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Abstract

The present study was aimed at examining the association between
transformational leadership and organizational commitment, and the mediating
role of psychological empowerment in the association between them. Eventhough
there are plenty of empirical studies on the association between leadership styles
and organizational commitment in various contexts, there is inadequate evidence
in the Sri Lankan context. Considering the gap in the current literature, the
study was conducted on the Development Officers working in the public sector
organizations in the Jaffna region. For this purpose a sample of 235 Development
Officers attached to the District Secretariat and Divisional Secretariats was selected
based on random sampling method. The transformational leadership was measured
using MLQ- Form 5x (Bass & Avolio, 2000), organizational commitment was
measured using OCQ (Meyer & Allen, 1997) and empowerment was measured
using Empowerment Scale (Spreitzer, 1995). Exploratory factor analysis and
Confirmatory factor analysis were performed to validate the data and then the
constructs were integrated in the structural equation model to find the relationships
among the variables. The results revealed that the direct effect of transformational
leadership on organizational commitment is not significant (b=.011, p>.05). The
effect of transformational leadership on psychological empowerment is significant
(B=.621, p=.001). The results confirm that psychological empowerment doesn’t

act as a mediator in the effect of transformational leadership on organizational
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commitment (direct effect and indirect effect are not significant). As the present
study concludes transformational leadership is not effective in promoting
commitment of Development Officers working at District and Divisional
Secretariats, future research should cover other public sector and private sector
organizations. As the operative level employees’ perception of their superiors’
(first line leaders) leadership style was studied, future studies need to focus on the

middle and top level leaders’ leadership styles and the resultant outcomes.

Keywords: Development Officers; Organizational commitment; Psychological

empowerment; Transformational leadership

1. Introduction

Leadership research is vital on the grounds that it leads towards identifying
new, more developed and successful approaches and assessment of the current
leadership approaches (Barbuto, 2005). Also, leadership research gives direction
regarding the qualities and behaviors of leaders that lead to positive results to
organizations as well as employees. In addition, each and every organization is
unique to some degree in relation to another and has distinctive culture, practices
and systems. Therefore, it becomes necessary to conduct specific leadership
research to determine the best leadership style or styles for a particular organization
or context (Avolio et al., 2009). According to Northouse (2007), leadership is a
process whereby an individual influences a group of people to attain a common
goal. Jong and Hartog (2007) have mentioned that leadership is a process of
influencing others to get desired results. In other words, leadership is the process
whereby a person influences others to willingly exert efforts and use the abilities

towards accomplishing goals of the group and organization (Nel et al., 2004).

Despite plenty of studies has been conducted on leadership all over the world,
there are very few studies available in the literature to understand the association
between leaders’ leadership styles and employees’ organizational commitment
and the mediation effect of psychological empowerment in the relationship
between transformational leadership style and organizational commitment in the
Sri Lankan context. Review of existing literature revealed that only a few studies

conducted in the subject of leadership in Sri Lanka. For example, Dhammika,
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Ahmad and Sam (2013) examined effects of leadership styles on union and
organizational commitment in public sector organizations in Sri Lanka; Raveendran
& Gamage (2019) studied the mediating effect of organizational commitment
in the effect of transformational leadership on employee performance in the
Divisional Secretariats in the Jaffna District. Likewise few other researches have
been reported (Jayakody, 2008; KasturiArachchi, 2011; Athukorala, Perera &
Meedeniya, 2016; Fernando, 2018). However, it is very rare to come across the
studies on this phenomenon in the Sri Lankan public sector.

In the current study, the researcher identified an apparent knowledge gap in
the prior research concerning the influence of leadership styles on employee
performance as there are conflicting findings in the literature. There is no clear
evidence about which leadership style is effective in enhancing employee
performance in the public sector in Sri Lanka. Furthermore previous research
has separately applied different types of leadership theories such as autocratic,
democratic and laissez faire leadership, servant leadership, authentic leadership
and, people oriented and task oriented leadership to examine the variables of
interest. For example, Hemakumara (2011) examined the connection between the
directive and supportive leadership styles and team cohesiveness in the public
sector in Sri Lanka. However, there is gap in the current research literature
examining the influence of transformational leadership style on employee outcomes
in the Sri Lankan context. In addition, the prior research did not address the
interaction effect of empowerment in the influence of transformational leadership
style on employees’ organizational commitment. The association between the
variables should be explored further to provide a clear understanding in the field.
Therefore, research in this phenomenon is necessary to add body of knowledge in

the field of leadership and to improve public service.
1.1 Objective of the Study

Even though there is plenty of research on leadership on various employee
outcomes, there is little evidence on the influence of transformational leadership
on employees’ organizational commitment in the Sri Lankan context. The

main objective of the present study was to examine the association between
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transformational leadership and organizational commitment, and the mediating

role of psychological empowerment in the association between them.
1.2 Research Questions
The study attempts to find the answer for the following research questions.

e To what extent transformational leadership influences organizational
commitment of Development Officers in the public sector?
e Does psychological empowerment mediate the influence of transformational

leadership on organizational commitment of Development Officers in the public

sector?

2. Review of Literature
2.1 Transformational leadership

Transformational leadership is concerned with how a leader inspires and influences
the followers to make them behave in a desired way. The theory of transformational
leadership was first introduced by a leadership expert, James McGregor Burns.
Burns (1978) pointed out that transformational leadership style can be seen when
leaders and followers make each other to move on to high level of moral and
increased motivation. These types of leaders modify the beliefs and attitudes
of the employees by inspiring them. They create a vision and articulate it to the
followers and motivate them to achieve particular goals. Transformational leaders
have the ability to inspire followers to make changes in their perceptions and
expectations, and motivate them to reach the goals set for them. Later, Bernard
M. Bass expanded upon Burns’ idea to develop what is now referred to as Bass’
(1985) Transformational Leadership Theory. Walumbwa, Avolio and Zhu (2008)
reported that transformational leaders enhance perceptions of self-efficacy of
followers by communicating high expectations, and encouraging them to

accomplish the mission of the organization.

Transformational leadership integrates the basics of empathy, sensitivity,

compassion, innovation and improved relationship (Jin, 2010). It promotes a climate
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of trust, raises employees’ confidence, and persuades their individual development.
Bass (1985), Hater and Bass (1988), and Bass and Avolio (1990) have pro-
posed five subscales or dimensions of transformational leadership: inspirational
motivation, idealized influence (attributes), idealized influence (behaviour),

individualized consideration and intellectual stimulation.

Inspirational motivation of transformational leadership refers to the articulation
and representation of a vision by the leader. According to Sarros and Santora
(2001), most transformational leaders had the ability to provide inspirational
motivation to their followers. Intellectual stimulation includes challenging the
assumptions of followers’ beliefs, the analysis of problems they face and the
solutions they generate (Rowold, 2005). Transformational leaders stimulate change
and instill creativity and thus followers are encouraged to approach problems
in new ways. Individualized consideration means considering individual needs
of followers and developing their strengths. Key indicators of individualized
consideration include encouragement, care for workers, coaching them, consulting
them and adopting an open approach (Sarrros & Santora, 2001). Idealized
influence involves the ability of building confidence in the leader. Without such
confidence in the leader’s motives and aims, any attempt to direct the organization
may cause great resistance. The major indicators of idealized influence consists
of role modeling, values creation and articulation, sense of purpose, confidence in
followers, self-esteem, self-determination, self-confidence, emotional control, etc
(Sarros & Santora, 2001). Idealized influence is divided into two types namely
attributes (traits assigned to a leader) and behaviour (what one does). Idealized
influence (attributes) refers to the attribution of charisma to the leader where-
as idealized influence (behaviour) emphasizes a collective sense of mission and

values and acing upon these values (Rowold, 2005).

2.2 Organizational commitment

The success and performance of organizations partially depend on the commitment
of employees toward the organization. It encompasses the readiness to perform
the tasks for the sake of the department or organization. The organization’s

success depends on how it employs the most talented and competent people how
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it promotes organizational commitment among the employees (Baken, Biiylikbee
& Erahan, 2011). Commitment to organization is concerned with the situation
where an employee is in line with specific organizational goals and maintains
membership in the organization (Robbins & Judge, 2007). Organizational
commitment is defined as a psychological state that characterizes the employee’s
relationship with the organization, and has implications for the decision to continue

membership in the organization (Meyer & Allen, 1991).

There are three components of commitment: affective, continuance and normative
commitment (Meyer & Allen, 1991). Affective commitment is the desire to continue
to work in the organization and identify with the organization. Meyer and Allen
(1997) define affective commitment as the employee’s emotional attachment to,
identification with, and involvement in the organization. They define continuance
component as commitment that is based on the costs that the employee associates
with leaving the organization. Normative commitment is a feeling of obligation to

continue employment (Meyer & Allen, 1997).

2.3 Psychological empowerment

Conger and Kanungo (1988) defined empowerment as the motivational concept of
self efficacy. According to Thomas and Velthouse (1990), empowerment is a broad
term and it cannot be captured by a single concept. They defined empowerment
as intrinsic task motivation manifested in a set of four cognitions reflecting
an individual’s view about his or her work role: meaning, competence, self
determination, and impact. Meaning refers to the value of a work goal, judged in
relation to an individual’s own ideals and standards (Thomas & Velthouse, 1990).
Competence is an individual’s belief in his or her capability to do the activities
with skills (Gist, 1987). Self determination is an individual’s sense of having
choice in initiating actions and regulating them (Deci, Connel & Ryan, 1989).
Impact refers to the extent to which an individual can influence the strategic and

operating outcomes in job (Ashforth, 1989).
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2.4 Relationship between Transformational leadership and organizational

commitment

Transformational leaders encourage followers to find new ways to solve problems
and to tackle with the challenges and, as a result, high level of commitment
among the followers is possible. Transformational leadership behaviour acts as an
antecedent of many workplace behaviours of employees as well as organizational
performance and there are some mediating factors in the effect of transformational
style on employee outcomes such as engagement, empowerment, trust on leader
and so on. For example, McCann, Langford and Rawlings (2006) surveyed 182
followers working under 29 leaders in 17 organizations and found that charismatic
transformational leadership behaviours of leaders strongly related to followers’
belief and organizational commitment. A survey of 323 front line workers
from a hotel found that engagement partially mediates the relationship between
transformational leadership and employee performance (Buil, Martinez & Matute,
2019). Mohamad, Aziz, Sadq and Othman (2020) examined the effect of the five
components of transformational leadership on employee effectiveness by surveying
a sample of 76 employees working at the Ministry of Higher Education and
Scientific Research in the Kurdistan Regional Government. The results revealed
that inspirational motivation impacts employee effectiveness. Many researchers
(e.g. Anwar & Ahmad, 2012; Bass & Avolio, 1994; Lo, Ramayah & Min, 2009;
Marmaya, Hitam, Torsiman & Balakrishnan, 2011) agreed that transformational
style is directly related with organizational commitment. Transformational leaders
work with followers to identify the necessary changes and create a vision. Their
role is to guide and motivate them and execute the changes with the committed

members of the different groups.

However, there are some conflicting findings in this connection. For example,
Abasilim et al. (2016) examined the effects of transformational leadership on
organizational commitment among academic staff in a Nigerian private university
and found that transformational leadership has no significant effects on
organizational commitment. They also found that the participants who rated
themselves as having average commitment also rated their leaders as having high

transformational leadership style. Hence, they recommended that, as the finding
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is antithetical to the literature, there is a need for further enquiry. Considering the

literature, the hypothesis 1 has been formulated as follows.
H1: Transformational leadership positively influences organizational commitment

2.5 Relationship between transformational leadership and psychological

empowerment

An outcome of transformational leadership is the empowerment of followers and,
(Burns, 1978). through empowerment, the followers are transformed into effective
leaders. Transformational leaders can also empower followers by providing both
positive emotional support and opportunities to experience task mastery. Moreover,
followers can be empowered by encouragement and positive persuasion from the
transformational leader (Bass, 1985; Boamah, Laschinger, Wong & Clarke, 2018).
In the study of school teachers, Allameh, Heydari, and Davoodi (2012) found that
the dimensions of transformational leadership had a significant relationship with

psychological empowerment.

Spreitzer (2008) pointed out that the psychological empowerment theory proposes
that transformational leaders promote employee empowerment. Such leaders
contribute for the success of the companies and motivate employees to perform
extremely well towards the organizational and individual goals (Spreitzer, 2008).
In addition, they promote psychological empowerment by providing them with
autonomy, building their confidence, enhancing their abilities to capitalize on
opportunities and promoting their performance (Conger & Kanungo, 1988). Few
studies (Boonyarit, Chomphupart, & Arin, 2010; Allameh, Heydari & Davoodi,
2012; Sagnak, Kuruoz, Polat & Soylu, 2015) have reported that transformational
leadership influences psychological empowerment among teachers. Krishnan
(2012) reported that transformational leadership predicts psychological
empowerment among managers in a large manufacturing organization in India.
Fang-guo (2013) examined the association between the variables surveying
managers and employees in 144 restaurants in China and found that transformational
leadership is correlated with empowerment. By surveying 310 managers in three
private information technology organizations in India, Jha (2013) reported that
there is significant positive relationship between transformational leadership
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and psychological empowerment. Likewise, several studies (Pradhan, Panda, &
Jena, 2017; Suer, 2017; Avolio et al., 2004; Martin & Bush, 2006; Lan & Chong,
2015; Han, Seo, Yoon, & Yoon, 2016; Balaji & Krishnan, 2014) confirmed that
transformational leadership and psychological empowerment are significantly

correlated.

Allameh, Heydari & Davoodi (2012) reported that transformational leadership
and psychological empowerment are significantly associated and the dimensions
idealized influence, individualized consideration and inspirational motivation
are the important determinants of psychological empowerment. However, Lan
and Chong (2015) found that, even though transformational leadership and
psychological empowerment are positively correlated, not all dimensions of
transformational leadership are correlated to psychological empowerment. Based

on the empirical evidences, the hypothesis 2 has been established.
H?2: Transformational leadership positively influences psychological empowerment.

2.6 Mediating effect of psychological empowerment in the relationship between

transformational leadership and organizational commitment

Many researchers have examined the indirect effect of transformational leadership
on organizational commitment through psychological empowerment (e.g. Kark,
Shamir & Chen, 2003; Boonyarit, Chomphupart & Arin, 2010; Ismail, Mohamed,
Sulaiman, Mohamad & Yusuf, 2011). Ismail et al (2011) surveyed 118 employees
in a US firm operating in Malaysia and found that psychological empowerment
mediates the influence of transformational leadership on organizational
commitment. Likewise, Avolio, et al. (2004) surveyed 520 staff nurses of a public
hospital in Singapore and reported that psychological empowerment mediates the
relationship between transformational leadership and organizational commitment.
Ahmadi (2014) and Shah et al (2001) also have reported the same finding.

Abdulrab, Zmrah, Almaamari and Al-Tahitah (2017) reported that leadership
styles of Malaysian public universities should focus on promoting psychological
empowerment of academic staff so as to encourage positive behaviours which,

in turn, lead to performance and effectiveness of the universities. In the study
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of school teachers, Allameh, Heydari and Davoodi (2012) reported that the
components of transformational leadership had a significant relationship with
psychologicalempowerment. However, fewtransformationalleadershipdimensions
are not significantly associated with psychological empowerment. For example,
Ibrahim, Ismail, Mohamed, Salim, and Yusuf (2015) surveyed employees in a
foreign manufacturing company operating in Free Trade Zone, Malaysia and have
reported that idealized influence does not significantly influence psychological
empowerment, but intellectual stimulation and individualized consideration
are significantly associated with psychological empowerment. According to
Attari (2013), transformational leadership has a strong effect on psychological
empowerment and its dimensions namely, meaning, competence, self determination

and impact. Based on the literature, the hypothesis 3 was established as follows.

H3: Psychological empowerment mediates the influence of transformational

leadership on organizational commitment.

3. Methodology

Operationalization

The concepts and variables taken for the study were operationalized as shown in
Table 1.

Table 1: Operationalization

Concept Dimensions Measure/Instrument
« Idealized influence (attributes | Multifactor Leadership
' and behaviour) Questionnaire (MLQ)
Transformational
. o Inspirational motivation Form 5X - Rater form
Leadership
o Intellectual stimulation Bass and Avolio (2000)
o Individualized consideration
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Organizational o Affective commitment Organizational

commitment « Continuance commitment Commitment Questionnaire
o Normative commitment developed by Meyer and
Allen (1997)
Psychological « Meaning Empowerment scales of
Empowerment « Competence Spreitzer (199)

o Self-determination

o Impact

The employees working in the Divisional Secretariats and District Secretariat
of Jaffna District were considered for the study. The target population was the
Development Officers working in the said organizations and the samples were
selected randomly. A sample of 235 Development officers participated in the
study. Out of the 235 participants, 23% were from District Secretariat and the
remaining 77% were from the Divisional Secretariats in Jaffna District. The study is

explanatory in nature and cross sectional survey method was employed.

A pilot study was conducted with 32 employees selected based on convenience
sampling to ensure the reliability of the instruments and, based on the feedback
of respondents, the items were rephrased or modified to avoid ambiguity and

confusion.
4. Analysis

The study involves Exploratory Factor Analysis (EFA) to confirm the factor
structure and Confirmatory Factor Analysis (CFA) to confirm validity and reliability
of the constructs. Structural Equation Modeling (SEM) was performed to test the
hypotheses of the current study. Initially, the scale reliability was examined using
Cronbach’s alpha of each subscale before performing factor analysis. The alpha
values reported in Table 2 show that the alpha of most of the subscales is above the
minimum requirement of 0.7 (Nunnally, 1978). However, a coefficient between 0.6
and 0.7 is deemed to be acceptable if the Cronbach’s alpha of other constructs are
high (Hair, Black, Babin & Anderson, 2014; Malhotra & Peterson, 2006). Thus,

in the current study, the data are reliable and appropriate for the factor analysis.
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Table 2 : Reliability of Scales

Variable No. of Cronbach’s
items Alpha

Transformational leadership

Intellectual stimulation 4 0.678
Inspirational motivation 4 0.658
Individual consideration 4 0.727
Idealized influence (attributes) 4 0.601
Idealized influence (behavior) 4 0.800
Organizational commitment
Affective commitment 6 0.721
Continuance commitment 6 0.882
Normative commitment 6 0.730
Psychological empowerment
Meaning 3 0.807
Competence 3 0.777
Self-determination 3 0.680
Impact 3 0.638

Source: Survey data

In the sample, 72% are females and 28% are males. In case of marital status, the
69% are married and the remaining are unmarried. 48% of the sample falls in
the age group 26-35 years, 31% falls in the age group 36-45 years and very less
percentage falls in the age group below 25 years (12%) as well as above 46 years
(9%). Majority of the sample (52%) has below 5 years experience whereas very

less percentage of samples (5%) falls in the experience of above 20 years.

In the current study, even though established instruments were used to collect
the data, Exploratory Factor Analysis (EFA) was performed to confirm the factor
structure of the particular instruments. Through EFA, the factors of
transformational leadership, organizational commitment and psychological
empowerment were extracted and a few items with low factor loading were
removed. Principal Component Analysis method was used for extraction of

factors and Promax Rotation method was used.
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Table 3: EFA for Transformational Leadership

Pattern Matrix*
Component

1 2 3 4 5
ID IN A2 .829
ID IN A3 597
ID IN A4 .856
ID IN BI 810
ID IN B2 535
ID IN B4 901
IN CNI1 .780
IN CN2 418
IN CN3 495
IN CN4 .825
IN MOl 817
IN MO2 .800
IN STI .876
IN ST2 740
IN ST3 .638
Total variance explained - 64.8%
Determinant — 0.004
KMO - 0.808

Note: ID_IN_A- Idealized Influence-Attributes; ID_IN B: Idealized Influence-Behaviour;
IN_CN: Individualized Consideration; IN_MO: Inspirational Motivation; IN_ST: Intellectual Stimulation

Source: Survey Data

The Table 3 shows the factor structure of transformational leadership constructs.
Few items of the construct with low factor loading were removed from the data
set and a clear pattern matrix was obtained. The total variance explained by the
subscales of transformational leadership is 64.8% and it is above the
recommended limit of 60% (Hair, Black, Babin, Anderson, & Tatham, 20006).

The Determinant of the R-matrix which tests for multicollinearity is 0.004 and
it is greater than the cut-off value of 0.00001 (Sreejesh et al., 2014) for the
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transformational leadership sub-constructs. In addition, the value of Determinant
is neither exact 0 nor exact 1 and thus it can be concluded that the correlation
matrix obtained in EFA is neither an identity matrix nor a singular matrix (Sreejesh
et al., 2014). This value also confirms the assumption that there are adequate
interrelationships among the study items and none of the correlation coefficients
are particularly large. Therefore, multicollinearity is not a problem for these data
and thus there is no need to consider eliminating any item at this stage. As can be
seen in the Table 3, the KMO value that verifies the sampling adequacy is 0.808
and the value is ‘meritorious’ according to Kaiser and Rice (1974). As the value
is well above the acceptable limit of 0.5 (Kaiser & Rice, 1974), the sample is
sufficient for performing factor analysis and the factor analysis would yield
reliable factors (Hutcheson & Sofroniou, 1999).

Table 4: EFA for Organizational Commitment

Pattern Matrix*

Component
1 2 3
AF _COl1 v
AF CO2 .831
AF _CO3 872
AF _CO4 .861
AF _CO5 .829
AF _CO6 .839
CN_COl1 .685
CN_CO2 712
CN_CO3 447
CN_CO4 .689
CN_COS5 .565
CN_CO6 747
NO_CO1 .686
NO_CO2 744
NO_CO3 769
NO_CO4 821
NO_CO5 810
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NO_CO6 .802
Total variance explained — 59.1%

Determinant — 0.001

KMO - 0.827

Note: AF_CO: Affective Commitment; CN_CO: Continuous Commitment; NO_CO: Normative
Commitment

Source: Survey data

The Table 4 shows the factor structure of organizational commitment constructs.
The total variance explained by the subscales of organizational commitment is
59.1% and it is very closer to the minimum requirement suggested by Hair et
al (2006). The Determinant of the R-matrix which tests for multicollinearity is
0.001 and it is greater than the cut-off value of 0.00001 (Sreejesh et al., 2014)
for the sub-constructs of organizational commitment. In addition, the value of
Determinant confirms the assumption that there are adequate interrelationships
among the study items and none of the correlation coefficients are particularly
large. Therefore, multicollinearity is not a problem for these data. The KMO value
that verifies the sampling adequacy is 0.827 is well above the acceptable limit of
0.5 (Kaiser & Rice, 1974) and thus the sample is sufficient for performing factor
analysis.

Table S: EFA for Psychological Empowerment

Pattern Matrix®
Component
1 2 3 4

EMP MNI1 841
EMP_ MN2 925
EMP_ MN3 783
EMP CM1 .849
EMP CM2 .849
EMP CM3 521
EMP SD1 557
EMP _SD2 .850
EMP _SD3 872
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EMP_IM2 .696
EMP_IM3 721
Total variance explained - 67.7%

Determinant — 0.032

KMO - 0.692

Note: EMP_MN: Meaning; EMP_CM: Competence; EMP_SD: Self determination;
EMP_IM: Impact

Source: Survey data

The Table 5 shows the factor structure of psychological empowerment constructs.
The total variance explained by the subscales of empowerment is 67.7% and it is
above the minimum requirement suggested by Hair et al (2006). The Determinant
of the R-matrix which tests for multicollinearity is 0.032 and thus it can be assured
that there are adequate interrelationships among the study items and none of the
correlation coefficients are particularly large. Therefore, multicollinearity is not
a problem for these data. The KMO value is 0.692 and it is above the acceptable
limit and thus the sample is sufficient for performing factor analysis.

After confirming factor structure through EFA, the Confirmatory Factor Analysis
(CFA) was performed using AMOS 20.0 to check validity and reliability of the
study constructs. In CFA, Maximum Likelihood Estimation method was used and
the validity and reliability of the subscales of study variables were assessed based
on the results. Cronbach’s alpha also was measured with the retained items for

examining inter-item consistency. The results of CFA are shown in Table 6.

Table 6: CFA Results of Study Constructs

. P AVE | CR | Cronbach’s
Estimate
alpha
Transformational Leadership
ID IN A4 |<--| TA 704
ID IN A3 |[<---| TIA 631 ***10513
ID IN A2 |<-—| TTA 804 0.667 | 0747
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ID IN B4 |<---| 1IB .686
ID IN B2 |<---| IIB 667 ***10.55]
ID_IN Bl |<---| IIB 859 | 0.765 0.769
IN CN4 |<---| IND CN 815 *** 0.846
IN MO2 |<---| INS MO 618 0.680
IN_ST3 <---| INT_STI .622
IN_ST2 <---| INT_STI S51) Fk*
IN STI <---| INT _STI 6391 1 04 10516 0.721
Organizational Commitment
AF CO6 |<---| AF COM 704
AF CO5 |[<---| AF_ COM 681  Hkx
AF CO4 |[<—| AF COM 877| 0.908
AF CO3 |[<---| AF COM 893 | wkx
= = 0.603 | 0.914
AF CO2 |[<---| AF COM 808 |  H**
AF COl |<---| AF. COM 6601 |  F*k*
CN _CO6 |<---| CN_COM 729
CN _CO5 |<---| CN_COM 602 HEx
CN CO4 |<---| CN_COM 614 ***104201 0.577 0.694
NO CO6 |<---| NO COM .679
NO CO5 |<---| NO COM 61| FEk*
NO CO4 |<---| NO COM ST Fk*
NO CO3 |<---| NO COM 822 Hkx
NO CO2 |<---| NO COM TS5 FEk*
NO _CO1 |[<---| NO COM S951 *** 10500 0.824 0.869
Psychological Empowerment
EMP_MN3 |<---| EMP_MNG 796
EMP MN2|<--| EMP MNG 909| x| 067910983 0.856
EMP MNI [<---| EMP_MNG 159 |  HEx
EMP_CM2 [<---| EMP_COM 665 | HEx 0.839
EMP _CMI1 [<---| EMP_COM 812 0.561 | 0.842
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EMP SD3 |<---| EMP_SDN .864 0.751
EMP_SD2 |<---| EMP_SDN 11 ok 0.619 | 0.726
EMP_IM3 |<---| EMP_IMP .616
0.633 0.813
EMP_IM1 |<---| EMP_IMP T34 | KEE
0.452

Note: IIA: Idealized Influence-attributes; IIB: Idealized Influence-behaviour; INT STI: Intel-
lectual Stimulation; IND CN: Individualized Consideration; INS MO: Inspirational Motivation;
EMP_ MNG: Meaning; EMP_SDN: Self determination, EMP_COM: Competence; EMP IMP:
Impact; AF_COM: Affective Commitment; CN_COM: Continuance Commitment; NO_COM:
Normative Commitment

Source : Survey data
Validity and reliability

The results of CFA reported in Table 6 show that the factor loadings for all the
items measuring the sub-constructs of transformational leadership, except one
item (IN_ST2), are above the minimum level of 0.6 (Awang, 2015) and the factor
loading of IN_ST2 is above 0.5 which is also acceptable according to Hair et
al. (2014). Therefore, unidimensionality is achieved for the transformational
leadership constructs. Factor loadings for all of the items measuring the
sub-constructs of organizational commitment, except one item (OC_NO6), and
psychological empowerment are above 0.6. Thus, unidimensionality was achieved

for the constructs organizational commitment and psychological empowerment.

Convergent validity: As per the results reported in Table 6, the requirement of
convergent validity was fulfilled as the minimum standardized factor loadings
for the items are above 0.6 (Joreskog & Sorbom, 1979) except for few items
and all loadings are significant at 0.001 level. In addition, as can be seen in the
Table 6, the calculated value of Average Variance Extracted (AVE) is greater than
the cut-off value of 0.5 (Hair, et al., 2014) for majority of the subscales of study
constructs. The AVE for one of the subscale of transformational leadership namely
intellectual stimulation (0.4), a subscale of organizational commitment namely

continuance commitment (0.42) and a subscale of empowerment namely impact
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(0.452) are less than the cut-off point of 0.5 but the value above 0.4 is also
acceptable according to Fornell and Larcker (1981). Therefore, the convergent
validity is achieved for the subscales of transformational leadership, organizational

commitment and psychological empowerment.

Construct validity: Construct validity is achieved for subscales all study constructs
as the factor loadings exceed the minimum level 0.5 (Hair, et al., 2014) and the
fitness indexes achieved the required level. The value of fitness indexes: CMIN/
DF =2.134; CFI =0.92; TLI =0.95; and NFI =0.98 0.9; and RMSEA =0.056. As
the CMIN/DF is below the cut off value of 5 and most of the fitness indexes are
above the cutoff point of 0.9 (Hair et al., 2014) and few indexes are very closer to
0.9 whereas the RMSEA is below the cut-off level of 0.08 (Hair et al., 2014).

Discriminant validity: Discriminant validity is achieved for the subscales of study
constructs as the measurement models are free from redundant items. Among
the subscales, the pairs of items with high value of Modification Indices (MI)
were constrained as free parameter estimates. Further, the discriminant validity
could be confirmed based on the AVE and the squared correlations between the
constructs as depicted in Table 7. In the table, the diagonal values are the AVE of
each sub-construct and the other values in the table are the squared correlations
between the respective constructs. As can be seen in the table, as per the rule of
thumb, the values of AVE are higher than the squared correlation values in the
respective columns and the rows and thus discriminant validity is achieved (Hair

et al., 2014) for the subscales of the study constructs.

Reliability: The Cronbach’s alpha values reported in Table 6 show that the internal
reliability of most of the sub-constructs is achieved as the alpha values exceed the
cut-off level of 0.7 (Nunnally, 1978). At the same time, the alpha coefficient for
one sub-construct of transformational leadership namely inspirational motivation
is above 0.6 which is deemed to be acceptable as the alpha of other constructs
are high (Godard et al., 2001; Hair et al., 2010; and Malhotra & Peterson, 2006).
The reliability is also achieved as the AVE for most of the subscales exceeded the
minimum value of 0.5 (Hair et al., 2014) as reported in Table 6. In addition, as

shown in Table 6, the calculated value of Composite Reliability (CR) was achieved
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as the values of CR exceeded the minimum required value of 0.6 (Hair et al.,

2014) for the subscales of study constructs.

Table 7 : Mean and Discriminant validity

Mean | Std. | A | IIB |IND_|INS [INT | AF_ | CO_ | NO_ |EMP_|EMP_|EMP_|EMP_

Dev. CN |MO | ST |COM | COM | COM | MNG | SDN | coM | mvp
1A 311 | 055] 513
1B 412 | 073 206 | 551
IND_CN 314 | 043] 239 | 284 | .400
INS_MO 3.02 | 0.56] 045 | 123 | 020 | 516

INT_STI 3.01 0.41| .235 | 357 | .264 | .064 | .809
AF_COM 392 | 0.20 | .082 | .104 | .041 | .056 | .041 | .603
CO_COM 3.16 0.64| .001 | .001 | .007 | .004 | .007 | .008 | .420
NO_COM 3.20 0.47] .005 | .027 | .031 | .006 | .031 | .016 | .133 | .500
EMP_MNG | 4.02 0.85| .015 | .078 | .094 | .003 | .094 | .008 | .001 102 | .679
EMP_SDN 4.17 1.21] .086 | .188 | .183 | .069 | .183 | .013 | .014 | .024 | .110 | .561

EMP_COM | 3.98 0.80( .032 | .059 | .096 | .001 | .096 | .017 | .002 .001 .047 .032 | .619
EMP_IMP 3.43 0.35 .328 | 422 | .523 | 268 | .523 | .114 | .01l .018 294 .018 290 | .452

To identify the relationships among the variables, the validated measurement
models of the study constructs were integrated in the Structural Equation Model
(SEM) as shown in Figure 1 and the results of SEM are reported in Table 8.
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Note: TFL: Tranfromational Leadership; IIA: Idealized Influence-attributes; IIB: Idealized
Influence-behaviour; INT STI: Intellectual Stimulation; IND CN: Individualized Consideration;
INS _MO: Inspirational Motivation, EMP_MNG: Meaning; EMP_SDN: Self determination;
EMP_COM: Competence; EMP_IM: Impact; AF_ COM: Affective Commitment; CN_COM:
Continuance Commitment; NO_COM: Normative Commitment

Figure 1: Structural Equation Model
Table 8: Results of SEM

Parameter Estimate P
TFL-> Commitment 011 924
TFL-> Empowerment .621 .001
Empowerment—> Commitment 243 .041
TFL 2 Empowerment—=> Commitment .010 .068

Source: Survey Data

The results of SEM reported in Table 8 shows that the effect of transformational
leadership style on organizational commitment is not significant (Bstd=.011,
p=-924). Based on the results, H1: ‘Transformational leadership style has a

positive effect on organizational commitment’ is not supported.

The results also reveal that transformational leadership has a significant
positive effect on psychological empowerment (Bstd=.621, p=.001). Therefore,
H2: ‘Transformational leadership style has a positive effect on psychological

empowerment’ is supported.

The mediating effect of psychological empowerment was examined using
bootstrap method and 1000 bootstrap sample was generated and the bias corrected
confidence was set as 95%. The bootstrap results show that the direct effect of
transformational leadership on organizational commitment is not significant
(Bstd=.011, p=.924) and the indirect effect through the mediation of psychological
empowerment also is not significant (Bstd=.010, p=.068). As both the direct effect
and the indirect effect are not significant, it can be concluded that psychological
empowerment doesn’t mediate the effect of transformational leadership on
organizational commitment. Therefore, the H3: ‘Psychological empowerment
mediates the effect of transformational leadership on organizational

commitment’ is not supported.
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5. Discussion

The current study revealed that transformational leadership doesn’t have a positive
effect on organizational commitment. The finding is not consistent with the
previous studies conducted by Marmaya, Hitam, Torsiman and Balakrishnan
(2011) and, Anwar and Ahmad (2012). A possible explanation for inconsistent
results of the current study could be the context and nature of the public sector.
The study of Marmaya et al (2011) was conducted in private sector in the
Malaysian context. Thus, the leadership style which was effective in private
sector in Malaysia context would not work best in the public sector in Sri Lanka.
In addition, the participants of the current study were Development Officers who
are operative level employees, the perceived leadership style reported by them
were about their superiors who are first line leaders. Therefore, in the bottom level,
some other styles such as transactional style or participative style would work best

in promoting commitment and other behaviours.

The findings of the current study also found that transformational leadership has
a positive effect on psychological empowerment. The results are in line with the
studies reported in the literature (e.g. Pradhan, Panda, & Jena, 2017; Suer, 2017).
Transformational leaders empower followers by providing freedom to make
decisions, positive emotional support and opportunities to experience task mastery.
According to Bass (1985), followers can be empowered by encouragement and
positive persuasion from the transformational leader. In line with these arguments,
the positive effect of transformational leadership on empowerment of this study
could be justified.

At the same time, psychological empowerment doesn’t mediate the effect of
transformational leadership on organizational commitment. The finding is not
concurrent with the reported studies (e.g. Ismail et al., 2011; Ahmadi, 2014). The
possible reason for the incongruent finding of the current study could be attributed
to the sector and context. The finding of the current study differs from the study
conducted by Ismail et al. (2011) as it was conducted in a US subsidiary firm

operating in Malaysia.
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6. Conclusion and Directions for Future Research

The primary focus of this study was to examine the impact of transformational
on organizational commitment and the mediating role of psychological
empowerment in the relationship between the two constructs. The findings reported
from this study bring great understanding of the relationship between the variables.
From this study, it is evident that transformational leadership doesn’t have
significant impact on organizational commitment. In addition, the psychological
empowerment doesn’t have mediating effect in the relationship between
transformational leadership on commitment. However, as per the results of SEM,
the transformational leadership positively influences psychological empowerment.
The study suggests that, to improve psychological empowerment, transformational

leadership would be appropriate.

As the present study concludes transformational leadership is not effective in
promoting commitment of Development Officers working at District and Divisional
Secretariats, future research should cover other public sector and private sector
organizations. As the operative level employees’ perception of their superiors’
(first line leaders) leadership style was studied, future studies need to focus on
the middle and top level leaders’ leadership styles and the resultant outcomes.
In addition, the other leadership styles such as transactional and participative
leadership could be considered as predictor of organizational commitment. The
study could be further extended to the other public sector organizations as well as

private sector organizations to confirm the results.
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