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1 | INTRODUCTION

Over the past three decades, technological advancements have re-
shaped the nature of work, transforming how tasks are executed, how

organizations are structured, and how human interaction occurs within
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professional settings (McKinsey & Company, 2021). The widespread dif-
fusion of the internet, mobile telecommunications, and cloud-based
services has enabled remote work to become increasingly viable and
mainstream (Solis 2016, [Turkes and Vutg 2022). Although teleworking
has existed for many vyears, its strategic use remained marginal, often
viewed as a contingency option reserved for emergencies or limited to
specific sectors (Turkes and Vutg 2022).

The onset of the COVID-19 pandemic in 2020 radically altered

this perception, compelling most organizations to transition almost
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2020). This transition occurred with minimal preparation, generating
both organizational strain and managerial uncertainty (Turkes and Vutg
2022). The implementation of teleworking in such conditions repre-
sented not merely a technological shift but a disruption of established
managerial practices and work cultures (Trembley and Mathiey 2020).
In this regard, success depended not only on access to technological
tools such as internet connectivity, IT equipment, and cloud storage, but
also on leadership capabilities in directing, motivating, and evaluating
employees remotely (Kim et all 2021)).

Despite the growing body of literature that investigates telework per-
formance and effectiveness (e.g., (Trembley and Mathied 2020, Taskin
et al| 2024)), these empirical studies concentrate on stable and techno-
logically advanced contexts. However, in fragile-state settings, where
infrastructure and governance systems are often weak or unreliable,
these challenges are further compounded. Thus, there remains a sub-
stantial research gap in understanding how telework operates in fragile
states where political instability, institutional fragility, and infrastruc-
tural decay disrupt assumptions underlying traditional telework models.

In such an environment, unreliable electricity supply, poor internet
quality, and limited access to digital tools significantly constrain the
effectiveness of teleworking by creating barriers to communication,
file sharing, and real-time collaboration (Solis 2014). Therefore, lead-
ers are obliged to implement strategies to overcome these limitations;
for example, investing in offline-compatible tools, providing mobile data
support, and adopting work methods that can help bridge digital gaps.
In addition, leaders must be actively engaged in setting realistic and
attainable goals, promoting digital literacy, and cultivating a culture of
trust and accountability in the absence of physical presence (Carillo et al.
2021).

Leadership in a teleworking environment within a fragile state is
further complicated by broader issues of governance and institutional
trust. As Brinkerhoff (2005) states, for teleworking to succeed, lead-
ers must build integrity by ensuring transparency, access to resources,
and openness to staff needs and concerns. As Salvi et al! (2024) noted,
entrepreneurial activities in fragile states are shaped by local circum-
stances, often requiring creative and adaptive approaches. Hence, ef-
fective leadership in these contexts involves a willingness to learn from
employees to better tailor telework to cultural and logistical realities.

This study addressed a blind spot in telework research by explor-
ing how leaders facilitate telework performance specifically in fragile or
failed states—contexts where the organizational environment is shaped
less by technological capacity than by political fragility, infrastructural
decay, and institutional complexity. This study adopts the JD-R model
to examine how internal and external job resources, job demands, and
leadership styles influence employee performance in teleworking con-
texts. By integrating both structural (e.g., internet access, workspace)
and psychological (e.g., autonomy, resilience) job resources, and exam-
ining their interaction with leadership, we provide a comprehensive
understanding of telework effectiveness.

Hence, this study seeks to answer the following research question:
How do job demands, resources, and leadership styles influence telework
performance in a fragile-state context?

To answer this question, data was collected in Lebanon, which is
listed as a fragile state (The Fund for Peace 2024). In this country, de-
spite widespread institutional deterioration, including frequent power
cuts, weak internet infrastructure, and limited banking access (Syagha
2021, Bank 2022), telework became widely adopted during the COVID-
19 pandemic (Abi-Aad-Attieh 2022). This paradox presents a unique em-
pirical opportunity to explore how leadership styles influence telework
performance under extreme constraints.

This study contributes to the literature by addressing a critical gap
in understanding how job characteristics and leadership styles inter-
act to influence telework performance in fragile-state contexts. While
the JD-R model has been widely applied in organizational research, its
relevance to remote work in environments marked by institutional in-
stability, infrastructural limitations, and socio-political complexity has
received limited attention. By applying and testing the JD-R model in
a fragile-state setting, this study offers new theoretical insights into
the boundary conditions of the model and highlights the need to con-
sider contextual variables such as national fragility and remote work
dynamics.

Practically, the findings inform leadership development and human
resource strategies by showing how transformational and transactional
leadership styles differentially influence the effects of job character-
istics on employee performance. The study also advances indigenous
scholarship (Rodriguez-Escobar 2024) by anchoring analysis in locally
grounded realities, providing a model for future research in underrepre-
sented contexts.

This article is organized into four key sections to address the research
objectives. The first presents the theoretical framework drawing from
leadership theory and the JD-R model, leading to hypothesis formu-
lation. The second outlines the methodology used. The third section
presents the findings and their interpretation. The fifth section provides
a discussion of the results. The final section summarizes the conclu-
sions and provides practical recommendations and avenues for future

research.

2 | THEORETICAL FRAMEWORK: LEAD-
ING TELEWORK IN FRAGILE STATES

2.1 | Working and Leadingin a Fragile State
Environment

The shift to teleworking, accelerated by global crises such as the COVID-
19 pandemic, has exposed stark differences in employees’ access to
job resources—especially in fragile-state contexts where infrastructure,
digital support, and managerial guidance are often lacking. The Frag-
ile States Index (FSI), developed by the Fund for Peace and published
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annually by Foreign Policy, systematically ranks countries based on in-
dicators such as security, political stability, public service capacity, and
human rights (The Fund for Peacg 2024). States that score high on
this index, such as Somalia, South Sudan, Yemen, and the Democratic
Republic of the Congo, present contexts where the state is unable or
unwilling to provide basic governance, and where non-state actors, aid
organizations, or private firms often fill the void (Patrick 2011)).

In fragile states, telework is not merely a matter of organizational
choice or digital readiness—it becomes entangled with broader political
and economic dynamics marked by infrastructural unreliability, limited
state support, and heightened personal risks. These contexts pose
unique challenges and open new avenues for management research in
at least four ways: the infrastructure fragility and digital divide, legiti-
macy and informal governance, adaptive and distributed leadership, and
trust and psychological safety in remote teams (Salvi et al! 2024).

In fragile environments, structural impediments such as inconsis-
tent electricity supply, poor internet quality, and limited access to
digital tools constrain both the feasibility and effectiveness of telework-
ing (Dwivedi et all 2020). These conditions highlight the inadequacy
of conventional technology acceptance models and necessitate their
reformulation to include resource scarcity and infrastructural insecu-
rity (Menkatesh et all 2014). At the institutional level, the absence of
regulatory clarity and formal authority leads organizations to rely on
informal governance mechanisms, traditional leadership structures, or
international actors for legitimacy and operational direction (Khanng
and Palepd 2010, Mair et al| 2012). Such scenarios challenge classical
understandings of organizational stability and managerial control.

While the Technology Acceptance Model (TAM) and the Unified
Theory of Acceptance and Use of Technology (UTAUT) emphasize the
role of enabling conditions such as technical infrastructure and orga-
nizational support in technology implementation, these models usually
assume a stable environment (Venkatesh et al 2016, ?). In fragile states,
enabling conditions are constrained by unreliable electricity, poor in-
ternet connectivity, and weak institutional capacity. As a result, the
assumptions underlying TAM and UTAUT must be critically reconsid-
ered.

In terms of leadership, fragile states demand models that move be-
yond hierarchical control. Leadership approaches that promote decen-
tralized authority, local empowerment, and contextual responsiveness
are increasingly regarded as essential in volatile settings (Bolden 2011,
Heifetz and Linsky 2002). Adaptive and distributed leadership styles
are especially suited to environments characterized by unpredictability,
where resilience and collective engagement become central to organiza-
tional survival (Baran and Wozny| 2020Q). Furthermore, fragile contexts
intensify psychosocial challenges such as isolation, mistrust, and anx-
iety, making trust-building and psychological safety fundamental to
successful remote team management (Bartsch et al! 2020, Edmondson
and Lei 2014).

Working and leading in a fragile state may require a different set of
skills and considerations, particularly in environments characterized by

weak institutions and governance, poor rule of law, and insecurity—all of

which pose considerable challenges to leadership (OECD 2018). Leaders
operating in such contexts must be prepared to work through instabil-
ity, uncertainty, and structural dysfunction. Fragile states often lack the
administrative tools necessary to deliver effective services, placing addi-
tional burdens on leaders to act in highly unstable environments (Bank
2011)).

Economically, fragile states face challenges in attracting foreign di-
rect investment (FDI), which can hinder the development of digital
infrastructure. Dimitrova and Triki (2018) found that fragile states dis-
courage investor confidence, which delays progress in sectors such
as telecommunications. In such settings, telework leadership demands
a high level of emotional intelligence and interpersonal skills. In the
absence of face-to-face communication, caring leadership and participa-
tory decision-making become more important; thus, leaders must align
their teleworking policies with the realities of the state’s political and
infrastructural situation (McGuire et al| 2021).

Finally, although teleworking in fragile states faces significant ob-
stacles, it is still achievable. Effective leadership requires recognition
of infrastructural and social setbacks while fostering innovation, trust,
and adaptability—conditions under which teleworking can contribute

meaningfully even in the most challenging environments.

2.2 | The Job Demands-Resources Model

The JD-R model is a widely used theoretical framework in organiza-
tional psychology that explains how different job characteristics influ-
ence employee well-being and performance (Bakker and Demerouti
2007 2017). The model classifies all job characteristics into two broad
categories: job demands and job resources. These categories interact to
shape motivation, stress, and performance outcomes in both traditional
and non-traditional work environments, including remote and hybrid
work settings.

Job demands refer to physical, psychological, social, or organizational
aspects of the job that require sustained effort and are associated with
certain physiological or psychological costs (Demerouti et all 2001).
Common examples include workload, time pressure, emotional strain,
and task complexity. While high job demands can lead to exhaustion and
burnout, some types of demands—particularly challenge demands like
responsibility and learning opportunities—can have motivational value
and stimulate performance when appropriately supported (Crawford
et all 2010).

Job resources, in contrast, are aspects of the job that help in achieving
work goals, reduce job demands and the associated costs, and stim-
ulate personal growth and development. These include both external
resources, such as access to technology, adequate workspace, and man-
agerial support, and internal resources, such as autonomy, feedback, and
opportunities for personal development (Bakker and Demerouti 2007,
Xanthopoulou et al| 2007).

The JD-R model postulates two core psychological processes: a
health impairment process, where excessive job demands drain energy
and lead to strain, and a motivational process, whereby job resources



Telework Performance in Fragile States: Examining the Roles of Job Demands, Resources, and Leadership

| 17

enhance engagement and performance (Bakker and Demerouti 2017).
This dual pathway makes the model especially useful for analyzing
work conditions under crisis or transformation, such as the transition to
telework during the COVID-19 pandemic (Bilotta et al. 2021). Recent ap-
plications of the JD-R model to remote work contexts have shown that
resource availability plays a critical role in buffering the adverse effects
of telework-related stressors (Wang et all 2020). For example, access
to reliable internet and electricity can mitigate technostress and enable
continuity in work tasks, while feedback and autonomy support intrinsic
motivation and adaptability. The model also accommodates contextual
moderators, such as leadership style, which can shape the effective-
ness of job resources and influence how demands are perceived and
managed (Breevaart et al! 2013).

Given its flexibility and empirical robustness, the JD-R framework of-
fers a powerful lens through which to analyze the interplay of demands,
resources, and leadership in shaping telework outcomes. It forms the

theoretical backbone of this study.

2.3 | Hypothesis Development and Re-
search Model

The Impact of Job Resources on Telework Per-
formance in Fragile States

In the JD-R model, job resources are not limited to external or environ-
mental supports; they also include internal psychological and cognitive
resources that help individuals cope with job demands and enhance
motivation (Bakker and Demerouti 2007). In remote work settings—
particularly under fragile or uncertain conditions—these internal job
resources become indispensable for sustaining performance. Internal re-
sources typically include personal resilience, self-efficacy, time manage-
ment skills, and emotional regulation. These factors enable employees
to remain focused, adapt to unstructured environments, and persist
through challenges without constant supervision or external validation
(Molino et al! 2020).

In fragile contexts like Lebanon, where teleworkers may experience
inconsistent electricity, poor internet, and social instability, internal re-
sources compensate for the absence of institutional or infrastructural
support. Moreover, psychological capital—comprising hope, optimism,
and resilience—has been empirically shown to enhance job satisfaction,
engagement, and performance (Molino et al| 2020). Employees with
higher levels of self-regulation and adaptability are better equipped
to manage their schedules, solve problems independently, and main-
tain a sense of purpose in virtual settings, thereby improving telework
performance.

Telework performance refers to the extent to which employees attain
desired work outcomes in remote settings, influenced by both job-
related factors and managerial practices (Allen et al! 2015). This study
focuses on telework performance rather than general employee well-
being, as it aligns more directly with our investigation of productivity,

efficiency, and task completion in remote workplaces.

Self-determination theory (Deci and Ryan 2000) also highlights how
internal factors such as autonomy, competence, and relatedness drive
intrinsic motivation, which is a key predictor of sustained high perfor-
mance in remote work. These internal drivers are particularly salient
when external structures are weak or absent, making them central to
employee effectiveness under telework conditions.

Given these considerations, we propose the following hypothesis:

H1: Internal job resources have a positive effect on telework

performance.

The Impact of External Job Resources on Tele-
work Performance in Fragile States

The JD-R model (Bakker and Demerouti 2007) posits that job resources
are functional in achieving work goals, reducing job demands, and stim-
ulating personal growth. In the context of teleworking, external job
resources—such as access to high-speed internet, reliable electricity sup-
ply, and work-related digital tools—are fundamental enablers of task
completion (Wang et al! 2020). These resources allow teleworkers to
sustain communication, maintain workflow continuity, and engage in
collaborative tasks with minimal disruption (Allen et al| 2015).

External job resources become especially crucial in fragile state
contexts—such as Lebanon—where infrastructure is often weak and
inconsistent. In such environments, employees must rely heavily on
whatever technical and spatial resources are available to navigate the
uncertainties of remote work (Bartsch et all 2020). The lack of these re-
sources can create technological frustration, delay task execution, and
lower morale (Gajendran and Harrison 2007). Conversely, stable inter-
net connectivity, sufficient electricity, and available software support
allow employees to remain engaged and productive, even in unpre-
dictable work environments (Sardeshmukh et al| 2012).

Moreover, these external resources serve as motivational mecha-
nisms that support autonomy and task focus. They reduce unnecessary
cognitive load and allow employees to concentrate on creative and
strategic tasks, which in turn enhances performance (Schaufeli and Taris
2014).

H2: External job resources have a significant impact on telework

performance.

24 |
mance

Job Demands and Telework Perfor-

Job demands refer to the physical, psychological, or organizational as-
pects of a job that require sustained effort and are typically associated
with certain physiological or psychological costs (Bakker and Demerouti
2007). In the telework context, job demands often include role overload,
blurred work-life boundaries, family distractions, and the psychological
weight of isolation (Gajendran and Harrison 2007, Molino et al! 2020).
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While traditionally viewed as stressors that increase burnout risk, the
JD-R model and subsequent research distinguish between hindrance
demands (e.g., bureaucracy) and challenge demands (e.g., workload and
responsibility), the latter of which can actually enhance engagement and
performance (Crawford et al| 2010). In contexts marked by adversity—
such as fragile states—employees often respond to increased job de-
mands with heightened resilience and adaptability.

According to self-determination theory, when employees perceive
demands as meaningful and surmountable, they may experience en-
hanced intrinsic motivation (Deci and Ryan 2000). Additionally, some
empirical studies suggest that job demands during teleworking can fos-
ter innovation, time management, and problem-solving skills (Sardesh-
mukh et al! 2012, Wang et al| 2023), provided that individuals have the
autonomy to manage their work environments.

Therefore, even though job demands typically carry a cost, they
can also stimulate performance under certain motivational climates or

organizational cultures. Based on this perspective:

H3: Job demands have a positive effect on telework performance.

25 | The Role of Leadership in Shaping
Telework Outcomes in Fragile Contexts

Leadership style plays a critical role in shaping the influence of job
resources and demands on telework performance, particularly in fragile-
state contexts where environmental constraints and limited infrastruc-
ture heighten the need for effective managerial support (Bartsch et al.
2020, Edmondson and Lei 2014). Managerial leadership style directly
influences motivation, cohesion, and productivity, especially where re-
source availability is minimal and traditional oversight is disrupted (Bru
nia et al{ 2014, Aydin 2018). Managing human capital in remote settings
requires not only technical competence but also emotional intelligence
and contextual sensitivity. Leaders who demonstrate relational aware-
ness and behavioral flexibility are more likely to achieve outcomes such
as employee retention, operational continuity, and reduced burnout
(Breevaart et al! 2013).

Burns (1978) introduced the distinction between transformational
and transactional leadership. Transactional leadership emphasizes direc-
tive control, routine supervision, and performance-based rewards or
penalties, making it well-suited for stability and short-term outcomes
(Bass 1985, Sultana et al: 2015). In contrast, transformational leadership
fosters trust, autonomy, and shared purpose, inspiring employees to ex-
ceed expectations and promoting intrinsic motivation (Breevaart et al.
2013, Tyssen et al! 2014).

In telework settings, where physical oversight is limited, transfor-
mational leadership has been shown to support virtual collaboration,
enhance motivation, and sustain performance through empowerment
and vision-sharing (Gajendran and Harrison 2007, Contreras et al|2020).
However, excessive autonomy without sufficient structure may reduce
the motivational value of external resources or diminish urgency under

high job demands. On the other hand, transactional leadership—with

its structured processes and clear performance expectations—can com-
plement job resources in telework environments where consistency
and predictability are valued (Sultana et al! 2015, Aydin 2018). In frag-
ile states, where unreliable internet, inconsistent electricity, and weak
infrastructure prevail, leadership must adapt to these situational con-
straints (Vidal et al| 2017).

Although transformational leadership is widely celebrated for inspir-
ing vision, its impact may be contingent upon contextual conditions
like resource availability and institutional stability. In fragile environ-
ments, a visionary approach may mismatch immediate employee needs,
potentially weakening the impact of available resources or job de-
mands (Sabbah 2024, McGuire et al| 2021). This supports a situational
view of leadership effectiveness in remote work under uncertainty and
institutional fragility.

Leaders also shape how employees activate personal resources and
manage job demands. Transformational leaders who offer encourage-
ment and meaning can strengthen employee reliance on persistence,
self-efficacy, and autonomy (Bass and Avolio 1994, Sabbah 2024). Sim-
ilarly, transactional leaders can provide structure, contingent rewards,
and clear communication to help employees utilize their internal capaci-
ties efficiently. Furthermore, transformational leaders can help reframe
job demands as growth opportunities, improving performance even

under strain.

H4: Transformational leadership moderates the relationship be-
tween external job resources and telework performance.

H5: Transactional leadership moderates the relationship between
external job resources and telework performance.

Hé: Transformational leadership moderates the relationship be-
tween internal job resources and telework performance.

H7: Transactional leadership moderates the relationship between
internal job resources and telework performance.

H8: Transformational leadership moderates the relationship be-
tween job demands and telework performance.

H9: Transactional leadership moderates the relationship between

job demands and telework performance.

3 | RESEARCH METHODOLOGY

3.1 | DataCollection

Taking into consideration the weakness of the public sector in fragile
states, this study focused on the private sector. Data collection was con-
ducted in 2024 using a snowball sampling technique, resulting in 310
complete and valid responses (see Table ﬂ). A structured questionnaire
was distributed via Google Forms to individuals who were currently tele-
working. The study targeted employees from various private companies
in Lebanon, a country classified as a fragile state according to the Fragile
States Index (The Fund for Peaceq 2024).
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Control variable

Job Demands * Job position . Gender.
. * Tenure with current employer * Educational level
Farmly chores arrangement H3 . . * Household composition
Flextime * Firm size . Age
Flexplace * Marital status
Job Resources Telework
performance
External
Internet access
Software availability H1/2
Access to electricity H4/5/6/7
Internal
Space availability and comfort Leadership style
Space privacy * Transformational
* Transactional
FIGURE 1 Conceptual model.
The research complied with established ethical standards. Partici- 3.2 | Measurements

pants were informed of the study’s purpose, the voluntary nature of
participation, anonymity, and confidentiality measures. No personally
identifiable information was collected, and participants could withdraw
at any point without consequence. At the time of the study, formal
Institutional Review Board approval was not sought, as such approval
is not universally required for anonymous social science research in
Lebanon. Additionally, no sensitive or high-risk data were gathered, and
the research did not involve vulnerable populations or interventions
that could cause harm.

The surveyed population consisted of individuals with varying educa-
tional backgrounds. The majority held a bachelor’s degree or equivalent
(50.32%), followed by master’s degree holders (36.77%), and those with
secondary or technical education (7.74%). A smaller portion held a doc-
torate or equivalent (5.16%). This sample is not representative of the
general Lebanese population but reflects the typical pattern produced
by snowball sampling, a non-probabilistic technique based on personal
networks (Dragan and Isaic-Maniu 2013).

Furthermore, most respondents worked in the services sector
(80.65%), while 10.32% worked in trade and 9.03% in manufactur-
ing. This mirrors the structural composition of the Lebanese economy,
where the service sector dominates, especially during the COVID-19

pandemic period.

The questionnaire comprises five main sections: internal resources, ex-
ternal resources, job demands, telework performance, and leadership
style. Answers to all these items were gathered using a 5-point Likert
scale (see Table E). For instance, external resources included software
availability, electricity supply, and internet access. Internal resources
included items related to space availability and comfort, and space pri-
vacy. The items of job resources were generally inspired by the works
of Cuerdo-Vilches et al! (2021)), European Environment Agency (EEA)
(2022).

Job demands included items related to time flexibility, place flexibility,
and family chores arrangement, adapted from Ameen et all (2023) and
Baert et al! (2020). Employee performance perception, the dependent
variable of our research, was measured using six items: concentration
on work tasks, quality of communication with colleagues, self-control in
time management, performance compared to usual working conditions,
ability to deliver work on time, and ability to deliver work according to
quality standards. These were drawn from Ameen et al! (2023), Yang
and Hwang (2014) and Baert et al! (2020).

Leadership style was assessed through 18 items—ten items for
transformational leadership (TF) and eight for transactional leadership
(TA)—adopted from Mitchell (2019).
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TABLE 1 Sample characteristics

Characteristic Dimensions Frequency | Percentage (%)
Gender Male 198 63.87
Female 112 36.13
<25 12 3.87
25to 34 170 54.84
Age (in years) 35to 44 78 25.16
45to 54 38 12.26
>54 12 3.87
Secondary or Technical 24 7.74
Education Bachelor’s 156 50.32
Master’s 114 36.77
Doctorate 16 5.16
Single 180 58.06
Marital Status Married 126 40.65
Divorced 4 1.29
With parents 158 50.97
With spouse and children 64 20.65
Household Alone 30 9.68
With spouse only 26 8.39
With roommates 20 6.45
Extended family 12 3.87
Entry level 54 17.42
Job Position Officer level 160 51.61
Managerial level 96 30.97
Services 251 80.65
Sector Trade 32 10.32
Manufacturing 28 9.03
<10 38 12.26
Firm Size (employees) 10to 50 72 2323
51 to 100 46 14.84
>100 154 49.68
<3 116 37.42
Tenure (years) 3to 10 128 41.29
>10 66 21.29

3.3 | Procedure and Statistical Analysis

This study used online questionnaires that were completed voluntarily
and anonymously. SPSS version 24.0 was used for statistical analysis,
and the Bootstrap method was used to test the significance of the re-
gression coefficients (Wen and Yg 2014). The PROCESS macro program
was used in its version 3.3 developed by Hayed (2013), widely used in
the literature because it integrates the Bootstrap method to estimate
confidence intervals and test the statistical significance of indirect and
conditional effects. Specifically, Model 2 was used to analyze the spe-
cific moderation effects. The sampling distribution was reconstructed
by random sampling with effective replacement. In this study, a total
of 5000 samples were generated, each with a size of 310 cases. From
this, the standard error (SE) and 95% confidence interval (95% Cl) of the
parameter estimate were obtained. If the 95% Cl does not include the

value zero, the statistical results are considered to be significant.

3.4 | Validity of Scale

Table E provides the Cronbach’s alpha coefficient for each factor,
demonstrating the reliability of the scales used in the study. Using the

statistical tool SPSS version 24.0, exploratory factor analysis (EFA), re-
liability analysis and multiple linear regression models were applied to
ensure the internal consistency of the measures applied (Hair et al.
2021)). The table presents detailed reliability and validity metrics, includ-
ing Composite Reliability (CR) and Average Variance Extracted (AVE),
which confirm the convergent validity of the constructs measured (For-
nell and Larcker 1981)).

4 | RESULTS

To test our hypotheses, we employed a two-step quantitative strategy.
First, we used multiple linear regression to analyze the direct effects
of job demands and resources on telework performance, while con-
trolling for demographic variables. Second, we applied the PROCESS
macro (Model 2) developed by Hayes (2013) to test the moderating ef-
fects of leadership styles—transformational and transactional—on the

relationship between job characteristics and telework performance.
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TABLE 2 Constructs, Items, and Sources

Construct Code Item Source

RI_1 Space availability and comfort (sufficient space, ergonomic desk, lighting, Cuerdo-Vilches et al. (2021),
Internal resources

etc.) EEA (2022)
RI_2 Space privacy (unshared workspace, absence of disturbances)
RE_1 Electricity supply (daily hours of supply from various sources)
Y Supply y . PPy Cuerdo-Vilches et al. (2021),

External resources RE_2 Internet access (speed, quality, and volume) EEA (2022)

RE_3 Software availability (use of collaborative platforms)

JD_1 Time flexibility offered by teleworking

JD_2 Place flexibility offered by teleworking Ameen et al. (2023), Baert
Job demands N .

JD_3 Ability to manage family chores due to telework et al. (2020)

JD_ 4 Load of housework and care intensity during telework

PF_1 Difficulty concentrating on work tasks

PF_2 Decline in communication quality with colleagues

. . Ameen et al. (2023); Baert

PF_3 Tendency to procrastinate during telework
Telework performance . et al. (2020); Yang and

PF_4 Improved performance under telework conditions

. . Hwang (2014)

PF_5 Timely task completion

PF_6 Ability to deliver work according to quality standards

LTF_1  Considers individual differences in needs and aptitudes
Transformational LTF_2  Supports skill and strength development .

. . . . Mitchell (2019)

Leadership LTF_3  Considers ethical consequences of decisions

LTF_4  Emphasizes shared goals and responsibility

LTA_1  Offers support only in exchange for effort
Transactional LTA_2 Focuses on errors and grievances .

. . Mitchell (2019)

Leadership LTA_3  Keeps record of mistakes

LTA_4  Points out standards violations

4.1 | Analysis 4.2 | Moderating Effects: Leadership Style

To test the hypotheses, we used multiple regression as an analytical
method. In order to avoid erroneous interpretations resulting from
collinearity between the predictors and to isolate the relationship stud-
ied from the influence of control variables (gender, household com-
position, and age), five regression models were considered for the
dependent variable, telework performance.

In the first model, only the control variables were entered. Each of
the three resource variables (job demand, internal resources, and exter-
nal resources) was incorporated independently in the next three models.
In the fifth model, the three main predictors were entered together
using a stepwise procedure. This approach ensured that only those vari-
ables with greater predictive power, capable of explaining the variance
in telework performance beyond the control variables, were retained.

The regression results (Table E) confirm significant effects for gender
and household composition across all models. Notably, job demand, in-
ternal resources, and external resources each exert significant positive
effects on telework performance, with external resources (e.g., internet,

electricity, software) demonstrating the strongest impact.

We used the PROCESS macro for SPSS (version 3.3) developed by
Hayed (2013) to test our hypotheses on the conditional effects of job
demands and resources on telework performance, considering the mod-
erating roles of transformational and transactional leadership styles.
Specifically, we employed Model 2 of the macro to estimate two inde-
pendent moderators of a predictor on a dependent variable. A bootstrap
procedure with 5,000 resamples was applied to generate bias-corrected
confidence intervals for assessing the robustness of estimates.

The results revealed significant direct effects of both job demand-
s/resources and transformational leadership on telework performance.
However, the interaction terms (e.g., job demands x transformational
leadership and job demands x transactional leadership) were not statisti-
cally significant in most cases (see Table E). These findings suggest that
while job demands/resources and transformational leadership indepen-
dently contribute to telework performance, their joint interactions do
not consistently alter the strength or direction of this relationship. De-
mographic variables such as age, gender, and household composition
were included as controls to account for potential confounding effects
(Mueller et al! 2005).
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TABLE 3 Reliability a

nd Validity of the Data

Construct

F1.JD | F2.LTF

F3_LTA

F4_RE

F5_RI | F6_PF

Job Demand

JD_1

JD_2

JD_3

JD_4
Transformational Leadership Style
LTF_1

LTF_2

LTF_3

LTF_ 4

Transactional Leadership Style
LTA_1

LTA 2

LTA_3

LTA 4

External Resources
RE_1

RE_2

RE_3

Internal Resources
RI_1

RI_2

Telework Performance
PF_1

PF_2

PF_3

PF_4

PF_5

PF_6

.879
.910
.859
.182

724
781
.703
.827

.601

.612
.849
.673

741
773
.703

.675
.708

244
.188
.240
196
262
242

Cronbach’s a

.739 .804

717

773

.803 .812

TABLE 4 Correlation

Note: ***p<0.01, **p<0.05, *p<0.10

These results indicate significant direct effects of transformational

Matrix

F1_JD

F2_LTF

F3_LTA

F4_RE

F5_RI

F6_PF

F1_JD 1
F2_LTF  .306**
F3_LTA .074
F4_RE 424
F5_RI .209**
F6_PF 480™*

.327**

.292**

.000 1

192*
.158**
-021

-.066

1
.000
424%*

1

.194**

1

leadership on telework performance in interaction with job demands

TABLE 5 Direct Effects from Linear Regression Analysis

Predictor Model 1 Model 2 Model 3 Model 4 Model 5
Constant -0.237 0.183 0.009 -0.366 0.031

Gender 0.403*** 0.104*** 0.331*** 0.560*** 0.402***
Age 0.056 0.063 -0.005 0.063 0.014

Household -0.156** 0.038*** -0.154*** -0.322*** -0.211%**
Job Demand 0.049*** 0.312***
Internal Resources 0.192*** 0.127***
External Resources 0.500*** 0.355***
R2 0.068 0.300 0.100 0.239 0.395

F 7.446***  32.715*** 8.484*** 33.774***  34.654***
AF - 101.207***  10.876***  105.157***  57.722***

Note: ***p<0.01, **p<0.05, *p<0.10

and external resources. However, the interaction effects for internal
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TABLE 6 Moderation Analysis Using PROCESS Macro Model 2

Moderator Coef. (p-value) SE t-stat 95% CI(LL) 95% ClI(UL) Hypothesis
Transformational Leadership (H1) -0.1910*** 0.0430 -4.4403 -0.2756 -0.1063 Accepted
Transactional Leadership 0.0595 0.0509 1.1693 -0.0406 0.1591 Rejected
Transformational Leadership (H2)  -0.2480*** 0.0532 -4.4403 -0.3528 -0.1433 Accepted
Transactional Leadership 0.1345* 0.0608 1.1693 0.0149 0.2542 Accepted
Transformational Leadership (H3) -0.0188 0.0624  -0.3008 -0.1415 0.1040 Rejected
Transactional Leadership 0.0971 0.0591 1.6437 -0.0191 0.2133 Rejected

Note: *p < .05, **p < .01, ***p < .001

resources were not statistically significant. Transactional leadership
showed weaker or non-significant moderating effects.

4.3 | Hypothesis Testing Summary

Table ﬂ summarizes the results of hypothesis testing based on the
regression and moderation analyses.

TABLE 7 Summary of Hypothesis Testing Results

Hypothesis Result

H1: Job Demands — Telework Performance Accepted
H2: External Resources — Telework Performance  Accepted
H3: Internal Resources — Telework Performance  Accepted
H4: Transformational Leadership moderates H1 Accepted
H5: Transactional Leadership moderates H1 Rejected
Hé: Transformational Leadership moderates H2 Accepted
H7: Transactional Leadership moderates H2 Accepted
H8: Transformational Leadership moderates H3 Rejected
H9: Transactional Leadership moderates H3 Rejected

The results confirm that both job demands and resource fac-
tors significantly influence telework performance. Leadership styles—
particularly transformational leadership—play an important indepen-
dent role but do not consistently moderate these relationships across

all types of job resources.

5 | DISCUSSION
51 | Teleworking Job and Demands in
Fragile States

The positive and significant direct relationships observed between in-
ternal and external job resources, as well as job demands, and telework
performance are consistent with the foundational assumptions of the
JD-R model (Bakker and Demerouti 2007). While these findings may ap-
pear predictable at first glance, their implications are particularly salient
within the context of a fragile state.

The strong positive effect of external resources (H2) underscores
the critical importance of basic infrastructure—such as stable internet

and electricity supply—in enabling effective telework. In fragile contexts,

where such resources are often scarce or inconsistent, even modest im-
provements in external conditions can yield disproportionately positive
outcomes (Dwivedi et al| 2020, Venkatesh et all 2016). For instance,
access to freely available digital tools like WeChat or WhatsApp can
facilitate knowledge sharing and boost performance among remote
workers (Guechtouli 2024, Purvis and Zhang 2024).

Internal resources (H3)—including resilience, adaptability, and self-
efficacy—also demonstrated a significant positive effect on telework
performance. This finding reveals that psychological assets can serve as
a compensatory mechanism in the absence of stable external support.
It further suggests that organizations operating in fragile environments
would benefit from developing training and development programs that
cultivate these internal competencies (Bartsch et al. 2020, Contreras
et al| 2020). Future research might explore the roles of tacit and explicit
knowledge in enhancing such competencies (Rodriguez-Escobar et al
2022).

The significant and positive relationship between job demands and
telework performance (H1) is somewhat counterintuitive. Traditional
applications of the JD-R model associate high demands with burnout
and reduced performance. However, within the extraordinary circum-
stances of the COVID-19 pandemic and a fragile-state setting, in-
creased demands may have activated adaptive behaviors among em-
ployees. This result aligns with the challenge-hindrance stressor frame-
work (Cavanaugh et al! 2000), which posits that demands perceived
as challenges—rather than threats—can enhance engagement and per-
formance, especially when tied to personal growth or organizational
survival.

Taken together, these findings suggest that workers in fragile states
are capable of enacting unique adaptive strategies to maintain perfor-
mance despite considerable obstacles. For policymakers and managers,
this implies that investments in even basic infrastructure, as well as
psychological skill-building, may have outsized effects on employee
performance. Moreover, how job demands are communicated and struc-
tured matters: when framed as opportunities for development, they may
catalyze positive performance outcomes even under duress.

It is also worth noting that although internal resources positively
affected telework performance, their interaction with leadership style
was not statistically significant. This may suggest that employees with
strong internal resources develop a sense of self-reliance, rendering



24 |

Ghrayche et al.

them less dependent on external managerial support. Motivation, au-
tonomy, and personal flexibility—hallmarks of internal resourcefulness—
appear to empower workers to manage their tasks independently,

especially in fragile contexts where external support is limited or absent.

52 | Leading Under Fragility: The Role of
Leadership Style

The findings from this study reveal important insights into the role of
leadership styles as moderating variables in the relationship between
job demands/resources and telework performance, especially within
the context of a fragile state. Moderation results indicate that transfor-
mational leadership significantly moderates the relationship between
external resources and telework performance, but interestingly, the
effect is negative. Specifically, transformational leadership appears to
diminish the positive impact of external resources on performance (Hé6).
This aligns with theoretical perspectives suggesting that, in contexts
with abundant external resources, overly visionary or abstract lead-
ership may overwhelm or distract employees, thereby reducing their
ability to capitalize effectively on those resources (Tyssen et al! 2014,
Breevaart et al| 2013).

In contrast, transactional leadership was found to positively mod-
erate the impact of external resources on telework performance. This
suggests that when employees are well-equipped with electricity, in-
ternet, and software, transactional leadership—characterized by prag-
matic goal-setting and structured feedback—can enhance performance
through clear expectations and support. This supports the idea that
transactional leadership can be effective in resource-rich, performance-
oriented settings.

Notably, neither leadership style significantly moderated the rela-
tionship between internal resources and telework performance (H8
and H9). This supports the notion that internal resources—such as
resilience, adaptability, and self-motivation—function relatively inde-
pendently from managerial influence in telework settings. Especially in
fragile contexts, these competencies enable employees to self-manage
and perform despite limited external support (Gajendran and Harrison
2007, Contreras et al! 2020). The capacity for trust-building through
appropriate use of digital systems is increasingly essential in such lead-
ership contexts (Lissillour and Sahut 20233).

Recent evidence also emphasizes the role of transformational lead-
ership in supporting organizational endurance during crises. Sabbah
(2024) argues that such leaders foster adaptability, innovation, and
commitment—traits vital for business continuity in fragile environments.
However, the current findings suggest that these benefits may be con-
ditional. When infrastructure is lacking or institutional volatility is high,
transformational leadership may be ineffective or even counterproduc-
tive. In such settings, visionary aspirations can feel disconnected from
day-to-day operational constraints.

Moreover, Lud (2024) highlights the importance of flexible lead-
ership strategies that respond to contextual pressures and gender

dynamics. This reinforces the view that rigid adherence to a single

leadership model—be it transformational or transactional—is unlikely
to be effective in fragile-state environments, where adaptability and
responsiveness are key to managing uncertainty.

Transformational leadership negatively moderated the relationship
between job demands and telework performance (H4). This finding is
consistent with earlier research that positions transformational leader-
ship as a buffer against stressors by fostering motivation and positive
reinterpretation of challenges (Bass and Riggid 2004, Breevaart et all
2013). However, it also cautions that excessive idealism or lack of
practical support could reduce effectiveness under intense pressure.
Conversely, transactional leadership did not significantly moderate this
relationship (H5). Despite its emphasis on clear structures and moni-
toring (Basd 1985, Burns 1978), transactional leadership may lack the
flexibility necessary for navigating high-demand telework situations in
fragile contexts (Sultana et al! 2015).

Overall, the moderation results enrich the Job Demands-Resources
framework by demonstrating the nuanced and context-sensitive role
of leadership (Bakker and Demerouti 2007). They emphasize the need
for adaptive leadership strategies in fragile-state environments marked
by political instability, infrastructural deficiencies, and institutional un-
certainty. In such scenarios, leaders must skillfully balance structural
guidance with motivational support to sustain performance (Fiedler
1967, Vidal et al! 2017).

In the Lebanese context—defined by economic uncertainty, unreli-
able infrastructure, and weak institutional support—Ileadership assumes
a different function compared to more stable environments. Here,
transformational leadership may be hampered by the absence of in-
stitutional scaffolding necessary to implement long-term visions. Con-
versely, transactional leadership, with its emphasis on structure and
clarity, may offer a more effective means of maintaining productivity
and morale. Ultimately, in fragile settings, effective leadership is less
about theoretical style preference and more about pragmatically re-
sponding to the realities of survival, where reliability and responsiveness

outweigh ideology.

6 | CONCLUSION

This study examined the dynamics of teleworking in Lebanon, a frag-
ile state marked by infrastructural unreliability and economic collapse,
which posed substantial barriers to effective remote work. The find-
ings affirm that job demands and resources exert a positive influence
on telework performance. However, the moderating role of leadership
produced more nuanced results. Specifically, transformational leader-
ship was found to diminish the positive effect of job demands on
telework performance. In contrast, transactional leadership had no sig-
nificant impact on this relationship, suggesting that it may perform more
effectively than transformational leadership under high job demand

conditions by avoiding additional pressure.
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As expected, high job resources were positively associated with
improved performance. This relationship was enhanced under trans-
actional leadership but reduced under transformational leadership. In-
ternal resources also contributed positively to telework performance,
yet neither form of leadership significantly moderated this relation-
ship. These results contribute to the JD-R theory by validating that
both internal and external resources can promote performance, even
in challenging institutional settings. The study further extends the JD-
R framework by incorporating leadership as a contextual moderator
and exploring its effects within fragile-state environments—a largely
underexplored domain in the literature.

Although the study did not explicitly address organizational power
dynamics (Lissillour and Monod 2024)), it advances institutional and or-
ganizational theory by showing that telework performance in fragile
contexts is shaped not only by firm-level factors but also by broader
systemic deficits such as electricity shortages, internet unreliability, and
informal governance structures (Khanna and Palepu 2010, Mair et al|
2012).

From a practical perspective, this research highlights the impor-
tance for organizations operating in low-resource settings to develop
proactive telework strategies. These should include investments in dig-
ital infrastructure, leadership development, and psychological support
systems. Organizations must strengthen both structural and personal
resources while also mitigating excessive job demands. For example,
investments in stable internet and power supply, as well as training
programs focusing on autonomy and resilience, can enhance both en-
gagement and output (Lissillour and Sahut 2022).

Three practical recommendations emerge for managers in fragile
states. First, prioritize the provision of external resources—such as in-
ternet connectivity, electricity, and essential digital tools—as they have
the most direct influence on telework outcomes. Second, adopt transac-
tional leadership strategies that emphasize clarity, consistency, and task
orientation, which appear more effective under resource-constrained
and high-demand conditions. Third, focus on building employees’ in-
ternal resources, including adaptability, time management, and self-
motivation, especially when environmental predictability is low.

Despite its contributions, this study has several limitations. First,
the use of snowball sampling—a non-probabilistic approach—may have
introduced sample bias towards more digitally literate and educated
participants (Dragan and lIsaic-Manid 2013), limiting generalizability.
Second, the study’s contextual focus on Lebanon may constrain the
transferability of findings to other fragile states. Future research should
aim to conduct cross-national comparative studies to improve exter-
nal validity. Third, the data were cross-sectional and collected during
the COVID-19 pandemic, offering no insight into how performance and
attitudes evolved over time.

Future research could adopt stratified random sampling across sec-
tors, compare different fragile-state settings using the Fragile States
Index (The Fund for Peace 2024), and examine leadership adaptation
in organizations with varied institutional frameworks (Lissillour 2021,
Wang 2024, Viainon 2024). Standardized operational definitions for

job demands and resources tailored to fragile contexts would also
strengthen measurement validity. Lastly, future studies might explore
how cultural and national contexts affect JD-R dynamics, with a fo-
cus on variables such as emotional intelligence (Haque and Lissillour
2025), specific leadership behaviors (Baio et al! 2024), and innovation-
supportive cultures (Quashigah and Amuzu 2024).
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