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ABSTRACT 
This research is undertaken with a purpose to investigate the impact of transformational 

leadership on employees’ performance by considering the mediating role of their organizational 

commitment. For this, the authors used questionnaires and documented the responses from 

231 female nurses in various hospitals operating in Riyadh, Saudi Arabia. For anlaysis purpose, 

the study applied a descriptive, correlational, and regression research designs. The findings 

revealed that organizational commitment had a mediating role between the transformational 

leadership and employees’ (nurses’) job performance. Moreover, transformational leadership 

positively affects the job performance through their commitment to hospitals. The study 

suggests that hospital’s management must do the necessary arrangements in order to 

implement and practice the transformational leadership to further enhance the job 

performance of their paramedical staff. This study recommends the future research to be 

conducted on a much larger scale by taking the other forms of leadership and their impact on 

employees’ performances. 
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INTRODUCTION 

In the contemporary work environment, organizations are facing unlimited 

challenges in their ways of achieving the organizational goals. For instance, their 

customers demand high-quality goods and services at affordable price (Almutairi, 

2016; Alade & Windapo, 2020)1. Hence, the significance of employees’ 

commitment and performance has been increased in demand as compared to 

previous years. In this regard, Deal and Kennedy (2000) has already suggested 

that the performance the employees and in turn, the organizations might be 

enhanced by promoting commitment in the organizational culture. Researchers 

are agreed that the individual employee’s performance is accumulated into the 

overall organizational performance (Fontannaz & Oosthuizen, 2007)2. In addition, 

the individual employee’s performance is enhanced by the organizational 

commitment; hence, higher the commitment, higher will be their performance 

(Suliman & Iles, 2000; Liou, 2008; Rantesalu et al., 2017; Paramita et al., 

2020)3. Furthermore, as reported by Wasti (2003), organizational commitment 

has also a negative relationship with employees’ turnover ratio which in turn 

enhances their performance (Jaramillo et al., 2005)4. Besides this, a better 

employee’s performance leads to an enhanced organizational effectiveness 

(Cummings & Schwab, 1973)5. Along with these obvious factors, the leadership 

style has also an important role to play in enhancing their overall performance. 

Hence, a competent leadership has great influence over their employees in the 

organization to produce higher outcomes (Mosadeghard, 2003)6. A very strong 

stream of literature has shown significant relationship among employee’s 

commitment, his performance with the leadership style (see Dionne et al., 2004; 

Bass & Riggio, 2006; Sergent & Stajkovic, 2020)7. These studies have witnessed 

a strong positive impact of effective leadership styles on the employees’ 

commitment and in turn the performance of the firms. Despite all these 

documented empirical works, there is little known to the academics about the 

 

1 Alade, K., & Windapo, A. O. (2020). Developing effective 4IR leadership framework for construction 

organisations. Engineering, Construction and Architectural Management 
2 Fontannaz, S., & Oosthuizen, H. (2007). The development of a conceptual framework to guide sustainable job 

performance. South African Journal of Business Management, 38(4), 9-19. 
3 Suliman, A., & Iles, P. (2000). Is continuance commitment beneficial to organizations? Commitment-performance 

relationship: A new look. Journal of Managerial Psychology, 15(5), 407-422. 

http://dx.doi.org/10.1108/02683940010337158 
4 Jaramillo, F., Mulki, J. P., & Marshall, G. W. (2005). A meta-analysis of the relationship between organizational 

commitment and salesperson job performance: 25 years of research. Journal of Business Research, 58(6), 705-714. 

http://dx.doi.org/10.1016/j.jbusres.2003.10.004 
5 Cummings, L., & Schwab, D. (1973). Performance in organizations: Determinants and appraisal. Scott 

Foresman.Glenview, Illinois. 
6 Mosadeghard, A. M. (2003). The Role of Participative Management (Suggestion System) in Hospital Effectiveness 

and Efficiency. Research in Medical Sciences, 8(3), 85-89. 
7 Dionne, S. D., Yammarino, F. J., Atwater, L. E., & Spangler, W. D. (2004). Transformational leadership and team 

performance. Journal of Organizational Change Management, 17(2), 177-193. 

http://dx.doi.org/10.1108/09534810410530601
http://dx.doi.org/10.1108/02683940010337158
http://dx.doi.org/10.1016/j.jbusres.2003.10.004
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mediating role organizational commitment between transformational 

leadership style and employee’s performance (Yousef, 2000; Yeh & Chien, 2012). 

The authors of this study strongly believe that this study would definitely add to 

the existing body of knowledge by empirically investigating the impact of 

transformational leadership on the performance of the nursing employees in Suadi 

hospitals by taking the mediating role of organizational commitment. We are 

optimistic that the findings of our study would help the leaders in a better 

understanding of the impacts of their leadership styles on the employees 

commitment and their performance in the hospitals of Suadi Arabia. This study is 

consisted on 5 sections; the first section introduces the background of the study, 

the second section presents the existing and relevant literature, the third section 

explains the methodology, the results and discussion is reported in fourth section, 

and the fifth section concludes the study. 

 
1. LITERATURE REVIEW 

 

To get a better understanding of the phenomenon on hand, this section 

provides adequate discussion on each factor of the study from the existing 

documented scholarly works. 

 
1.1 Leadership and its Styles 

According to Kuchler (2008)8, leadership is the most studied and 

documented theme all over the world. The role and importance of leadership in 

the effectiveness of contemporary organization is quite visible and agreed upon. 

In the presence of plethora of definitions given by numerous authors, it is never 

easy to define leadership. However, most commonly leadership is considered as a 

process that completes with the interaction between the leader and the 

follower(s). In this process, the leader is capable to influence the follower to 

achieve the desired and mutual goal (see Yukl, 2005; Northouse, 2010)9. 

Leadership’s “style” is the approach by which leaders influence the followers, give 

them directions, and get their goals (Amirul & Daud, 2012)10. Depending upon the 

leadership style that is adopted by the leaders might either motivate or 

demotivate the followers and in turn their performance might increase or 

decrease respectively (Belonio, 2012)11. All this made numerous researchers to 

work on various leadership styles and developed a number of leadership theories. 

8 Kuchler, W. J. (2008). Perceived leadership behavior and subordinates’ job satisfaction in Midwestern NCAA 

Division III athletic departments. The Sport Journal, 11(2), 23-35. 
9 Northouse, P. G. (2010). Leadership, theory and practice (5th ed.). Thousand Oaks, CA: Sage. 
10 Amirul, S. R., & Daud, N. (2012). A study on the relationship between leadership styles and leadership 

effectiveness in Malaysian GLCs. European Journal of Business and Management, 4(8), 193-201. 
11 Belonio, R. (2012). The Effect of Leadership Style on Employee Job satisfaction and Performance of Bank 

http://www.ccsenet.org/ijbm
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These leadership theories could further be divided into four different 

categories based on: “trait”, “behavior”, “contingency”, and either 

“transformational” or “transactional” (see Doyal & Smith, 1999)12. However, more 

recently, the researchers have more focused on the “transformational” and 

“transactional” traits of leadership over the other leadership traits. In 

transformational leadership style, a leader enhances the awareness level of his 

followers about the value from desired results and expands their needs and wants 

accordingly (Bass, 1985)13. One step ahead, Schepers et al. (2005)14 argued that 

transformational leadership enstil creativity and analytical problem solving 

abilities in their followers and they become highly equipped to understand and 

resolve their work issues in a better way. Transformational leaders also have the 

capability to reduce the job related stress of their employees and hence minimizes 

the burnout effects (Gill et al., 2006)15. In a nut shell, the transformational 

leadership brings more satisfaction and overall positive effects for their employees 

in the work environment (see Kirkpatrick & Locke, 1996; Parry, 2000; Farler & 

Haan, 2021)16. The transformation leadership style as compared to other forms of 

leaderships has the advantage to enhance the loyalty of its followers and hence, 

increase the trust and self-esteem for them (Barling et al., 1996; Nothouse, 

2009)17. Therefore, the transformational leadership is considered as the best form 

of leadership where the leader-follower relationship nurtures and they are highly 

motivated as compared to the transactional leadership (Panagopoulous & 

Dimitriadis, 2009)18. Mosadeghard (2003) reported several leadership styles 

including “autocratic”, “bureaucratic”, “laissez-faire”, “democratic”, “participative”, 

“situational”, “transactional”, and “transformational” etc. However, he concluded 

that in contemporary work environment the leadership style is shifting from 

autocratic to democratic and from transactional to transformational leaderships 

(the same was also reported by Dess et al., 1998)19. Researchers have identified 

a number of characteristics for the effective leadership styles including: 

 
12 Doyle, M. E., & Smith, M. (1999). Born and bred?: Leadership, heart and informal education. London: YMCA 

George Williams College 
13 Bass, B. M. (1985). Leadership and performance beyond expectations. New York: Free Press. 
14 Schepers, J., Wetzels, M., & de Ruyter, K. (2005). Leadership styles in technology acceptance: Do followers 

practice what leaders preach? Managing Service Quality, 15(6), 496-508. 

http://dx.doi.org/10.1108/09604520510633998 
15 Gill, A. S., Flaschner, A. B., & Shachar, M. (2006). Mitigating stress and burnout by implementing 

transformational-leadership. International Journal of Contemporary Hospitality Management, 18(6), 469-481. 

http://dx.doi.org/10.1108/09596110610681511 
16 Kirkpatrick, S. A., & Locke, E. A. (1996). Direct and indirect effects of three core charismatic leadership 
17 Barling, J., Weber, T., & Kelloway, E. K. (1996). Effects of transformational leadership training on attitudinal and 

financial outcomes: A field experiment. Journal of Applied Psychology, 81(6), 827. http://dx.doi.org/10.1037/0021- 

9010.81.6.827 
18 Panagopoulous, N., & Dimitriadis, S. (2009). Transformational Leadership as a Mediator of the Relationship 

between Behavior-based Control and Salespeople’s Key Outcomes. European Journal of Marketing, 43(7), 1008- 

1031. 
19 Dess, G. G., Picken, J. C., & lyon, D. W. (1998). Transformational Leadership. Journal of Managerial Issues, 10, 

http://dx.doi.org/10.1108/09604520510633998
http://dx.doi.org/10.1108/09596110610681511
http://dx.doi.org/10.1037/0021-
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innovation, motivation, vision, and hope. Most of these traits are the 

natural incredients of the “transformational” leaders; hence, making it a best 

leadership style among all other types. Moreover, transformational leadership is 

the most effective when it comes to retaining the employees in the organizations 

(see e.g. Fletcher, 2001; Dvir et al., 2002; Berggren & Severinsson, 2003; 

Marques et al., 2021)20. To sum, majority of the researchers are unanimously 

agreed upon on the fact that transformational leadership is the most effective 

leadership style that motivates the followers the most as compared to other styles 

of leaderships (Kirkman et al., 2009)21. This is the reason that this study has 

taken it for the evaluating the factor of job performance of the employees. 

 
1.1 Employee Performance 

One of the significant determinant of organizational performance is the 

employee’s job performance (Wall et al., 2004)22. Employee’s performance is the 

measurement of an individual’s contribution towards a task in terms of both 

quality and quantity (Schermerhorn, 1989). Furthermore, the employee’s 

performance is the collection of employees behavior that might be measured, 

monitored, and evaluated in terms of achievement at individual’s level 

(Munchinsky, 2003)23. As explained by Schermerhorn (1989)24, when a mission is 

accomplished it leads to employee’s performance in terms of both quality and 

quantity. Keeping in view the importance of employee’s performance, numerous 

researchers have conducted their studies in this area (Park et al., 2003; Tessema 

& Soeters, 2006; Kahya, 2009; Phoung & Vinh, 2020)25. The performance of 

nurses in the hospitals is measured by the duties the performed. Performance at 

individual level of employees help in achieving and implementation of 

organizational strategies (Amos et al., 2004)26. 

 
1.2 Organizational Commitment 

Among the most researched topics in the area of organizational behaviour, 

the “organizational commitment” is one of them (Wasti, 2003). The reson might 

20 Fletcher, C. E. (2001). Hospital RNs' job satisfactions and dissatisfactions. Journal of Nursing 

Administration,31(6), 324. http://dx.doi.org/10.1097/00005110-200106000-00011 
21 Kirkman, B. L., Chen, G., Farh, J. L., Chen, Z. X., & Lowe, K. B. (2009). Individual power distance orientation 

and follower reactions to transformational leaders: A cross-level, cross-cultural examination. The Academy of 

Management Journal ARCHIVE, 52(4), 744-764. http://dx.doi.org/10.5465/AMJ.2009.43669971 
22 Wall, T. D., Michie, J., Patterson, M., Wood, S. J., Sheehan, M., & Clegg, C. W. et al. (2004). On the validity of 

subjective measures of company performance. Personnel Psychology, 57(1), 95-118. 

http://dx.doi.org/10.1111/j.1744-6570.2004.tb02485.x www.ccsenet.org/ijbm International Journal of Business 

and Management Vol. 11, No. 1; 
23 Muchinsky, P. M. (2003). Psychology Applied to Work. (7th ed. ed.). Belmont, CA:: Wadsworth. 
24 Schermerhorn, J. R. (1989). Mnagement for productivity (3rd ed.). New York: John Wiley and Sons. 
25 Park, H. J., Mitsuhashi, H., Fey, C. F., & Björkman, I. (2003). The effect of human resource management 

practices on Japanese MNC subsidiary performance: A partial mediating model. The International Journal of Human 

Resource Management, 14(8), 1391-1406. http://dx.doi.org/10.1080/0958519032000145819 
26 Amos, T. L., Ristow, A., & Ristow, L. (2004). Human Resource Management (2nd ed.). Lansdowne: Juta and 

http://dx.doi.org/10.1097/00005110-200106000-00011
http://dx.doi.org/10.5465/AMJ.2009.43669971
http://dx.doi.org/10.1111/j.1744-6570.2004.tb02485.x
http://dx.doi.org/10.1111/j.1744-6570.2004.tb02485.x
http://dx.doi.org/10.1080/0958519032000145819
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be the significance of it while determining the objectives of the 

organization, the turnover and absenteeism of the employees, and their 

productivity (see Bushra et al., 2011)27. Organizational commitment is explained 

in different ways by different authors. For instance, it is referred to the 

sentiments which drive employees to be the parts of the organizations to be 

associated with the goals and values of these organizations (Henkin & Marchiori, 

2003)28. 

Some researchers have defined it as an attitude that reflects the 

employees’ loyalty with their organizations (e.g. Luthans, 2005)29. A more 

comprehensive definition of organizational commitment would include three main 

factors i.e. a firm belief and acceptance in organizational values and goals by 

employees; their willingness to put substantial efforts to develop the 

organizationa; and a high inspiration to maintain the organizational position 

(Mowday et al., 1979)30. In a similar fashion, organizational commitment was 

supposed to have three major factor includeing “affective commitment”, 

“continuous commitment”, and “normative commitment” (Mayer & Allen, 1991)31. 

Additionally, they further defined an “affective commitment” to the employee’s 

emotiona attachment with their organization that comprised of beliefs and desires 

regarding organization’s goals achievements. This “continuous commitment” 

explains the employee’s obligatory feelings to be attached to the organization. 

Lastly, the “normative” commitment is grounded upon the cost commited by the 

employee if he wishes to leave the organization. Nonetheless, the “affective” 

commitment is comparatively more significant for employees and considered as 

highly benefical to organization (Meyer & Allen, 1997)32. In addition, “affective” 

commitment has gained significant attention in the existing literature (see such as 

Mathieu & Zajac, 1990; Meyer et al., 2002)33. Employees who are affectively 

committed to their organizations owns the qualities which include positive 

reactions towards their work environment and motivation to contribute to the 

goals of their organizations (Meyer & Allen, 1997)32. Throughout this study, the 

organizational commitment actually reflects the affective commitment. 

27 Bushra, F., Usman, A., & Naveed, A. (2011). Effect of Transformational Leadership on Employees’ Job 

Satisfaction and Organizational Commitment in Banking Sector of Lahore (Pakistan). International Journal of 

Business and Social Science, 2(18), 261-267. 
28 Henkin, A. B., & Marchiori, D. M. (2003). Empowerment and organizational commitment of chiropractic faculty. 

Journal of Manipulative and Physiological 
29 Liou, S. (2008). An analysis of the concept of organizational commitment. Nursing Fórum, 43(3), 116-125. 

http://dx.doi.org/10.1111/j.1744-6198.2008.00103.x luthans, F. (2005). Organizational Behavior (10th ed.). New 

York: McGraw-Hill. 
30 Mowday, R. T., Steers, R. M., & Porter, L. W. (1979). The measurement of organizational commitment. Journal 

of Vocational Behavior, 14(2), 224-247. http://dx.doi.org/10.1016/0001-8791(79)90072 
31 Meyer, J. P., & Allen, N. J. (1991). A three-component conceptualization of organizational commitment. Human 
Resource Management Review, 1(1), 61-89. http://dx.doi.org/10.1016/1053-4822(91)90011-Z 
32 Meyer, J. P., & Allen, N. J. (1997). Commitment in the workplace: Theory, research, and application. Thousand 
Oaks, CA.: Sage publications, inc. 
33 Mathieu, J. E., & Zajac, D. M. (1990). A review and meta-analysis of the antecedents, correlates, and 
consequences of organizational commitment. Psychological Bulletin, 108(2), 171-194. 

http://dx.doi.org/10.1037/0033-2909.108.2.171
http://dx.doi.org/10.1111/j.1744-6198.2008.00103.x
http://dx.doi.org/10.1016/0001-8791(79)90072
http://dx.doi.org/10.1016/1053-4822(91)90011-Z
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1.1 Connection among Transformational Leadership, Employees’ 

Performance, and Organizational Commitment 

The existing literature shows a significant impact of leadership style on the 

employee’s commitment towards the organization. These studies have reported 

that if the employees in the organizations have a pleasant relationship with their 

leaders they feel strong attachment to their organizations (Stup, 2006)34. Leaders 

have the ability to influence the behavior of their followers; hence, they are 

expected to develop the commitment of employees towards the organization to 

achieve the organizational objectives. In this connection, the role of leadership 

style is very critical that affects the commitment level of their employees 

(Ramachandran & Krishnan, 2009)35. According to Chen and Aryee (2007)36, the 

organizational commitment shows that individual’s goals are identical to the 

organizational goals and these encourage employees’ productivity and loyalty to 

their organizations. Therefore, organization’s commitment may increase the 

employees’ performance. The leadership style might have impacts on the 

behavior, satisfactions, and performance that might in turn impact the levels of 

organizational commitment (see Bass, 1985)37. Nonetheless, several researches 

have linked the “transformation” leadership style to the employees’ performance 

(such as Raja & Palanichamy, 2011)38. A significant positive impact of 

transformational leadership on employees’ performance was reported by several 

research studies (see e.g. Geyery & Steyrer, 1998; Dvir et al., 2002; Howell et 

al., 2005; Deluga & Souza, 2011; Donkor et al., 2021)39. They found significant 

relationship between the two factors. Similarly, along with employee’s 

performance a significant and positive impact of transformational leadership on 

organizational commitment was also reported by Thamrin (2012)40. There are 

also a group of researchers who have examined the impact of organizational 

commitment on employee’s performance. In this regard, the studies conducted by 

Morris and Sherman (1981)41 and Meyer et al. (1989) revealed that 

organizational commitment is a significant determinant of employee performance. 

 

34 Stup, R. E. (2006). Human resource management and dairy employee organizational commitment: Pennsylvania 

State University. 
35 Ramachandran, S., & Krishnan, V. (2009). Effect of transformational leadership on followers’ affective and 

normative commitment: Culture as moderator. Great Lakes Herald, 3(1), 23-38. 
36 Chen, Z. X., & Aryee, S. (2007). Delegation and employee work outcomes: An examination of the cultural 

context of mediating processes in China. Academy of Management Journal, 50(1), 226-238. 

http://dx.doi.org/10.5465/AMJ.2007.24162389 
37 Bass, B. M. (1985). Leadership and performance beyond expectations. New York: Free Press. 
38 Raja, A. S., & Palanichamy, P. (2011). Leadership styles and its impact onoganizational commitment. The 

Journal of Commerce, 3(4), 17-18. 
39 Geyery, A. L. J., & Steyrer, J. M. (1998). Transformational leadership and objective performance in banks. 

Applied Psychology, 47(3), 397-420. http://dx.doi.org/10.1111/j.1464-0597.1998.tb00035.x 
40 Thamrin, H. M. (2012). The influence of transformational leadership and organizational commitment on job 

satisfaction and employee performance. International Journal of Innovation, Management and Technology,3(5), 

566-572. 
41 Morris, J. H., & Sherman, J. D. (1981). Generalizability of an organizational commitment model. Academy of 

http://dx.doi.org/10.2307/255572
http://dx.doi.org/10.5465/AMJ.2007.24162389
http://dx.doi.org/10.1111/j.1464-0597.1998.tb00035.x
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Besides these initial studies, some latest studies have also shown same 

results for these two factors (see for example, Suliman & Iles, 2000; Meyer et 

al., 2002; Chi et al., 2007; Rusmawati & Indriati, 2020)42. Specifically, a positive 

significant impact of transformation leadership style on the organizational 

commitment was explored by Barbuto (2005), Lee (2010), and Mert et al. 

(2010). On the other hand, the mediating effect of organizationa 

commitment between transformational leadership style and employee’s 

performance was also exposed by some researchers (see e.g. Clugston, 

2000; Suliman, 2002; Wang, 2006; Chi et al., 2007; Ying & Ahmad, 2009; Yeh 

& Hong, 2012; Rusmawati & Indriati, 2020)43. A somewhat similar study but 

with slightly different results conducted by Wells and Peachey (2011)44 who 

combined the impact of leadership style, job satisfaction and the turnover 

intention of the employees with organizational commitment as mediator and 

reported the significant role of organizational commitment as mediator 

between the leadership style and employee job performance.Keeping in view the 

aforementioned discussion about the role of transformation leadership, 

organizational commitment, and employees’ job performance, this study proposes 

the following set of hypotheses for further analysis: 

 
H1: Transformation leadership has a significant impact on 

employees’ performance. 

H2: Transformation leadership has a significant impact on the 

organizational commitment. 

H3: The affective organizational commitment has a significant impact 

on employee’s performance. 

H4: The affective organizational commitment has a mediating role in 

explaining the relationship between transformational leadership and 

employees’ performance. 

2. RESEARCH METHODOLOGY 

2.1 Study Design and Sample 

The study is descriptive and correlational in nature and in design. 

Moreover, the data regarding the sample respondents were collected via 

 

42 Suliman, A., & Iles, P. (2000). Is continuance commitment beneficial to organizations? Commitment- 

performance relationship: A new look. Journal of Managerial Psychology, 15(5), 407-422. 

http://dx.doi.org/10.1108/02683940010337158 
43 Clugston, M. (2000). The mediating effects of multidimensional commitment on job satisfaction and intent to 

leave. Journal of Organizational Behavior, 21(4), 477-486. http://dx.doi.org/10.1002/(SICI)1099- 

1379(200006)21:4<477::AID-JOB25>3.0.CO;2-7 
44 Wall, T. D., Michie, J., Patterson, M., Wood, S. J., Sheehan, M., & Clegg, C. W. et al. (2004). On the validity of 

subjective measures of company performance. Personnel Psychology, 57(1), 95-118. 

http://dx.doi.org/10.1111/j.1744-6570.2004.tb02485.x www.ccsenet.org/ijbm International Journal of Business 

http://dx.doi.org/10.1108/02683940010337158
http://dx.doi.org/10.1002/(SICI)1099-
http://dx.doi.org/10.1111/j.1744-6570.2004.tb02485.x
http://dx.doi.org/10.1111/j.1744-6570.2004.tb02485.x
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questionnaire. Four largest public sector hospital including “King Fahad National 

Guard Hospital”, “Shimasy Hospital”, “Yamama Hospital”, and “the Military 

Hospital” from Riyadh city were included in the population of the study. For 

deriving the sample from the population, a “simple random sampling (SRS)” 

technique under the random sampling was chosen based on its vast applicability 

and acceptability. Initially, a total of two hundred and eighty (280) questionnaires 

were distributed among the femal nursing staff in these four hospitals. However, 

out of these 280 questionnaires only 242 were returned back to the author of this 

study by these respondents. Furthermore, even in these 242 questionnaires, the 

author has to exclude eleven (11) questionnaires as the the responses in them 

were “invalid”. Hence, the final sample was reduced to only 231 questionnaires 

that signified a 82.5% of response rate. 

2.1 Measurement of the Responses 

The questionnaire for data collection was adopted from Bass and Avolio 

(199545) who used a “Multifactor Leadership Questionnaire (MLQ)” to measure the 

“transformational leadership style” as an independent factor. Furthermore, the 

questionnaire instrument comprised on twenty items that were measured on a 

five-point Likdert scale (i.e. starting from “1” for “not at all”, “2” for “once in a 

while”, “3” for “sometimes”, “4” for “ fairly often”, and “5” for “frequently, if not 

always”). To measure the “employee’s job performance” which is the dependent 

variable of the study, the designed suggested by Stevens et al. (1978) wase used 

that examined four items applying the five-point Likert scales i.e. “1” for “very 

low” to “5” for “very high”. On the scale, the first and second items were denoting 

the “quality” and “productivity” respectively and the third and fourth items were 

observing the “employee’s performance” in comparison to other similar peer’s 

jobs. To measure our mediating variable i.e. “effective organizational 

commitment”, the authors used the questionnaire applied by Meyer, Allen, and 

Smith (1993) and Meyer and Allen (1997). For this purpose, the questionnaire 

contained eighteen items i.e. six items against each scale. The responses from 

the respondents were collected on a five-point Likert scale i.e. “1” for “strongly 

disagree”, “2” for “disagree”, “3” for “neither agree nor disagree”, “4” for “agree”, 

“5” for “strongly agree”. Nonetheless, this part of the instrument (questionnaire) 

comprises of several inverse statements. In accordance to Dillman (2007)46, this 

is suggested for the scalar response categories to have a consistent direction 

throughout the entire instrument. Thus, all these items are positively phrased. For 

instance, “I do not feel like ‘part of the family’ in my organization” has been 

modified to “I feel like ‘part of the family’ in my organization”. The reliability of 

45 Bass, B. M., & Avolio, B. J. (1995). Manual for the multifactor leadership questionnaire: Rater form (5X short). 

Palo Alto, CA: Mind Garden. 
46 Dillman, D. A. (2007). Mail and internet surveys: The tailored design method (2nd ed.). Hoboken, NJ: John Wiley 
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Nunnally, 1978), if reliability proves to be less than 0.6 then it is poor, 

if 0.7 then it is acceptable, and if the coefficient value is equal or greater than 

0.8 then it is considered as “good”. In our case, all the instruments proved 

to be “acceptable” given the criteria set by Nunnally (1978)47. Overall, the 

Cronbach Alpha values were 0.85, 0.77, and 0.74 for transformational 

leadership style, employee’s performance, and effective organizational 

commitment respectively. The summary statistics were reported in the form of 

“frequency” and “percentage” served to describe respondent’s features e.g. their 

ages and their number of years of experiences. To examine the relationship 

among the study variables i.e. transformation leadership (independent 

variable), effective organizational commitment (mediating variable), and 

employee’s job performance (dependent variable), this study applied the 

“Pearson’s Correlation Coefficient”. As a general rule (see Sekaran, 2003), the 

correlation between two variables happened to in the range from -1 to +1 (-1 

is perfectly inversely related and +1 is perfectly positively related). As 

suggested by Baron and Kenny (1986)48, to evaluate the mediating variable, a 3-

step regression is applied. The first step shows the impact of mediating variable 

on the independent variable. The second step shows the impact of independent 

variable on the dependent variable. Finally, the third step shows the results 

after the inclusion of mediating factor (Kiskis, 2017). The third step mainly 

focuses on the mediating variable and the effect of independent variable 

almost diminishes. This clearly indicates that the effective organizational 

commitment has a significant mediating effect between the transformational 

leadership and   employee’s job performance. A partial mediation would hold 

if the relationship between the independent variable is significant and smaller 

when the mediating is in the equation than when the mediator is not. 

Nevertheless, in a hierarchical (stepwise regression), the computation of any 

partial or semi-partial correlation are not important (Baron & Kenny, 1986)48. 

3. DATA ANALYSIS AND RESULTS 

3.1 Sample’s Demographics 

Table 1 below reports the data about the respondents including their age, 

experiences, frequencies, and percentages. So, according to this table, the total 

number of respondents of the study were 231. Furthermore, 21.2% of the 

respondents were from the age 20 to 26 years with 49 frequencies. Similarly, from 

27 to 33 years of the respondents were 37.5% and their frequencies were 86. 

23.1% of the respondents were in the range from 34 to 40 years with 

47 Nunnally, J. C. (1978). Psychometric theory. New York: McGraw-Hill. 
48 Baron, R. M., & Kenny, D. A. (1986). The moderator–mediator variable distinction in social psychological 

research: Conceptual, strategic, and statistical considerations. Journal of Personality and Social Psychology,51(6), 

http://dx.doi.org/10.1037/0022-3514.51.6.1173
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frequency equals to 53. The second half of the table shows about the 

experience status of the respondents in their respective organizations. For 

instance, 72 respondents were having 1 to 5 years experience, 59 were having 6 

to 10 years’ experience, 43 respondents having 11 to 15 years and only 17 and 16 

respondents were having 16 to 20 years and more than 21 years of experiences 

respectively. 

 
 

Table 1: Observations on Respondents’ Demographics 
Variables Frequencies Percentages 

Age (from 20 to 26 years) 49 21.2% 

Age (from 27 to 33 years) 86 37.5% 

Age (from 34 to 40 years) 53 23.1% 

Age (from 41 to 47 years) 23 9.8% 

Age (from 48 to 54 years) 11 4.9% 

Age (54 and more years) 09 4.1% 

Experience (from 01 to 05 years) 72 37.5% 

Experience (from 06 to 10 years) 59 32.3% 

Experience (from 11 to 15 years) 43 16.4% 

Experience (from 16 to 20 years) 17 8.9% 
Experience (21 and more years) 16 5.2% 

Source: Author’s own compilation from collected responses on the demographics 

 
 

3.2 Pearson’s Corrleation Test 

To examine the association among the study variables, this study applied 

the “Pearson’s Correlation” test (see table 2 below). From the table, it is cleared 

that the transformational leadership style has a significant correlation with 

employees’ job performance (Miller & Wager, 2017). More specifically, the 

coefficient value is 0.895 which is positive and significant at 1% level. Similarly, 

transformational leadership has also shown a positive significant relationship with 

organizational commitment (again at 1% level) and the coefficient value is 0.580. 

furthermore, there is also a positive and significant association between employee 

job performance and effective organizational commitment (i.e. at 1% level 

significance with coefficient value is 0.59). Hence, the first three hypotheses of the 

study i.e. H1, H2, and H3 have been accepted in light of the Pearson’s correlation 

results (as presented in table 2 below). To sum these results, we can interprete 

that as the organizational commitment by the employees increase their job related 

performance also increases. Moreover, their performance also improves if the 

leader or manager practices the transformational leadership style in the work 

environment. 
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Table 2: Correlation between the study variables 
 Transformational 

Leadership 

Employee 

Job 

Performance 

Organizational 

Commitment 

Transformational 

Leadership 

1 0.895** 0.580** 

Employee Job 
Performance 

 1 0.591** 

Organizational 
Commitment 

  1 

**Correlation is sig. at 1% level (two-tailed) 

 
3.3 Pearson’s Corrleation Test 

To identify whether the effective organizational commitment has been playing the 

role of mediator between transformational leadership and employee’s job 

performance, a three step regression process was applied on the data (as did 

Baron & Kenny, 1986). According to these researchers, the organizational 

commitment would have a significant mediating effect between the dependent and 

independent variables if it fulfills the following conditions: 

- Specific to this case, the mediation effect will exist if the mediating factor (i.e. the 

effective organizational commitment) is get affected by the independent variable 

(i.e. transformational leadership style) in first regression, 

- In the second regression, it is expected that independent variable 

(transformational leadership style) will affect the dependent variable (i.e. 

employees’ job performance) in a significant way, and (Pitts, 2017) In the second 

equation after the inclusoure of the mediating variable (i.e. effective organizationa 

commitment) in the equation, the relationship between independent and 

dependent variables become significantly minimized. However, the mediating and 

dependent variables show significant relationship (Rao, 2017). 

Hence, looking into the mediation process (by table 3), the step one shows that 

“transformational leadership style” seems to affect the organizational commitment 

(i.e. β = 0.580, P < 0.001). In step two, the transformational leadership style 

impacts the employee job performance (i.e. β = 0.895, P < 0.001). Finally, in step 

three, when the effective organizational commitment (the mediating variable) is 

included in the regression equation, effective organizational commitment has a 

direct significant impact on the employee’s job performance, and “transformational 

leadership style" yet affects employee’s job performance. However, the regression 

coefficients of “transformational leadership style” and employee job performance is 

reduced from 0.95 to 0.833 (p < 0.001). This exhibits that effective organizational 

commitment partially mediates the relationship among transformationa leadership 

style and employee’s job performance. Therefore, H4 is supported. From these 
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findings it is derived that via the process of effective organizational commitment, 

transformation leadership style might increase the employee’s job performance. 

 
Fig. 1 shows the path analysis model of mediation. 

Table 3: Regression Analysis 

Ste 

p 

Independent 

Variable 

Dependent 

Variables 

β R2 Adjust 

ed R2 

1 Transformatio Affective 0.580* 0.3 0.334 
 nal Organizatio ** 37  

 Leadership nal    

 Style Commitme    

  nt    

2 Transformatio Employee’s 0.895* 0.8 0.811 
 nal Job ** 01  

 Leadership Performanc    

 Style e    

3 Transformatio Employee’s 0.833* 0.8 0.807 
 nal Job ** 09  

 Leadership Performanc    

 Style e    

 Affective 

Organizationa 
l Commitment 

 0.108* 
* 

  

Note: *p < 0.05; **p < 0.001 

 
 

The regression coefficients in the table 3 above are standard coefficient. 
 

Fig. 1: Path Analysis Model for Mediation 

 
 
 

4. DISCUSSION AND CONCLUSIONS 

The main objective of this research was to investigate the association 

among “transformational leadership style”, “effective organizational 

commitment”, and “employee’s job performance” among the female nurses in 

context of public hospitals in Saudi Arabia. The results of this research explored 

that transformational leadership style has a positive and significant impact on the 

employee’s performance. The findings of current study are inlined with the 

existing studies e.g. Geyery and Steyrer (1998), Dvir et al. (2002), Howell et al. 

(2005), Deluga and Souza (2011), Thamrin (2012); Rusmawati and Indriati 

(2020); Hafeez et al. (2021). This study also showed the significant impact of 

Effective Organization Commitment 

Beta = 0.580; P < 0.001 Beta = 0.018; P < 0.001 

Beta = 0.895; P < 0.001 

 
Beta = 0.833; P < 0.001 

Employee Job Performance Transformational Leadership Style 
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effective organizational commitment and employees job performance 

which is consistent with the previous studies (such as Morris & Sherman, 1981; 

Benkhoff, 1997; Suliman & Iles, 2000; and Chi et al., 2007; (Zhang et al., 2017) 

among others). Moreso, this study’s findings also revealed a direct significant 

impact of transformational leadership and organizational commitment. These 

findings are similar as reported by existing researchers (see for instance, Barbuto, 

2005; Yiing & Ahmad, 2009; Lee, 2010; Mert et al., 2010; Rusmawati & Indriati, 

2020). Finally, the partial mediating role played by effective organizational 

commitment was reported by this study is also reported as such by Chi et al. 

(2007), Yeh and Hong (2012), and Mufti et al. (2020) (Uygur et al., 2017). 

This study presents insights from the context of Saudi Arabia which are 

quite consistent with the earliers studies. The major contribution of this study to 

the existing body of knowledge is that employee’s job performance is significantly 

and positively affected by transformational leadership and the effective 

organizational commitment plays the role of mediator between these two 

variables. In other words, the female nurses in the public hospitals are more 

committed and produces higher job performance in the existence of 

transformational leadership style. The authors are confidendt that the current 

research would assist the managers particularly in the public health sectors. 

Furthermore, relying on the findings of this study, the managers and supervisors 

in these hospitals would surely prefer to adopt transformational leadership style 

to boos the nurses’ commitment towards their hospitals and would likely to 

enhance their job performance. The administration at public hospitals are advised 

to train their managers particulary they should teach them how to practice the 

transformational style of leadership. 

 
The potential limitations of this study particularly in context of Saudi public 

hospitals were: 

- This study only considered the “transformational leadership style” and ignored the 

other popular styles of leaderships such as “transactional” and “laissez-faire”. 

These might also be considered in the future research studies. 

- The scope of the study was only limited to Riyadh and the data from respondents 

were collected through a structured questionnaire. However, the future research 

studies could consider the other cities of Saudi Arabia and might also be 

conducted on comparative basis. Moreover, apart from the questionnaire, the 

researchers might also consider the other sources of data such as interviews and 

personal observations 
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