14 2.20 .028 .018 1.16 
AA vs. White 0.35 .14 2.28 .023 .002 1.10 
HL vs. White 0.15 .04 0.68 .500 .000 1.09 
Video Use 0.03 .01 0.25 .805 .012 1.07 
Full vs. Hybrid -0.27 -.12 1.86 .064 .045 1.25 

 

  



VIDEO USE IN VIRTUAL MEETINGS                                    159 

 

 

Table 21 

JSS Operating Predicted by Video Status, Full/Hybrid Status, Leadership Style, 

Interactions, and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 3.32  11.24 <.001   
Age 0.23 .24 3.81 <.001 .045 1.20 
Gender (F vs. M) 0.16 .08 1.17 .242 .006 1.20 
Time in Position -0.13 -.14 2.15 .033 .017 1.17 
AA vs. White 0.34 .14 2.27 .024 .018 1.12 
HL vs. White 0.17 .05 0.78 .434 .002 1.11 
Video Use -0.01 .00 0.07 .942 .000 1.14 
Full vs. Hybrid -0.26 -.12 1.76 .079 .012 1.27 
TransactionvsTranform 0.07 .03 0.52 .603 .001 1.11 
LFvsTranform 0.02 .01 0.11 .911 .000 1.29 
VidXTvsT -0.03 -.01 0.12 .904 .000 1.10 
VidXLFvsT 0.99 .15 2.30 .022 .018 1.22 
VidxFullvsHybrid -0.10 -.02 0.39 .700 .001 1.09 

 

Table 22 

JSS Co-Workers Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 4.30  16.72 <.001   
Age 0.13 .16 2.44 .015 .021 1.16 
Gender (F vs. M) 0.14 .08 1.16 .247 .005 1.20 
Time in Position -0.06 -.07 1.10 .272 .004 1.16 
AA vs. White 0.20 .09 1.52 .130 .008 1.10 
HL vs. White -0.09 -.03 0.45 .656 .001 1.09 
Video Use 0.25 .13 2.16 .031 .016 1.07 
Full vs. Hybrid -0.27 -.14 2.12 .035 .016 1.25 
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Table 23 

JSS CoWorkers Predicted by Video Status, Full/Hybrid Status, Leadership Style, 

Interactions, and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 4.37  16.57 <.001   
Age 0.13 .16 2.46 .014 .021 1.20 
Gender (F vs. M) 0.11 .06 0.88 .377 .003 1.20 
Time in Position -0.06 -.07 1.15 .251 .005 1.17 
AA vs. White 0.19 .09 1.44 .152 .007 1.12 
HL vs. White -0.10 -.03 0.49 .624 .001 1.11 
Video Use 0.29 .15 2.36 .019 .020 1.14 
Full vs. Hybrid -0.28 -.14 2.13 .034 .016 1.27 
TransactionvsTranform -0.07 -.03 0.53 .596 .001 1.11 
LFvsTranform 0.01 .00 0.07 .947 .000 1.29 
VidXTvsT 0.21 .05 0.83 .406 .002 1.10 
VidXLFvsT 0.68 .12 1.77 .078 .011 1.22 
VidxFullvsHybrid -0.42 -.11 1.72 .086 .011 1.09 

 

Table 24 

JSS Nature Predicted by Video Status, Full/Hybrid Status, and Covariates (RQ1) 

Variable b b* t p sr2 VIF 
Constant 4.48  19.61 <.001   
Age 0.06 .09 1.34 .182 .006 1.16 
Gender (F vs. M) -0.03 -.02 0.24 .812 .000 1.20 
Time in Position 0.03 .04 0.67 .506 .002 1.16 
AA vs. White 0.22 .11 1.81 .071 .012 1.10 
HL vs. White 0.02 .01 0.13 .898 .000 1.09 
Video Use 0.28 .16 2.66 .008 .025 1.07 
Full vs. Hybrid -0.20 -.12 1.75 .082 .011 1.25 
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Table 25 

JSS Nature Predicted by Video Status, Full/Hybrid Status, Leadership Style, Interactions, 

and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 4.50  19.26 <.001   
Age 0.08 .11 1.65 .100 .010 1.20 
Gender (F vs. M) -0.05 -.03 -0.41 .681 .001 1.20 
Time in Position 0.03 .03 0.52 .603 .001 1.17 
AA vs. White 0.22 .12 1.86 .064 .012 1.12 
HL vs. White 0.04 .01 0.21 .834 .000 1.11 
Video Use 0.25 .15 2.28 .023 .019 1.14 
Full vs. Hybrid -0.16 -.09 -1.35 .179 .006 1.27 
TransactionvsTranform -0.10 -.06 -0.88 .381 .003 1.11 
LFvsTranform -0.18 -.07 -1.03 .302 .004 1.29 
VidXTvsT 0.32 .09 1.44 .151 .007 1.10 
VidXLFvsT 0.52 .10 1.54 .125 .008 1.22 
VidxFullvsHybrid -0.05 -.01 -0.23 .817 .000 1.09 

 

Table 26 

JSS Communication Predicted by Video Status, Full/Hybrid Status, and Covariates 

(RQ1) 

Variable b b* t p sr2 VIF 
Constant 4.06  12.58 <.001   
Age 0.14 .13 2.12 .035 .015 1.16 
Gender (F vs. M) 0.18 .07 1.16 .248 .005 1.20 
Time in Position -0.08 -.07 -1.18 .240 .005 1.16 
AA vs. White 0.28 .10 1.65 .100 .009 1.10 
HL vs. White -0.14 -.04 -0.58 .560 .001 1.09 
Video Use 0.51 .21 3.44 .001 .040 1.07 
Full vs. Hybrid -0.46 -.19 -2.84 .005 .028 1.25 
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Table 27 

JSS Communication Predicted by Video Status, Full/Hybrid Status, Leadership Style, 

Interactions, and Covariates (RQ2) 

Variable b b* t p sr2 VIF 
Constant 4.09  12.40 <.001   
Age 0.16 .15 2.41 .017 .020 1.20 
Gender (F vs. M) 0.14 .06 0.89 .375 .003 1.20 
Time in Position -0.08 -.08 -1.23 .220 .005 1.17 
AA vs. White 0.28 .10 1.67 .097 .009 1.12 
HL vs. White -0.12 -.03 -0.50 .617 .001 1.11 
Video Use 0.48 .20 3.14 .002 .034 1.14 
Full vs. Hybrid -0.41 -.17 -2.53 .012 .022 1.27 
TransactionvsTranform -0.09 -.04 -0.60 .550 .001 1.11 
LFvsTranform -0.15 -.04 -0.63 .531 .001 1.29 
VidXTvsT 0.29 .06 0.92 .356 .003 1.10 
VidXLFvsT 1.25 .17 2.61 .009 .023 1.22 
VidxFullvsHybrid -0.25 -.05 -0.82 .411 .002 1.09 

 

 


