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Abstract
Workplace communication pressure refers to the sense of urgency employees
experience in wanting to quickly respond to ICT-based work messages. Existing
research on its antecedents and impact pathways has been relatively fragmented
and lacks systematic understanding. Based on the Job Demands-Resources
model and combined with the Effort-Recovery model, this study discusses the
antecedent effects of ICT use as a job demand and individual factors as personal
demands/resources on workplace communication pressure; it also explores the
negative effects of workplace communication pressure on employees’physical
and mental health as well as work and family domains due to hindering recovery
activities, with the aim of enhancing comprehensive understanding of workplace
communication pressure, enriching existing research’s understanding of the
consequences of ICT use, and providing references for the development of future
research and intervention practices for employees’occupational mental health.

Full Text
Prompt Reply? Workplace Telepressure in the Information
and Communications Technology (ICT) Era
SUN Hui, XU Jie
(Management School, Jinan University, Guangzhou 510632, China)

Abstract: Workplace telepressure refers to the urgency employees experience
when striving to respond to ICT-based work messages as quickly as possi-
ble. Existing research has examined its antecedents and influence pathways
in a fragmented manner, lacking systematic understanding. Grounded in the
Job Demands-Resources (JD-R) model and integrated with the Effort-Recovery
Model, this paper discusses how ICT use—as a job demand—and individual fac-
tors—as personal demands/resources—contribute to workplace telepressure. It
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further explores the negative effects of telepressure on employee physical and
mental health, as well as work and family domains, through its interference with
recovery activities. This synthesis aims to provide a comprehensive understand-
ing of workplace telepressure, enrich current knowledge about the consequences
of ICT use, and offer insights for future research and occupational mental health
interventions.

Keywords: workplace telepressure, information and communication technol-
ogy (ICT), Job Demands-Resources (JD-R) model, Effort-Recovery Model

1. Introduction
The digital era has transformed how people exchange information and maintain
workplace relationships. In recent years, new work arrangements such as remote
work and virtual teams have become increasingly prevalent, requiring employ-
ees to rely on information and communication technology (ICT) to accomplish
their tasks. The COVID-19 pandemic in 2020 further accelerated this trend,
making remote work a long-term strategic reality. Consequently, ICT-mediated
communication has become an inevitable and integral component of modern
work. While ICT-enabled workplace interactions offer productivity benefits—
such as enhanced communication efficiency and increased employee autonomy
and control—they also raise expectations for productivity and connectivity. Un-
der these heightened expectations, employees increasingly feel compelled to re-
main constantly connected to their organizations to make favorable impressions
on supervisors, colleagues, and clients, viewing this connectivity as a marker of
good performance. However, this excessive focus on work-related information
may yield negative rather than positive outcomes.

To better understand this psychological state of needing to stay perpetually con-
nected to work activities, Barber and Santuzzi (2015) introduced the concept of
workplace telepressure, defining it as the preoccupation and impulse to respond
quickly to work messages via ICT. This represents a unique psychological expe-
rience accompanying increasingly frequent ICT interactions.

Recent research on the antecedents of telepressure has advanced our understand-
ing of why employees prioritize ICT messages during work hours and even feel
inclined to stay connected through ICT during non-work hours. Studies on
its consequences have revealed telepressure’s detrimental effects on employee
psychological health, work performance, and personal life domains. Given that
occupational health plays a crucial role in maintaining positive organizational
outcomes (e.g., job performance) and that employees experiencing high telepres-
sure may sacrifice work quality to achieve rapid response times, examining work-
place telepressure is essential for helping managers improve work design in ICT-
mediated environments, safeguard employee health and well-being, and enable
organizations to achieve high-quality work outcomes.
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Currently, ICT has been widely adopted across Chinese organizations, with em-
ployees using mobile office platforms such as WeChat Work, DingTalk, and Lark
to handle work tasks anytime and anywhere. This suggests that Chinese em-
ployees may be facing significant workplace telepressure and occupational health
challenges. However, academic attention to this phenomenon has been insuffi-
cient. Against this backdrop of widespread ICT adoption, when do employees
experience telepressure? Why does telepressure negatively affect occupational
health? Might positive outcomes also emerge during these processes? Existing
research has addressed these questions in a piecemeal fashion, lacking systematic
understanding of telepressure’s antecedents and influence pathways. Moreover,
workplace telepressure represents a crucial psychological mechanism linking ICT
use to negative occupational health outcomes, and a systematic review of this
research will enrich our understanding of ICT use consequences.

This paper reviews recent domestic and international literature to provide a com-
prehensive framework. Based on the conceptual definition of workplace telepres-
sure, we employ the Job Demands-Resources (JD-R) model (Demerouti et al.,
2001) as our theoretical lens to differentiate types of ICT use—as job demands
versus resources—and discuss employees’tendency to perceive ICT-related job
demands as either challenging or hindering. We also examine how individual
factors function as personal demands/resources influencing telepressure. Re-
garding outcomes, we integrate the Effort-Recovery Model (Meijman & Mulder,
1998) to explore how telepressure experienced during both work and non-work
hours affects employee well-being and work-family domains. This synthesis
will help researchers fully understand telepressure as an emerging psychological
mechanism in discussions of ICT use consequences and promote evidence-based
interventions to reduce telepressure or mitigate its negative effects, ultimately
improving employees’work environments.

2.1 Conceptual Origins of Workplace Telepressure
Workplace telepressure emerged alongside the widespread application of ICT in
the workplace. ICT-mediated workplace interactions are unrestricted by time
or location, granting employees greater flexibility and control over when and
where they work. However, the autonomy paradox suggests that while this
flexibility enhances employee autonomy, the convenience of ICT has fostered a
pervasive norm: employees are expected to remain continuously connected to
work-related activities via ICT to meet supervisors’, colleagues’, and clients’
needs. Even during non-work hours, employees often feel compelled to respond
to work-related messages. To describe this psychological state of needing to
reply immediately to work messages, Barber and Santuzzi (2015) introduced
workplace telepressure, defining it as the urgency employees experience when
wanting to respond quickly to ICT-based work messages.

The essence of workplace telepressure is stress (Grawitch et al., 2018), yet it
differs from general work stress. It is uniquely associated with the blurring of
work-family boundaries brought about by ICT interactions, arising from addi-
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tional response demands beyond regular work tasks. It represents a distinctive
stress experience stemming from growing dependence on ICT in the work envi-
ronment (Barber & Santuzzi, 2015). It differs from technostress, which emerged
during the era of widespread information technology (IT) adoption (Tarafdar
et al., 2020), whereas workplace telepressure originates from the more advanced
ICT era, focusing specifically on ICT use for timely response to work messages.

2.2 Conceptual Definition and Measurement
Workplace telepressure is defined as employees’preoccupation and impulse to
respond quickly to work-related messages via ICT (Barber & Santuzzi, 2015).
The concept comprises two essential components—preoccupation and impulse—
both of which are indispensable. Preoccupation refers to the persistent thinking
about“that unanswered message,”a mental state where employees cannot fully
engage in other activities until they reply, making it difficult to concentrate on
work tasks or daily life. Impulse reflects the strong desire to respond immedi-
ately rather than ignore work messages, manifesting as frequently checking for
and replying to messages promptly. Notably, workplace telepressure concerns
employees’psychological experience in the ICT context, not their external be-
haviors, distinguishing it from ICT-related behaviors such as after-hours work
connectivity. For instance, employees using ICT during non-work hours to main-
tain contact with supervisors, colleagues, or clients falls outside the conceptual
scope of telepressure.

Based on these two characteristics, Barber and Santuzzi (2015) developed a six-
item telepressure scale. The items exclude emotional expressions (e.g., anxiety,
worry) or behavioral descriptions (i.e., replying to messages) to ensure the scale
captures only message preoccupation and response impulse. This scale is cur-
rently the only instrument for measuring workplace telepressure and has demon-
strated good reliability and validity across multiple empirical studies (Cambier
& Vlerick, 2020; Kao et al., 2020).

2.3 Distinctions from Related Concepts
To deepen understanding of workplace telepressure, it is necessary to distinguish
it from related but distinct concepts.

(1) Fear of Missing Out (FoMO). When employees worry about missing ca-
reer opportunities—experiencing workplace FoMO—they develop a strong desire
to stay informed about work information (Przybylski et al., 2013; Budnick et
al., 2020), which manifests as increased ICT use. This behavioral pattern aligns
with telepressure. However, individuals high in FoMO use ICT to learn what
others are doing, whereas telepressure involves high attention to work messages
to meet others’response expectations and maintain positive workplace social
relationships.

(2) Workaholism. Also called work addiction, workaholism refers to a stable
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individual trait characterized by compulsive overwork (Schaufeli et al., 2008).
Both workaholism and telepressure involve impulses to stay connected to work,
but workaholism is driven by guilt and discomfort when not working, featuring
compulsive thinking about and execution of work tasks. In contrast, telepressure
is motivated by meeting others’response expectations, with behavioral outcomes
focused specifically on information-based ICT use—replying to work messages
rather than actually performing work tasks.

(3) Job Engagement. Job engagement refers to a positive, fulfilling
work-related state of mind characterized by vigor, dedication, and absorp-
tion (Schaufeli et al., 2002). Job engagement and telepressure share similar
behavioral manifestations of staying connected to work activities. However,
engagement is motivated by intrinsic enjoyment and satisfaction derived from
work, whereas telepressure-driven connection serves merely to respond to job
demands.

(4) Work-Related Rumination. This refers to employees’conscious, repeti-
tive thinking about work-related issues“without being asked to do so, typically
during non-work hours such as after work or leisure time”(Cropley & Zijlstra,
2011; Zhang et al., 2020). Both work-related rumination and telepressure’s
preoccupation dimension emphasize persistent thinking about work messages
that may overshadow other activities. However, rumination occurs proactively
during non-work hours and is difficult to disengage from voluntarily, whereas
telepressure’s preoccupation state arises upon receiving work messages, and
employees can actively return to their previous activities (including work tasks
or daily life) after replying, with telepressure potentially occurring during both
work and non-work hours.

3. Antecedents of Workplace Telepressure: A JD-R Model
Perspective
When Barber and Santuzzi (2015) introduced workplace telepressure, they de-
fined it within the JD-R framework as a response to ICT response demands—
demands that often stem from widespread ICT adoption in the workplace. Sub-
sequent research on telepressure predictors has largely followed this approach,
analyzing it through the JD-R lens (e.g., Cambier & Vlerick, 2020; Page et al.,
2021).

The JD-R model (Demerouti et al., 2001; Bakker & Demerouti, 2017) posits
that all job characteristics can be categorized as job demands or job resources.
Job demands require sustained physical and/or psychological effort, while job
resources help employees achieve work goals and reduce associated physiological
and psychological costs. In terms of effects, job demands have health-impairing
effects, whereas job resources have motivational effects, negatively and positively
influencing job performance, respectively. High job resources can buffer the
health-impairing effects of job demands, while high job demands can enhance the
motivational effects of job resources. Beyond these job characteristics, personal
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resources (e.g., self-efficacy) function similarly to job resources, and personal
demands (e.g., workaholism, perfectionism, neuroticism) may also play a role.

Furthermore, scholars have distinguished between hindering and challenging
job demands, arguing that demands can have both health-impairing and moti-
vational effects. Hindering job demands are constraints that interfere with or
inhibit personal goal achievement, impairing health without providing motiva-
tional benefits. Challenging job demands, while requiring effort, may promote
personal growth and achievement, exerting both health-impairing and motiva-
tional effects simultaneously (LePine et al., 2005; Podsakoff et al., 2007; Craw-
ford et al., 2010; Bakker & Demerouti, 2017).

Additionally, reverse causal effects exist between job demands, resources, and
employee well-being. Motivated employees may engage in job crafting (Wrzes-
niewski & Dutton, 2001; Tims & Bakker, 2010) to create more resources, leading
to higher motivation levels. Conversely, employees under high stress may exhibit
self-undermining behaviors (Bakker & Costa, 2014), resulting in even higher job
demands and greater stress.

3.1 ICT Use as Both Job Resource and Job Demand

As previously noted, ICT use presents both advantages and disadvantages for
employees. On one hand, ICT enables employees to work more autonomously
regarding when and where they work (Kossek et al., 2006). On the other hand,
ICT’s connectivity convenience keeps employees constantly on standby, leading
to increased workload, longer work hours, and blurred work-nonwork boundaries
(Mazmanian et al., 2013). Therefore, ICT use in the workplace functions as both
a job resource and a job demand (Day et al., 2010, 2012). When employees
associate ICT use with task flexibility and autonomy, they may perceive it as a
job resource. Conversely, when they link it to greater workload, longer hours,
and difficulty disengaging from work, they may view it as a job demand (Peters
et al., 2009; Demerouti et al., 2014).

Van Laethem et al. (2018) proposed that if employees perceive frequent ICT
message responses as a burden, they will treat it as a job demand and experi-
ence telepressure. However, if they view it as enhancing their autonomy and
flexibility, they will perceive it as a resource, leading to higher job engagement.

3.2.1 Predictive Effects of ICT-Related Job Demands on Telepressure

In work environments with widespread ICT adoption, employees who perceive
ICT as a job demand are more likely to experience telepressure. Telepressure
represents employees’internalization of ICT use-related demands (Barber &
Santuzzi, 2015), encompassing work overload, control over demands, and social
norms (connectivity and responsiveness expectations) (Grawitch et al., 2018).
Work overload includes both quantitative overload and techno-overload; when
employees face excessive workloads or when technological advances create higher
job demands (Wang et al., 2008), they experience higher telepressure (Barber &
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Santuzzi, 2017; Grawitch et al., 2018). Perceived control over ICT demands also
affects telepressure experiences (Grawitch et al., 2018); those who cannot control
their ICT use are more likely to feel they must reply immediately, experiencing
greater stress (Hair et al., 2007). Additionally, in the context of pervasive
ICT use, organizations expect employees to remain constantly connected and
respond quickly. This organizational expectation functions as a social norm—an
extra job demand beyond regular workload (Barber & Santuzzi, 2015)—making
employees feel they can never escape work activities (Ragu-Nathan et al., 2008)
and resulting in higher telepressure (Barber & Santuzzi, 2015, 2017; Grawitch
et al., 2018).

Furthermore, scholars have found that telepressure more often represents a re-
sponse to challenging rather than hindering job demands (Santuzzi & Barber,
2018; Barber et al., 2019; Baumeister et al., 2021). In other words, employees
are more likely to perceive these ICT-related demands as challenging. Santuzzi
and Barber (2018) found a positive correlation between telepressure and job
engagement, suggesting that these challenging ICT demands simultaneously in-
crease telepressure and enhance job engagement.

3.2.2 Predictive Effects of ICT-Related Personal Demands/Resources
on Telepressure

While external factors play important roles in telepressure, individual factors
explain a substantial portion of variance (Grawitch et al., 2018), and these can
be categorized as personal demands and personal resources.

Personal demands such as neuroticism, workaholism, and self-regulation reflect
traits that promote telepressure. First, among the Big Five personality traits,
neuroticism is a key predictor; employees high in neuroticism are more prone to
anxiety and impulsive behavior (e.g., rushing to reply to emails) and thus expe-
rience greater telepressure. Extraversion and conscientiousness also show weak
positive relationships with telepressure, as extraverted employees seek social
connection and feel compelled to respond quickly, while conscientious employ-
ees focus on goal achievement and tend to respond promptly to work messages
(Barber & Santuzzi, 2015, 2017; Grawitch et al., 2018). Second, workaholism
—as a compulsive drive to overwork motivated by guilt and discomfort when
not working—represents an important personal demand (Bakker & Demerouti,
2017). Workaholic employees adopt exceeding organizational expectations as
a self-protection strategy, generating preoccupation and response impulses to-
ward ICT demands and resulting in higher telepressure (Barber & Santuzzi,
2015; Grawitch et al., 2018). Third, dispositional self-regulation is associated
with high motivation to follow job demands to achieve goals consistently, mak-
ing employees more attentive to ICT-related role expectations and strengthening
the effect of organizational expectations on telepressure (Kao et al., 2020). Ad-
ditionally, employees’fear of missing out (concerns about missing work-related
information) and public self-consciousness (concern about impressions made on
others) are significantly positively correlated with telepressure (Barber & San-
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tuzzi, 2015, 2017).

Personal resources such as high self-control and boundary management strate-
gies help mitigate telepressure. Self-control helps employees suppress the im-
pulse to reply immediately (Maloney et al., 2012), reducing telepressure (Barber
& Santuzzi, 2017; Grawitch et al., 2018). Segmentation boundary management
strategies enable employees to construct physical, temporal, or psychological
boundaries between work and life domains, maintaining role separation, allevi-
ating telepressure (Page et al., 2021), and reducing its negative consequences
(Hu et al., 2019).

Moreover, telepressure shows significant differences across gender and marital
status (Grawitch et al., 2018). Gender differences are particularly pronounced,
with female employees experiencing higher telepressure than males. Married in-
dividuals may experience slightly more telepressure than unmarried ones. These
differences likely reflect social realities where women and married employees face
greater family responsibilities, leaving them with fewer resources to cope with
increased technology-driven job demands and making them more susceptible to
work-related stress.

4. Consequences of Workplace Telepressure: Integrating
JD-R’s Health Impairment Path with the Effort-Recovery
Model
According to the JD-R model, telepressure resides in the health impairment
path, negatively affecting employees (e.g., Hu et al., 2019; Gillet et al., 2022).
This aligns with the Effort-Recovery Model (Meijman & Mulder, 1998), which
posits that effort expended to meet job demands depletes personal resources,
causing stress reactions, while recovery activities help alleviate these reactions.
Employees can replenish resources through recovery during both work and non-
work hours, such as taking breaks between tasks during work hours or psycholog-
ically disengaging from work during non-work hours. When recovery is impeded,
employees remain continuously exposed to high job demands and incomplete re-
covery, leading to accumulated stress reactions and ultimately chronic health
impairment (Geurts & Sonnentag, 2006).

4.1 Telepressure Promotes ICT Responsiveness

The immediate result of effort expended by employees with high telepressure to
meet job demands is increased ICT-based responsiveness, manifested in shorter
response latency and more frequent replies (Barber & Santuzzi, 2015, 2017).
However, Cambier and Vlerick (2020) found that telepressure was positively
correlated only with reply frequency, not significantly associated with response
delay. Building on Barber and Santuzzi (2015), Van Laethem et al. (2018)
further distinguished between work and non-work hours, finding that employees
experiencing high telepressure engage more frequently in work-related activities
via ICT at any time.
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4.2 Telepressure Impedes Recovery Activities

To respond to ICT messages more quickly at all times, employees with high
telepressure struggle to achieve psychological detachment from work during work
breaks or non-work hours—defined as not thinking about work and work-related
events (Sonnentag & Fritz, 2007)—thereby impeding recovery. Multiple studies
have demonstrated that telepressure leads to lower psychological detachment
(Barber & Santuzzi, 2015; Santuzzi & Barber, 2018; Barber et al., 2019). This
may result from increased ICT communication driven by high telepressure (Cam-
bier et al., 2019) or because high telepressure strengthens the negative relation-
ship between work-related ICT communication and psychological detachment,
preventing employees from mentally disengaging even after work hours (Van
Laethem et al., 2018).

During work hours, frequent, unpredictable ICT messages cause high-
telepressure employees to prioritize responding to them, forcing interruptions
to ongoing activities (Delanoeije et al., 2019). Frequent task interruptions
waste substantial effective work time (Gupta et al., 2013), forcing employees to
complete more work in less time (Keller et al., 2020; Stich, 2019) and reducing
opportunities for recovery during task gaps.

When receiving messages during non-work hours, high-telepressure employees
are more likely to interrupt personal or family activities to perform work-related
tasks via ICT (Barber & Santuzzi, 2015; Hu et al., 2019). These cross-boundary
behaviors interfere with personal and family life (Stich, 2019), reducing oppor-
tunities for psychological detachment during non-work hours (Page et al., 2021)
and preventing employees from engaging in restorative activities. Research on
recovery activities has primarily focused on restorative sleep (Barber & Santuzzi,
2015; Grawitch et al., 2018; Santuzzi & Barber, 2018; Barber et al., 2019; Cam-
bier et al., 2019; Hu et al., 2019). Telepressure undermines restorative sleep in
three ways: poorer sleep quality (Hu et al., 2019), shorter sleep duration (Bar-
ber & Santuzzi, 2015), and irregular sleep patterns (Barber & Santuzzi, 2017;
Santuzzi & Barber, 2018). Hu et al. (2019) found that telepressure indirectly
leads to poorer sleep quality and shorter sleep duration by reducing psychologi-
cal detachment or increasing after-hours responsiveness to work demands (e.g.,
sacrificing sleep to meet work requirements).

4.3 Chronic Impairment Outcomes of Telepressure

Continuous exposure to high job demands and incomplete recovery leads to ac-
cumulated stress reactions (Geurts & Sonnentag, 2006), particularly when recov-
ery is impeded during non-work hours. During non-work hours, unpredictable
work messages force high-telepressure employees to constantly switch between
work and family tasks (Tedone, 2022), continuously depleting psychological and
physical resources (Day et al., 2012). Impaired recovery further damages em-
ployees’ability to replenish resources (Demerouti et al., 2009), triggering job
burnout (Hu et al., 2019; Santuzzi & Barber, 2018; Barber et al., 2019; Kao et
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al., 2020; Page et al., 2021), intensifying perceived stress (Hu et al., 2019; Van
Laethem et al., 2018; Page et al., 2021), and reducing job engagement (Barber
et al., 2019). Notably, telepressure may also directly increase employee stress
(Barber & Santuzzi, 2017) and exacerbate work-family conflict, subsequently
leading to burnout (Page et al., 2021).

Furthermore, impeded recovery activities under high telepressure adversely af-
fect employees’family lives and work performance. In the family domain, re-
sponding to work messages during non-work hours consumes time and attention
needed for family activities, hindering family role participation and increasing
work-family conflict (Gadeyne et al., 2018; Kao et al., 2020; Page et al., 2021)
or reducing work-life balance (Grawitch et al., 2018), resulting in lower well-
being (Barber & Santuzzi, 2017; Barber et al., 2019). Additionally, the stress
experience from telepressure or the stress from impeded recovery can further
trigger work-family conflict (Page et al., 2021). Regarding work performance,
research remains limited, focusing only on health-related absenteeism, presen-
teeism (Barber & Santuzzi, 2015; referring to employees working despite poor
physical/mental condition), and cyberloafing behavior (Stich, 2019; Su et al.,
2021).

[Figure 1: see original paper] Current Research Progress (Source: Compiled by
authors based on literature)

5. Future Research Directions
Reviewing existing research provides a comprehensive understanding of telepres-
sure’s predictors from the JD-R perspective and its outcomes through the
Effort-Recovery Model (Figure 1). However, several limitations warrant atten-
tion. This section analyzes these shortcomings and proposes directions for future
research (Figure 2).

[Figure 2: see original paper]

5.1 Refining the Conceptual Definition of Workplace Telepressure

Clear conceptual definition is fundamental to scientific research. Current studies
uniformly adopt Barber and Santuzzi’s (2015) definition, which has several un-
resolved issues. First, the scope of“work-related messages”remains ambiguous.
Given that Barber and Santuzzi (2015) suggested that employees’desire for rapid
response may serve as workplace impression management to create favorable im-
pressions, and that quick responses indeed enhance perceived social connection
(Templeton et al., 2022), research should examine ICT responsiveness in terms of
interpersonal connection, distinguishing between task-related and interpersonal
work messages. Increased ICT interaction reduces face-to-face communication,
narrowing sources of workplace social support and potentially motivating em-
ployees to proactively maintain contact via ICT to obtain social support and
improve work experiences (Collins et al., 2016). In workplace social support re-
search, employees obtain support through two pathways: instrumental support
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(seeking advice or help on work problems) and emotional support (social inter-
action for listening, care, and interest) (Collins et al., 2016; ten Brummelhuis et
al., 2021). How do response impulses differ for task-related versus interpersonal
messages? What distinct outcomes might these two telepressure dimensions
produce? Distinguishing between task-related and interpersonal work messages
could advance antecedent and consequence research.

Second, the operationalization of “rapid response”through response latency
remains unclear. Does response latency refer to the interval between reading
a message and replying, or between receiving it and replying? This ambiguity
affects measurement methods and may produce contradictory findings. While
Barber and Santuzzi (2015) found telepressure associated with shorter email
response latency and higher reply frequency, Cambier and Vlerick (2020) found
no relationship between telepressure and response delay, possibly due to different
time interval measurements. Clarifying this time interval is essential; Cambier
and Vlerick (2020) recommend using the duration between message reading and
replying to assess response latency.

Finally, although Barber and Santuzzi (2015) identified telepressure as a re-
sponse to ICT demands, the proposition that telepressure reflects reactions to
challenging versus hindering demands remains largely theoretical, derived from
JD-R logic without empirical validation. Future research should empirically
test whether employees experiencing high telepressure perceive ICT communi-
cation as challenging or hindering demands and link these perceptions to in-
creased workload and extended work hours (Van Laethem et al., 2018). Studies
should also identify conditions under which ICT communication is viewed as
a challenging demand that simultaneously motivates employees despite causing
telepressure (Baumeister et al., 2021).

5.2 Deepening Research on Telepressure Antecedents

Current research insufficiently examines telepressure predictors. Future
studies should expand investigation of job demands/resources and personal
demands/resources.

Regarding job demands and resources, five areas merit attention. First, tem-
poral social norms warrant particular emphasis in cross-cultural research. In
low-context cultures (primarily Western countries), time is viewed as a scarce
commodity, creating pressure to act within limited timeframes. In high-context
cultures (e.g., China, India), time is less likely to create immediate action pres-
sure (Eldor et al., 2017). Thus, cultural differences may exist regarding expecta-
tions for rapid message response, which should be considered when generalizing
telepressure research across cultures.

Second, future research should examine job or organizational characteristics.
Rapid response times benefit customer-oriented roles (e.g., consulting, sales),
where employees may experience higher telepressure, whereas roles without such
demands may be less affected (Barber & Santuzzi, 2015).
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Third, leadership factors may influence employee telepressure. Expectancy Vi-
olations Theory (EVT; Burgoon & Hale, 1988) suggests that message recipi-
ents hold preset expectations for senders’behavior; violations may trigger neg-
ative evaluations and reactions. In ICT-mediated workplace interactions, long
response delays or silence may be perceived as expectancy violations. Inte-
grating Leader-Member Exchange (LMX) theory (Graen et al., 1982), “in-
group”members have higher-quality exchange relationships with leaders and
face greater response expectations than “out-group”members. Kalman and
Rafaeli (2011) found that long response delays negatively impacted impressions
of high-expectation candidates but not low-expectation ones. Thus, as an ex-
pectancy violation, response delay by “in-group”members may trigger more
negative leader evaluations. To meet leader expectations and avoid losing their
advantageous position,“in-group”members may experience higher telepressure,
suggesting that high LMX may increase telepressure.

Fourth, future research should examine person-team temporal focus fit. As
remote work and virtual teams become more common, alignment between indi-
vidual and team temporal characteristics is important. When individuals’time
perceptions match those of their team members, they may face fewer collec-
tive environment constraints and experience less telepressure (Jansen & Kristof-
Brown, 2006; Eldor et al., 2017).

Fifth, insufficient task load may also cause telepressure. When task load falls
short of employees’expectations, they may worry about being excluded from
important communications and missing critical work information (Stich et al.,
2019), leading them to crave work connection and experience higher telepressure
(Stich, 2019).

Regarding personal demands and resources, ICT anxiety (Wang et al., 2008)
may function as a personal demand increasing telepressure, while self-esteem
(Hair et al., 2007) and self-efficacy in managing negative emotions (Liu et al.,
2021) may serve as personal resources reducing telepressure. Additionally, em-
ployees’subjective time perspectives may be important: present-focused employ-
ees may view response urgency as interfering with current tasks, while future-
focused employees may see it as facilitating long-term goal achievement (Eldor
et al., 2017), potentially experiencing different telepressure levels.

5.3 Deepening Research on Telepressure Outcomes

Current research on telepressure consequences has several limitations. First,
most studies focus on email responsiveness. However, as the pandemic has
dramatically increased digital work intensity, employees no longer rely on sin-
gle platforms, using various channels beyond email (Marsh et al., 2021). In
China, for instance, WeChat Work, DingTalk, and Lark are widely used for
workplace communication. Cambier and Vlerick (2020) propose that future
research should measure multiple ICT platforms simultaneously to comprehen-
sively understand the telepressure-response relationship. Additionally, ICT re-
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sponsiveness may not be the best performance indicator; future research should
examine telepressure’s impact on the quality and efficiency of employees’core
work tasks (Barber & Santuzzi, 2015).

Second, according to JD-R, stressed employees engage in self-undermining be-
haviors that create higher job demands (Bakker & Costa, 2014), leading to a
spiral of resource depletion and intensified stress (Bakker & Demerouti, 2017).
Demerouti et al.’s (2004) longitudinal study demonstrated this reverse causality.
Thus, employees experiencing telepressure may over time perceive and create
higher ICT demands, leading to even greater telepressure. Longitudinal research
examining this reverse causality will reveal telepressure’s long-term effects.

5.4 Exploring Coping Strategies for Workplace Telepressure

Intervention principles for telepressure differ from general work stress manage-
ment. Since high-telepressure employees must respond to unpredictable work
information at any time, they cannot autonomously choose when to engage
in recovery activities (Gillet et al., 2022), such as temporarily ignoring work
or learning new skills without distraction. This inability to detach from work
prevents resource replenishment (Barber et al., 2019).

Thus, from the Effort-Recovery perspective, the key to helping employees cope
with telepressure lies in increasing opportunities for psychological detachment
and recovery (Richardson, 2017). According to Milligan and Turner (cited in
Richardson, 2017), some organizations have begun restricting when emails can
be sent to protect employees’non-work hours. However, the effectiveness of
such interventions requires empirical testing. Currently, few studies have exam-
ined intervention strategies; Rogers and Barber (2019) conducted a preliminary
experimental study with university students on sleep and technology education
interventions, finding no significant effects but taking a first step toward telepres-
sure intervention research. Developing and testing interventions is crucial for
protecting employee health and improving motivation and performance (LePine
et al., 2005).

First, organizational norms regarding ICT responsiveness should be clarified.
Organizations can establish ICT use policies specifying expected response times
or encourage teams to develop their own response protocols (Barber & San-
tuzzi, 2015), clarifying whether immediate responses have direct negative con-
sequences (e.g., supervisor reprimands, lower performance ratings) (Page et al.,
2021). This can reduce unnecessary communication and continuous connectiv-
ity, encouraging employees to focus on family activities during non-work hours
to replenish resources.

Second, creating a family-supportive organizational climate may help employees
gain more organizational support for their family lives, buffering telepressure’s
negative effects (e.g., work-family conflict; Witt & Carlson, 2006).

Beyond top-down work design changes, employees can also adopt bottom-up ap-
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proaches to actively optimize their work environment (Demerouti et al., 2015).
According to the JD-R model, the motivational path involves a positive re-
source spiral through job crafting. As a proactive change to balance job de-
mands/resources with personal abilities, job crafting is an important mechanism
linking job characteristics to outcomes (Tims & Bakker, 2010). Through job
crafting, employees can increase job resources and challenging demands while
reducing hindering demands (Tims & Bakker, 2010; Petrou et al., 2012), cre-
ating positive work environment changes that increase engagement (Petrou et
al., 2012; Tims et al., 2013; Demerouti et al., 2015; Vogt et al., 2016) and re-
duce negative demand effects (Tims et al., 2013). Future intervention research
could promote job crafting to activate resource gain spirals, potentially increas-
ing telepressure’s positive effects (Bakker & Demerouti, 2017) while reducing
telepressure itself.

[Figure 2: see original paper] Future Research Directions (Source: Compiled by
authors based on literature)
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