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How Transformational Leadership predicts Employees’ Affective Commitment

and Performance

Abstract

Purpose - The purpose of this paper is to examine the impact of transformational
leadership (TL) on employees’ individual performance (IP) through the mediating role of
affective commitment (AC). More specifically, it aims to understand how (a) TL relates
to employees’ AC, (b) TL relates to employees’ IP, (c) employees’ AC relates to IP and
(d) employees’ AC mediates the relationship between TL and employees’ IP.

Design/methodology/approach - Four hundred and seventy-six Turkish healthcare
professionals participated in this study. The mediation effect of AC in the relationship
between TL and employees’ IP was tested by Structural Equation Modelling (SEM).

Findings - The results indicate that AC mediates the relationship between TL and
employees’ IP. In others words, transformational leaders promote employees’ AC which,

in turn, increases their IP.

Practical implications — This study suggests that organizations should select, develop
and invest in leaders who adopt a TL style because they build a climate of admiration,
loyalty, respect, participation and involvement for employees which will in turn enhance

their commitment and performance.

Originality/value — This study responds to calls for researches to explore the mediating
mechanism in the TL process (Judge et al., 2006), as the mediation effects explain the

conditions in which TL is related to the favorable outcomes.

Keywords: Transformational Leadership, Affective Commitment, Individual

Performance.

Paper type Research paper



1. Introduction

Transformational leadership (TL) has been considered the most influential leadership
theory over the past two decades (Avolio et al., 2009; Judge and Piccolo, 2004; Sosik and
Jung, 2010). TL has been defined as a set of behaviors that motivate followers to achieve
performance beyond basic expectations by changing followers’ attitudes, beliefs, and
values (Bass, 1985; Yukl, 1999). The dynamics of TL point to followers having a strong
personal identification with the leader, a shared vision for the future, and the ability to
work collectively for the benefit of the team (Kelloway et al., 2003), these help followers
make a positive transformation in themselves (Cetin and Kinikb, 2015). Therefore,
transformational leaders inspire followers to do more in their organizations than what is
required (Sosik et al., 2002).

The idea that TL plays a critical role in an organization’s success is Well established in
leadership literature (Avolio et al., 1988; Elenkov, 2002; Wang et al. 2011; Zhu et al.,
2005). A growing body of research on TL supports the suggestion that TL seems valuable,
such that employees with transformational leaders demonstrate more favorable outcomes
(Arnold et al., 2007; Rubin et al., 2005). For example, Limsila and Ogunlana (2008)
conducted research in the construction industry in Thailand and found a positive impact
of TL on employees’ performance and organizational commitment. The effect of TL is
particularly important for individuals who work in healthcare industries because these
professionals often work in high pressure environments. Andrews and Dziegielewski
(2016) stated that nursing staff generally prefer leaders with transformational behaviors
that address followers’ individual needs. Then, the current study aims to acknowledge the
relevance of TL in enhancing the affective commitment (AC) and individual performance
(IP) of staff in Turkish healthcare sector.

Organizational commitment has been linked to TL across a variety of organizational
settings (Abouraia and Othman, 2017; Bono and Judge, 2003; Emery & Bateman, 2007,
Ismail & Yusuf, 2009; Joo et al., 2012; Malik et al., 2017; Selamat et al., 2013; Top et
al., 2015). Although the empirical evidence suggests that TL is positively related to
organizational commitment, when considering the impact of TL on affective commitment
and its role as a mediator variable in the relationship between TL and performance, very

little evidence is available on literature.



A wealth of research exists indicating that TL is positively related to performance (Avolio
et al., 2012; Liao and Chuang, 2007; Nguni et al., 2006). For example, a meta-analyses
of 25 years of research based on 113 primary studies has provided strong support for
positive associations between TL and IP (Wang et al., 2011). This leadership style affects
organizational outcomes because transformational leaders motivate and inspire followers
to achieve organizational goals, so they improve their performance. Performance beyond
expectations is possible only by transforming followers' values, attitudes and motives

from a lower to a higher plane of arousal and maturity (Bass, 1985).

While the direct effects of TL on employees are well researched, the mediating role of
AC in the relationship between TL and the employees’ IP is less clear. Thus, there is the
need to understand the mechanism through which TL style increases IP. Possibly, those
who engage in a TL style experience more support from their followers, who individually
report higher levels of AC which, in turn, lead to higher levels of IP.

The current study employed AC as the mediating variable for three reasons. First is that
AC is robust with strong reliability and validity (Meyer et al., 2002). Second is that among
the three dimensions of organizational commitment, the affective dimension was found
to correlate the strongest with individual and organizational outcomes (Meyer et al.,
2002). Third, our option constitutes an answer to a call for research on the mediating
mechanism in the TL process (Judge et al., 2006), as the mediation effects explain the
conditions in which TL is related to the favorable outcomes.

Despite the criticisms against TL theory, we selected this construct because it has received
both theoretical and empirical support more than any other leadership theory. According
to Judge and Piccolo (2004), TL expresses the highest overall validity than transactional
and laissez-faire leadership styles. On the other hand, TL has been the most empirically
researched construct and is viewed as an effective form of leadership at the

organizational, sectoral and national levels (Gyensare et al., 2016).

Moreover, concerns have been identified at the lack of context-specific research in
leadership (Jordan et al., 2010; Liden and Antonakis, 2009). Therefore, developing a
study of this nature in a segment of the healthcare sector in Turkey is timely and justified.

This study addresses the mentioned gaps and aims to examine the impact of TL on



employees’ IP through the mediating role of AC. More specifically, it aims to understand
how (a) TL explains employees’ AC, (b) TL explains employees’ IP, (c) employees’ AC
explains their IP and (d) employees’ AC mediates the relationship between TL and
employees’ IP. Therefore, this research intends to integrate the above constructs into a
single conceptual model and it provides to the literature a more comprehensive
understanding of how TL can relate to individual performance through AC’s mediating

role.

The paper is structured as follows: The next section deals with the relevant literature and
develops hypotheses. This is followed by section three, the research method. Section
four presents the main findings. Last section analyses and discusses the findings and
identifies the contributions to the literature, the implications for management, details of

the study’s limitations, and recommendations for future research.

2. Research Background and Hypothesis Development
TL

According to Bass and Riggio (2006), “TL is, at its core, about issues around the
processes of transformation and change” (p. 255). In TL the relationship between leader
and followers goes beyond the satisfaction of individual interests, building up a sense of
common identity based on the collective ideal. Transformational leaders motivate
followers to exceed their own interests on behalf of the interests of the group or
organization. This occurs due to the trust, admiration, loyalty and respect that the
followers feel for the leader. Transformational leaders provide deeper levels of

connection and higher levels of commitment, performance, and morality (Burns, 1978).

TL has been conceptualized into four key factors or dimensions (Bass and Avolio, 1990;
Bass et al., 2003; Bass and Riggio, 2006; Mamede et al., 2014; Rafferty and Griffin,
2004), “the four Is” of behavior (Hoch et al., 2016): (1) Idealized influence/ charisma:
reflects a leader that provides vision and sense of mission, instills pride, wins the respect
and trust of followers; (2) Inspirational motivation: the leader communicates high
expectations, uses symbols to support efforts of the followers, expresses important

purposes in simple ways and acts as a model of behaviors; (3) Intellectual stimulation:
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the leader stimulates employees to be innovative and creative, encourages in the followers
consciousness for their problems, promotes intelligence, rationality and careful problem
solving and (4) Individualized consideration: leaders gives personal attention, provides
employees with feedback, and delegates responsibilities to them, treats each employee

individually, coaches, and advises.

Even though broadly used, the conceptualization of TL in separate dimensions is
problematic in the leadership literature. According to Den Hartog et al. (1997), the four-
dimensional structure has not always been found. None of the individual dimensions have
been clearly delineated (Mesu et al., 2015). From a theoretical perspective, the difference
between idealized influence/charisma and inspirational motivation is less clear, because
charismatic leaders tend to inspire people through their vision as well (Mesu ef al., 2015;
Rowold and Heinitz, 2007). The distinction between individualized consideration and
intellectual stimulation may also be difficult because both mention employees’

development (Mesu et al., 2015).

Yukl (2006) argued that results for different components of TL measure are inconsistent.
Fu et al. (2010) revealed that the dimensions are so highly inter-correlated that it is
difficult to clearly determine their separate effects, even when factor analyses support
their distinctiveness. Other researchers have carried out factor analyses with one-
dimension scale where all dimensions loaded on one factor (Anatonakis ef al., 2003; Bass
and Riggio, 2006). Therefore, many studies on TL have used only the composite factor
rather than the four dimensions (Gyensare ef al., 2016; Mesu et al., 2015; Top et al., 2013;
Yucel et al., 2014; Yukl, 2006).

Prior researchers have found the positive effect of TL on employees’ attitudes and
behaviors, such as job satisfaction, trust, commitment and tasks performance (Aryee et
al., 2002; Avolio et al., 2004; Dhawan and Mulla, 2011; Judge and Piccolo, 2004; Sanda
and Kuada, 2013) as well as negative impact on turnover intention (Dupré and Day, 2007,
Gyensare et al., 2016). A TL is supposed to employ a visionary and creative style of
leadership that inspires followers to make independent decisions and develop in their
work (Nielsen and Munir, 2009). In sum, leadership style is a significant factor, which

affects the employees’ attitudes and behaviors.



TL and AC

Organizational commitment refers to a psychological attachment of an individual toward
an organization (Mathieu and Zajac, 1990). The literature indicates that of the three
components of organizational commitment (affective, normative, and calculative), the
affective commitment has more desirable outcomes for the organizations (Meyer et al.,
2002). Mercurio (2015) suggests a conceptual framework in which AC is understood as
the core essence of organizational commitment. AC can be described as the employee’s
positive emotional attachment and identification with the organization (Allen and Meyer,
1990). Employees who are affectively committed to the organization want to be part of
it, since they believe in its values and objectives (Allen and Meyer, 2000). Thus,
organizations must be able to develop their employees’ AC (Meyer and Herscovitch,
2001).

Several studies have sought to determine the antecedents of AC (Allen and Meyer, 1996;
Meyer et al., 2002; Rego et al., 2013). TL has been indicated as an important antecedent
of the attachment to the organization (Shamir et al., 1993), more specifically, the literature
reveals a positive relationship between TL and AC (Allen and Meyer, 1996; Bycio et al.,
1995; Kark et al., 2003; Meyer et al., 2002; Podsakoff et al., 1996; Rafferty and Griffin,
2004; Yucel et al., 2014).

According to Braun et al. (2013), the identification with, and attachment to, the leader
results in improved AC in the followers. Popper, Ori and Ury (1992) argue that
transformational leaders have an extraordinary effect on followers and their success in
establishing their commitment. A transformational leader transforms and creates meaning
for the employees that promotes the AC. Thus, TL appears to be particularly associated
with AC (Bass and Riggio, 2006; Kane and Tremble, 2000; Meyer et al., 2002; Penley
and Gould, 1988).

Social exchange theory explains the relationship between TL and organizational
commitment (Blau, 1964; Gouldner, 1960; Leroy et al., 2012). When leaders seek
organizational commitment from their followers, they need to engage in behaviors that
go beyond the economic exchange. Transformational leaders emphasize the individual
needs and personal development of their followers, encourage subordinates to do more

than the expected (Bass, 1985), underline the importance of appreciating and valuing



subordinates (Stone ef al., 2004). As a result, followers feel trust, admiration, loyalty, and
respect toward transformational leaders (Yulk, 2010). In other words, these leaders
transform employees by increasing motivation and commitment, and empowering them

to achieve organizational goals (Yulk, 2010).
Based on the above arguments, we hypothesize:

Hypothesis 1: TL relates positively with AC.

TL and employees’ IP

IP is a relevant and often used outcome measure in management research and can be
defined as a set of actions and behaviors that are relevant to the goals of the organization
(Campbell, 1990). Thus, it is pertinent to discover the main predictors of employees’ IP.
Research has traditionally tested employees’ performance as a criterion variable (Bono
and Judge, 2003; Quifiones et al., 1995).

Bass (1985) stated that generally transformational leaders transform their followers
towards higher performance levels. Studies that test the relationship between TL and
followers’ performance have emerged (Biswas, 2014; Nielsen et al., 2009; Tse and Chiu,
2014; Vecchio et al., 2008). Researchers have examined the positive impact of TL on task
performance (Aryee and Chu, 2012; Judge and Piccolo, 2004). Boerner et al. (2007)
argued that TL related to follower performance and innovation. According to Rowald and
Heinitz (2007), TL has a positive effect on employees’ subjective performance and on
organizational profit. The influence of TL on team performance and service quality was
investigated by Lee et al. (2011). Camps and Rodriguez (2011) also found a positive

relationship between TL behavior and employees’ IP.

Transformational leaders induce employees to perform beyond the minimum level of
organizational expectations based on a set of leadership attitudes and behaviors: motivate
and appeal to subordinates' emotions, elicit respect from subordinates, support
subordinates' unique developmental needs and stimulate subordinates' desire to learn and
develop (Bass, 1998; Bass et al., 2003). Based on social exchange theory and the norm
of reciprocity (Blau, 1964; Gouldner, 1960), these reciprocal effects between
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transformational leaders and their followers can be explained. The fundamental aspects
of the exchange relationships between these leaders and followers are mutual benefits,

trust, and long-term mission achievement (Turner et al., 2002).

The transformational leaders influence followers to focus on collective interest instead of
self-interest (Lussier and Achua, 2007). By doing this, they are able to stimulate followers
to a higher level of performance (Yulk, 2010).

Thus, we hypothesize:
Hypothesis 2: TL relates positively with employees’ IP.
AC and Employees’ IP

Prior studies have argued that organizational commitment had a positive effect on job
performance (Chen et al., 2006). For example, Yousef (2000) argued that organizational
commitment is positively related to both job satisfaction and performance. Several
researchers (Abdul Rashid et al., 2003; Chen et al., 2006; Riketta, 2002; Samad, 2005)
found that committed employees are more likely to have higher work motivation, as well
as higher job performance. Affectively committed employees tend to perform their jobs
better and be more productive (Leroy et al., 2012; Meyer and Herscovitch, 2001; Meyer
et al., 2002; Riketta, 2002).

Employees with higher levels of AC are more willing and motivated to contribute
significantly towards the organization (Rego and Souto, 2004). Therefore, AC increases
in-role and extra-role performance (Allen and Meyer, 1996; Jaramillo et al., 2005; Meyer
et al., 2002; Riketta, 2002; VVandenabeele, 2009; VVandenberghe et al., 2004). Employees
with high AC are more committed to contributing to organizational success, and they tend

to improve their performance.
Thus, we hypothesize:

Hypothesis 3: AC is positively related with employees’ IP.

AC Mediating the Relationship between TL and IP
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The extraordinary commitment that transformational leaders induce in their followers
may inspire their great performance (Bass and Riggio, 2006). A mechanism through
which TL was related to job performance includes the followers’ positive emotion (Liang
and Chi, 2013).

Transformational leaders respect their followers and are concerned with followers’
feelings and needs (Podsakoff et al., 1990). Then, they create a friendly and
psychologically supportive work environment (House, 1996) and the employees'
perception of being valued and cared about by the organization influence their emotional
attachment to the organization (Allen et al., 2003; Battistelli et al. 2016; Kim et al. 2016;
Lee and Peccei, 2007; Lew, 2009; Sharma and Dhar, 2016). In turn, affectively committed
employees tend to enhance their performance (Leroy et al., 2012; Meyer and Herscovitch,

2001; Riketta, 2002).

The study of Camps and Rodriguez (2011) found that TL increases employees’ self-
perceived employability, commitment, and performance. Employees who work with
transformational leaders improve the self-perception of their employability and develop
their commitment to their employers who have trusted and invested in them. This increase
in organizational commitment leads to higher employees’ performance (Camps and
Rodriguez, 2011).

When employees perceive that an organization cares about their wellbeing and values
their contributions (Gould-Williams, 2007; Vermeeren et al., 2011) and transformational
leaders provide the necessary support to subordinates while attending to subordinates’
unique developmental needs (Bass, 1998), then the employees develop their emotional
attachment to organizational goals which, in turn, result in employee’s willingness to
exert effort on behalf of the organization. This proposition is based on an assumption that
if leaders and organizations care for their workers, they in return will improve their

performance, as a result of their AC.
Based on the above arguments, we hypothesize:

Hypothesis 4: AC mediates the relationship between TL and employees’ IP.

10



3. Method

3.1 Sample and procedures

The study comprises 476 Turkish healthcare professionals from a large hospital in a major
city in eastern Turkey. Healthcare organizations have a relevant impact on society’s
health and well-being but they face a multitude of problems that need to be addressed by
organizational leadership. By analyzing the TL of hospital leaders and the levels of
healthcare employees’ AC and their performance, the quality of patient care and hospital

performance can be improved.

A survey was developed to collect the data, meeting the aims of the study, and assuring
the anonymity and confidentiality of the participants’ answers. TO reduce common
method biases, we have fulfilled certain criteria (Podsakoff et al., 2003), notably: (a) there
was randomness in the ordering of multiple items; (b) we did not use scales with bipolar
numerical values or assign verbal designations for the midpoints of the scales. The items
were translated from English into Turkish by a first bilingual speaker and then
independently back-translated into English by a second bilingual speaker (Brislin, 1980).
The hospital’s HR department provided a list of all employees and their e-mail addresses.
Eight hundred and fifty questionnaires were distributed, 498 were returned and 22 of them
were excluded because they were incomplete. Of the 476 respondents, 57,4% were
female and 72,5% were aged between 25 and 44 years (s.d.=,944/ coded in the following
way: 18-24; 25-34; 35-44; 45-55; >55). With regard to the level of education, 67% are
graduated (s.d.=,556/ coded in the following way: high school; graduate; post graduate).

We have taken the option of using bootstrapping (Efron, 1992). Bootstrapping brings the
advantage of calculating data using n replicas of our original sample, thus helping to
calculate standard error, notably, in case of distributional assumptions violation (Efron &
Tibshirani, 1985). As such, using this technique provides added protection while using
SEM data analysis procedures. Given the characteristics and the advantages of using
bootstrapping technique in SEM models, we have made the option of using bootstrapping

while calculating our data.
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3.2 Measures

The variables were operationalized through scales validated in the literature. Following
Podsakoff and colleagues’ (2003) recommendations, in order to control for the impact of
common method variance, we have performed the Harman test (1967) which suggested
that the data was robust to common method variance, by pointing out that a single factor

did not emerge that accounted for the majority of the covariance among the measures.

Respondents were asked to indicate the level of applicability the indicators of the different
measures on a seven-point Likert scale (1: does not apply to me at all; 7: applies

completely to me).

The study measures TL through fifteen items proposed by Rafferty and Griffin (2004).
Sample items included: “Encourages people to see changing environments as situations
full of opportunities” and “Considers my personal feelings before acting”. Cronbach’s

alpha was ,93.

Based on relevant studies in the literature on TL (e.g., Aryee and Chu, 2012; Boerner et
al., 2007; Fu et al., 2010; Gyensare et al., 2016; Mesu et al., 2015; Yucel et al., 2014;
Yukl, 2006), this variable was considered an uni-dimensional construct.

The study measures AC through three items proposed by Rego et al. (2011). Sample items
included: “T am proud to tell others that I am part of this organization” and “I feel like

«part of the family» at my organization”. Cronbach’s alpha was ,84.

To measure IP, the study uses four items from Rego and Cunha (2008). Sample items
included: “I am happy with the quality of my work output” and “My manager believes I

am an efficient worker”. Cronbach’s alpha was ,93.

4. Results and Analysis

We have tested our study hypotheses with Structural Equation Modelling (SEM) using

Amos software. For estimating the goodness-of-fit, we will report the Root Mean Square

Error of approximation (RMSEA) (Steiger and Lind, 1980), Comparative Fit Index (CFI)

(Bentler, 1990), Tucker-Lewis Index (TLI) (Tucker-Lewis, 1973) and y? values. In
12



accordance with some authors (Browne and Cudeck, 1993; Hulland et al., 1996), we will
consider a model with CFI and TLI values ranging from <0.90 to <0.95 combined with
RMSEA values ranging from <.10 to .08 to be acceptable, and CFl and TLI values > 0.95
combined with RMSEA <.08 to be very good.

Table 1 presents the descriptive statistics and the correlations matrix of the model’s
variables. Our results provide evidence that gender and age are significantly correlated
(r=.125; p<.01). It is also possible to see that age and TL are also correlated with each
other (r=.10; p<.05), as well as education and IP (r=.116; p<.05). Results also show that
the variables of our analysed model are significantly correlated between themselves [TL-
IP (r=.310; p<.01)/ TL-AC (r=.656; p<.01)/ AC-IP (r=.388; p<.01)]. It is also possible to
verify that IP is perceived positively in this organization (mean = 5.51; s.d. = 1.38). As
for AC, it is possible to see that workers’ AC is placed in the middle point of the scale,
evidencing some degree of indifference regarding how workers are seen as having an
affective bond with the organization (mean = 4.00; s.d. = 2.02). Lastly, perceptions of TL
are placed below the middle point of the scale (mean= 3.58; s.d. =1.38), implying that
workers may see the organization as having transformational leaders below the desirable

level.
[Table 1 near here]

These results provide support for the study’s first, second and third hypothesis (H1, H2
and H3). These results suggest that how the leadership style is developed and applied in
the organization positively affects how workers develop an affective bond with the
organization, and also how workers perform. In addition, results also provide support
regarding how the affective bond with the organization is positively and significantly

related with employees’ performance.

Following the analysis with respect to the mediational hypothesis (H4) and the goodness-
of-fit of the theoretical model, results showed acceptable fit to the data (> (57) =667.141,
p=.000; RMSEA =.092; CFl =94; TLI =.93). The single factor model revealed
unacceptable fit indices (y? (54) =1970.923, p=.000; RMSEA =.169; CFI =.77; TLI =.75).
Table 2 provides the fit indices and Figure 1 presents the Analysed Model.

[Table 2 near here]
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[Figure 1 near here]

In order to access the mediational effect if this mediation is either partial or total, we have
made reference to the procedure recommended by Kenny and Judd (1984) for assessing
mediational effects using SEM, and report the direct, indirect and total effects
(standardized effects). Table 3 provides the standardized total, indirect and direct effects,

for the purposes of testing the mediation hypothesis.

[Table 3 near here]

Results have shown that the direct effect of TL on IP is non-significant (Direct Effect
=.076; p>.05), and the total effect on IP is significant (Total Effect=.327; p<.01), as well
as the indirect effect through AC (mediator) (Indirect Effect=.251; p<.01). According to
these results, the fourth hypothesis (H4) of our study is supported, showing a total

mediation effect of AC in the relation between TL and IP.

5.Discussion and Conclusions

5.1. Discussion

The results indicate that transformational leaders induce followers’ AC and this is
consistent with other studies (Allen and Meyer, 1996; Bycio et al., 1995; Kark et al.,
2003; Podsakoff et al., 1996; Meyer et al., 2002; Rafferty and Griffin, 2004; Shamir et
al., 1993; Yucel et al, 2014). TL causes employees to perceive that the organization
supports, values and cares them and leads to attachments among the organization’s

members and develop a high level of AC to the organization.
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This relationship should be reciprocal and it can be explained by the social exchange
theory (Leroy et al., 2012). In organizations, social exchanges are relevant because they
can be decisive regarding organizational and individual performance. They can be used
to explain the link between employee perceptions of workplace aspects and their
subsequent attitudes and behaviours. These exchanges are characterised by co-operation
and reciprocity, that is, when one partner provides a benefit to another, the act produces a
sense of obligation on the part of the latter to reciprocate at some point in the future.
Specifically, based on the norm of reciprocity, transformational leaders, through
inspiration and high expectations they have for employees, their vision for the
organization and the support they provide that fosters social support, teamwork, self-
actualization, and goal achievement, they thus increased levels of commitment among
employees (Simosi and Xenikou, 2010). Therefore, employees who develop high quality
exchanges with their transformational leaders reciprocate by displaying positive attitudes,

such as, AC.

In the same vein, TL may be an effective mechanism to improve employees’ IP as shown
by our results and literature reviewed (Biswas, 2014; Camps and Rodriguez, 2011;
Nielsen et al., 2009; Tse and Chiu, 2014; Vecchio et al.,2008; Yulk, 2010). Employees
who work under transformational leaders understand the organizational vision and
mission very clearly and consequently perform better (Avolio, 1999). Such leaders
enhance employees’ expectations and recognition of their work and increase employees’
IP through TL behaviors such as individual attention, inspiration, intellectual stimulation,

and motivation.

This relationship can be understood as a reciprocal exchange because employees become
committed to producing better job outcomes when they are valued by leaders. In other
words, if the employees receive important and valuable leader’s support, driven by a sense
of obligation, and based on the principle of mutual benefit, not only do they reveal AC,

they also show enhanced performance to help the organization to achieve its goals.

The current study reveals a full mediation of AC in the relationship between TL and
employees’ IP. It suggests that transformational leaders adopt behaviors that motivate
followers to perform and identify with organizational goals and interests and have the
capacity to motivate employees beyond expected levels of work performance. As a result,

employees feel affectively committed and personally rewarded through work, and their
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performance is enhanced.

In sum, transformational leaders through charisma, inspirational motivation, intellectual
stimulation and individualized consideration, create an environment where employees
develop a sense of organizational identification and have more a positive leader-member
exchange relationship. Also employees should be more affectively to the organization,

more satisfied, and more productive (Hendrix et al., 2015).
5.2 Limitations and Future Studies

This study presents several limitations. First, TL, AC and IP were measured from the same
individuals using the same questionnaire at a single time. This raises the risk of
introducing common method variance (Podsakoff et al., 2003). To address this concern,
some preventative methods were undertaken, such as the Harman test and other
procedures described earlier. Future research may explore the effect of TL on subordinate
outcomes using longitudinal designs or via a multiple-source method. Second, the study
included only one mediating variable, but others are plausible. For example, it is possible
that TL develops wellbeing and engagement which in turn, increases employees’
performance. Third, moderating variables were not included. Future research may test,
for example, the degree to which some personal characteristics moderate the relationships
between TL and the dependent variables. Moreover, future studies, particularly
experimental studies, may explore these effects under a variety of task scenarios. The
different scenarios can be used to explore the effects of TL on subordinate outcomes

moderated by other variables.
5.3 Theoretical Contributions

From a theoretical perspective, the present study confirms the results of prior studies that
found positive effects of TL on employees’ AC and performance (Biswas, 2014; Camps
and Rodriguez, 2011; Kark et al., 2003; Meyer et al., 2002; Nielsen et al., 2009; Rafferty
and Griffin, 2004; Tse and Chiu, 2014; Vecchio et al., 2008; Yucel et al., 2014; Yulk,
2010). Therefore, the current findings support theoretical results that suggest the quality
of relationships between leaders and followers may play an important role in the extent

to which followers develop positive attitudes and behaviors.
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This study answers the call for further research from those who have argued that more
information is needed to understand the process through which TL influences employees’
performance (Avolio et al., 2009). Then, the present research sought to integrate TL, AC
and individual performance into a single conceptual model. It also constitutes an answer
to a call for research on the mediating mechanism in the TL process (Judge et al., 2006),
as the mediation effects explain the conditions in which TL is related to the favorable
outcomes. Therefore, this study addressed significant research gaps by testing the relevant
variables’ mediating effects. It provides a more comprehensive understanding of how TL

can relate to individual performance through AC’s mediating role.

5.4 Implications for management

This study makes a significant practical contribution by providing advice to leaders and
organizations on how to create an atmosphere of admiration, loyalty, respect,
participation and involvement for employees which will in turn help to enhance their
commitment and performance. Therefore, organizations must seek those with TL ability

because they bring special assets to their organizations.

With this knowledge, organizations should select, develop and invest in leaders who
adopta TL style. These leaders (1) communicate a compelling vision, (2) provide symbols
and emotional appeals to increase awareness of mutual goals, (3) develop team spirit in
followers, (4) facilitate the efforts of followers to become more innovative and creative,
(5) stimulate followers to adopt new work perspectives, (6) provide a supportive climate,
(7) listen to the individual needs of the followers, (8) treat followers with respect, (8)
facilitate individual growth by inspiring, coaching, teaching, mentoring and (10) delegate

to help followers achieve their tasks and grow through individual challenges.

In sum, developing positive leadership styles (such as TL) and improving employee
attitudes (such as AC) are important strategies to promote employees’ performance.
Results of this research were expected to be beneficial to the management of healthcare
services in showing that the TL style used by supervisors might engender a sense of AC

among healthcare staff that would lead to a performance improvement.
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Table 1. Correlation Matrix, Means and Standard Deviations

Mean S.D Gender Age Edu. TL AC IP

Gender - - 1

Age - - 125** 1

Education - - -.058 .036 1

Transf. Leadership (TL) 358 147 -.030 -.10* .067 (.93)

Affective Commitment (AC) 400 202 -005 -090 .042 .656** (.84)
Individual Performance (IP) 551 138 -.002 -015 .116* .310** .388** (.93)

**p<.01; * p<.05; Cronbach Alpha reported in parenthesis
Gender: 0 for female; 1 for male

Age: 1 for 18-24; 2 for 25-34; 3 for 35-44; 4 for 45-55; 5 for >55
Education: 1 for high school; 2 for graduate; 3 for post graduate.

Table 2. Fit indices

x2 (df) RMSEA TLI CFI
Model 1 Theoretical model 667.141 (57); p=.000 0.092 0.93 0.94
Model 2 Single-factor model 1970.923 (54); p=.000 0.169 0.75 0.77

Table 3. Theoretical Model’s standardized total, indirect and direct effects

Path Total Effect  Indirect Effect  Direct Effect
(T.E) (LE) (D.E)
Transf. Lead. (TL) — Ind. Perform. (1P) 327** .251%* .076

**p<01
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Figure 1. Analysed Model
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