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Abstract

The purpose of this study was to examine the effects of leadership styles on employees’
organizational commitment in the ministry of public service and human resource development.
Thus, attempts were made to provide answers to the research questions. The study employed
both primary and secondary sources. For the purpose of gathering the data for this study, the
simple random sampling technique was used to select participants for the questionnaire of the
study. In order to collect qualitative data semi structured interviews employed through purposive
sampling technique employed to select directors in managerial position. Two separate
instruments, namely the Multifactor Leadership Questionnaire (MLQ) and the Organizational
Commitment Questionnaire (OCQ), were used to measure leadership styles and employees’
organizational commitment respectively. The findings revealed that although transformational
leadership was the dominant one, the most dominant dimension of organizational commitment in
the MOPSAHRD was affective commitment. The finding also shows that transformational,
transactional and laissez-faire leadership styles have positive and statistically significant
relationship with dimensions of organizational commitment. From the findings, it was concluded
transformational and laissez-faire leadership behaviors play a more important role in developing
and improving affective, continuance and normative commitment than the transactional
leadership style. Finally, it was recommended that Ministry of Public Service and Human
Resource Development should capable in inspiring and motivating employees towards
organizational goal, participate employees in decision making process and provide employees
rewarded for their achievement. Furthermore, the ministry must assign managerial positions

based on merit, rather through succession or political affiliation.

Keywords: Leadership style, Organizational commitment and Ministry of Public Service and

Human Resource Development
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Chapter One

Introduction

This chapter deals with background of the study, statement of the problem, research questions,
objectives and significances of the study, delimitation (scope), limitations and organization of the

study.
1.1 Background of the Study

Today, globally human capital is recognized as one of the top challenges for organizations. To
overcome human capital challenges, the dominant and key factors within an organization are
leader and his/her followers. Not only in developing countries but also those developed ones
problems on aggregating leadership style with employees’ organizational commitment.
Moreover Leaders offer the highest leverage point for change because they are critical to
establishing the strategic direction of the organization and creating organizational employees’
commitment (Sidle 2005).According to Leonard et al., (2013) also leadership is a process

whereby an individual influences a group of individuals to achieve a common goal.

From a historical development perspective, Karadag (2015) suggested numerous approaches and
theories to explain the nature of leadership. The writer states that each approach or theory has
brought about a different perspective in terms of the conceptualization of leadership. The trait
approach, behavioral approach, situational approach and contemporary approach complement
one another chronologically and are all valid in certain ways. According to Kippenberger (2002)
leadership style is the style that a leader adopts in their dealings with those who follow them.
Clearly, underlying this is an assumption that there is a ‘‘right ‘and a ‘‘wrong’’ style.
Furthermore leadership styles are not the same in all organization, differ in organization type.

For example leadership style used for defense different from manufacturing organization.

Kippenberger (2002) stated that the starting point of leadership style was work undertaken in the
1930s at the University of lowa by German-born psychologist Kurt Lewin one of the founding
fathers of social psychology. Together with his colleague Ronald Lippitt, Lewin had undertaken
what came to be seen as a classic study of three leadership styles: an autocratic style,

characterized by the tight control of group activities with all decisions being made by the leader;
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a democratic style, which emphasized group participation and majority rule; and a laissez-faire
style, which involved very low levels of any form of activity by the leader and finally suggested

that no single style of leadership is universally appropriate in all situations and environments.

Over the past 20 years, there has been considerable interest in the new paradigm of
transformational and transactional leadership. The full range model of leadership was developed
to broaden the range of leadership styles typically investigated in the field. The model was
labeled "full range" to challenge the leadership field to broaden its thinking about what
constitutes a much broader range of leadership styles than the paradigms of initiation of structure
and consideration (Avolio & Bass, 1995, 2004). More over the writer stated that transformational
leadership is the process of influencing major changes in the attitudes and assumptions of
organization members and building commitment for the organization’s mission, objectives, and
strategies. Whereas transactional leadership style is the relationship between leader and followers
develops from the exchange of reward, such as performance-related pay, bonuses, promotion,
recognition, and praise, in return for work well done. On the other hand, Ghosh & Swamy (2014)
stated that organizational commitment is a core predictor of employees’ attitude to the
organization and is a strong indicator of turnover behavior, withdrawal tendency and
organizational citizenship behavior. And also Employees’ Commitment with the organization
reduces their intentions to leave the organization and remains the part of organization to work

with more effectively and loyalty.

However, Karadag (2015) suggested that the relationship between the organization and its
employees, organizational commitment, is not only one of the important concepts in terms of
management and behavioral sciences; it is also central to studies regarding individual and
organizational performance. Additionally, many different definitions for this concept have been
cited by Karadag (2015) organization and its employees’ organizational commitment has a multi-
dimensional structure that includes the attitude and behavioral components of commitment to
work. The author also stated that organizational commitment aims to explain the attitude and
behavior. It plays for organizations in which employees have internalized the values of the
organization to reach its targets and contributed to its success.



According to Allen &Meyer (1990) there are three-component organizational commitment such
as affective, continuance and normative commitment. Affective commitment is when employees
of an organization identify themselves with the organization and become committed with an
emotional bond to the organization and its environment. Continuance commitment is when an
employee feels obliged to stay in an organization so as not to lose years of investment with the
idea that their departure would take a heavy toll on organization. Normative commitment on the
other hand, refers to organizational commitment for reasons related to ethical standards and
social norms. In sum, affective commitment is governed by emotional bonds, continuance
commitment is due to various material reasons and normative commitment is an employee’s
desire to stay in an organization due to ethical reasons, by which they increase the probability of

the organization’s continuation.

On the whole, the aim of this study is to examine the effects of leadership style on employees’
organizational commitment. Thus, leaders can influence organizational outcomes through
perception and attitudes of followers toward leadership. This effect is reflected as employee
satisfaction, commitment to and trust in their organization. An employee who is committed, who
is trusted and who is satisfied to his/her organization is expected to have the greatest contribution
to the organization. So, the perception and attitude of a leader toward his/her followers with
respect to Ministry of Public Service and Human Resource Development, which is the focus of
this study, is one of the executive and public organizations that controls all governmental and
public organizations, the organization established during Emperor Menelik era in October 25,
1909 through proclamation No. 23/1961 (Hailemariam 2001). Currently, the organization has
202 female and 286 male totally 488 employees.

Civil Service in Ethiopia has started dates back with the times of Emperor Menelik, in 1907,
when nine ministries were established. Even though, the then ministries had taken modern
cabinet names, their real essence was not far from traditional archaic and feudalistic; nature.
Many historians believed modern civil service was started function during Emperor Haile
Selassie era in early 1960, when the civil service legal frame works introduced (civil service
transformation research center & communications and international relations directorate, 2013).
The military government which took power through coup d’état in 1974, had established its own

brand in the public service. The institutions and the mindset of the workers and civil servants



were operated against the long lasting development of the country (civil service transformation
research center & communications and international relations directorate, 2013). In 1991, the
military rule overthrown by people’s that s liberation and eventually that significant progress has

been made in the country’s economic, social and political arena.

The vision, mission and values of Ministry of Public Service & Human Resource Development
are to see a public service with effectively and ethically to achieve its mission by 2020 and to
create effective and efficient civil service. To serve nation, public and citizens based on the
principles of integrity, transparency and accountability to implement the democratic
development of government policies and objectives are so important. The organization values are
honesty and integrity, transparency and accountability, effectiveness, impartially serve the public
and citizens, working industriously with commitment and Motivation, with great respect for their
workers and delivery services, their uniqueness ensuring women’s rights at all levels, building
human capacity towards the most level and Promote meritocracy (Ministry of Public Service &

Human Resource Development, 2016).

The realization of the vision, mission and values of the Ministry of Public Service & Human
Resource Development, in turn, requires a leadership style that can enhance employees’

organizational commitment.

1.2 Statement of the Problem

Productivity improvement and goal achievements are realistic, more often than not, as a result of
employees’ organizational commitment (Lo et al., 2010). Commitment not only increases
probability of success in a certain role and functions, but also encourages employees to exert
many voluntary actions and efforts necessary for the existence of an organization (Susanj &
Jakopec, 2012). People who are committed are less likely to quit and accept other jobs (Meyer,
1993). Furthermore, commitment leads to an improved client's or customer's satisfaction because
retained employees have better knowledge and experiences of work practices and customers
need. It has also been found to be positively related with higher level work motivation as well as
increased job performance and represent as a useful indicator of organizational effectiveness
(Stephens et al., 2004).



Given highly committed employees are indispensable organizational resources to improve
organizational performance, keeping such employees has been given a low priority areas
foremost organizations (Susanj & Jakopec, 2012). Employee turnover (low level of retention) is
becoming a common characteristics and one of the challenges that today’s organization are
facing on the globe. To be specific, most organizations in Ethiopia in general and in Addis
Ababa city in particular are confronting with the serious and costly problem of employee

turnover, which is mostly resulted from lack of commitment (Teshome, 2011).

To manage commitment issues to the benefit of the organization, it is imperative to understand
factors falling behind high level of employees’ commitment and decision to remain with the
organization (James and Collins, 2008). Among many determinants affecting employees’
decision to remain or leave the organization is the leadership or supervision styles. According
Bass (1999), leadership styles can be taught at all levels in an organization to have positive
effects on organizations' performance and employees’ organizational commitment. According to
Awan & Mahmood (2009), Three leadership styles (transformational, transactional and laissez-
faire) known to have a direct significant impacts on employee organizational commitment. This
implies that having effective leadership styles is essential to retain competent employee for the

survival of an organization.

When the researcher refers different literatures, leadership styles effects on employees’
organizational commitment Wiza & Hlanganipai (2014) suggested that Previous researches
regarding leadership and organizational commitment has also been conducted among participants
from various cultural backgrounds and understandably researchers came up with inconclusive
results on the relationship between the leadership styles and employee organizational
commitment . Moreover, the literature suggests a relationship between leadership style and
organizational commitment; empirical studies are limited and lack specificity concerning types
of leadership styles and organizational commitment. As far as concern, not only developing
countries but also others there is less attention for developing employees’ organizational attitude.
Employees’ organizational attitude the least but play a major significant role within organization.
In addition, the gaps in the theories suggested have been identified and reviewed critically. It is
difficult to conceptualize and measure organizational commitment. Likewise there is significant

gap in terms of applying learning theory to developing a practical understanding of how people



learn and therefore might develop leadership capabilities in public service, And also significant

gap in leadership and organization development policy (Rigg and Richards 2006).

From the aforementioned discussion it is clear that there exists an important but neglected
research gap that needs to be investigated very well. For one thing, there is no evidence that
designate sufficient studies were conducted on the effects of leadership on employees’
organizational commitment with respect to public sectors in Ethiopia. Many studies conducted
on private sectors in Ethiopia or elsewhere have shown the existence of positive relationship with
employees’ organizational commitments. As the nature and characteristics of public sectors are
different from private sectors, for example, as the type of business they are doing, the nature
profession, and management required, In addition, despite the efforts made by public sectors to
attract and hire qualified personnel, there was no evidence showing leadership, employee
commitment and retention matters were emphasized at different level of organizational

management.

On the other hand, the methodology employed by various studies conducted in Ethiopia on the
same issues seems in adequate or inefficient to expose the reality on ground. According to
Bekele (2016) most students conducted on the effects of leadership on employee commitment in
Ethiopia was conducted using descriptive survey design. Descriptive design by its very nature is
used to describe situations and any phenomena as it actually exist Abiy et al., (2009), which is
not sufficient to deal with cause and effect relationship among variables. Thus, this research used
both descriptive to identify dominant leadership style (transformational, transactional and
laissez-faire) and dominant dimensions of employee commitment (affective, continuance and
normative) and correlation research design to assess the effects of leadership styles on employees
organizational commitment. Thus, this study was devoted to assess the effects of leadership style
on employees’ organizational commitments with respect to Ministry of Public Service and

Human Resource Development.



1.3 Research Questions

1.

What is the prevailing leadership style used by managers in the Ministry of Public
Service and Human Resource Development as it is perceived by their subordinates?

What are the most commonly used types of employees’ organizational commitment in
Ministry of Public Service and Human Resource Development (affective, normative and
continuance commitment)?

What are the effects of perceived leadership styles (transformational, transactional and
laissez- faire leadership style) on employees’ organizational commitment (affective,
normative and continuance commitment) in Ministry of Public Service and Human
Resource Development?

What are the challenges and limitations in exercising better leadership style that enhances
employees’ organizational commitment in Ministry of Public Service and Human

Resource Development?

1.4 Objectives of the Study

1.4.1 General objective

The general objective of the study is assessing the effects of leadership style on employees’

organizational commitments with respect to Ministry of Public Service and Human Resource

Development.

1.4.2 Specific Objectives

The specific objectives of this study are:

1.

2.

3.

To identify the prevailing leadership style used by managers in the Ministry of Public

Service and Human Resource Development as it is perceived by their subordinates.

To identify the most commonly used types of employees’ organizational commitment in
Ministry of Public Service and Human Resource Development (affective, normative and

continuance commitment).

To determine the effects of perceived leadership styles (transformational, transactional

and laissez- faire leadership style) on employees’ organizational commitment (affective,



normative and continuance commitment) in Ministry of Public Service and Human

Resource Development.

4. To investigate the challenges and limitations in exercising better leadership style that
enhances employees’ organizational commitment Ministry of Public Service and Human

Resource Development.

1.5 Significance of the Study

The study is helpful for the Ministry of Public Service and Human Resource Development in
order to understand the different leadership styles and their consequences. Thus, the leaders will
be able to have better understanding of the employees’ expectations and increase their
commitment. It is also useful to add knowledge regarding leadership style and employees’
organizational commitment and the study’s findings will assist different leaders in identifying the
best and the most appropriate leadership style to use in relevant situations for team effectiveness
and increased staff productivity. Furthermore, the study helps to policy makers. Finally, the

study assists to embolden further research for new comer researcher.

1.6 Scope of the Study

The main focus of this study was to examine effects of leadership style on employees’
organizational commitment with respect to Ministry of Public Service and Human Resource
Development; it does not cover regional public organizations. So the delimitation is on area
coverage of the data. The study is delimited on sample size frame. It is to mean that it does not
use overall population. Furthermore, the study delimits on types of leadership style which is used
in the study, the researcher focused on transformational, transactional and laissez-faire leadership
style only. Because it takes time for covering all types of leadership styles.

1.7 Limitations of the Study

To achieve the intended objectives, data collection was closely linked to three leadership styles
and other three commitment indicators (namely: transformational, transactional and laissez-faire
leadership styles as well as affective, continuance and normative commitment). However, the
study was conducted only on Ministry of Public Service and Human Resource Development.
Hence, it did not examine other public sectors operating in Addis Ababa to see its relative



impacts and employees’ commitment differences among sectors. As the result the outcome of the
study may not represent the overall leadership style and employees commitment related

condition in all other public sector.

Moreover, limitation that the researcher faced in conducting this study was lack of well-
organized appropriate secondary data and it was very difficult to get sufficient and complete data
from record system. The other serious limitation of the study was employees and managers were
not return questionnaire and interview timely because of their own training, meeting and filed

work.

1.8 Organization of the Study

The entire study is divided into five chapters. Chapter one gives a general introduction about the
study: the background of the study, the statement of the problem, the objectives of the study, the
significance of the study, scope, limitations, used in the study and the organization of the study.
Chapter two presents the review of literature related to the area of study. Chapter three deals with
Research Design and Methodology .while Chapter four has data analysis, result and discussion.
Finally, Chapter five presents summary of major findings, conclusions, recommendations and
suggestions for future research. Furthermore, the study enclosed list of keywords, acronyms, list

of tables and figures, references and annexes.



Chapter Two
Review of Related Literature

2.1 Introduction

This chapter mainly devoted to reviewing theories developed on issues related to leadership
styles and its implication to employee organizational commitment. The intention is to provide
theoretical foundation that serves as a framework of analysis. The section also revisits empirical
evidences from a variety of literatures using leadership styles and commitment as a lens.
Accordingly, first it concentrates on providing elucidation on concepts and definitions of
leaderships, organizational commitment dimensions and conceptual link between leadership
styles and employees commitment. Then, conceptual (theoretical) model that help to classify
relevant facts has been presented right after empirical studies related to issues under the

investigation are reviewed.

2.2 Conceptual and Theoretical Review

2.2.1 Concepts of Leadership

The origins of the terms leader, leadership and lead are from the Anglo-Saxon term ‘lead’, which
means a road, a path or the route of a ship at sea. To go to travel or to lead or to have done so are
the causative forms related to the verb leaden. The ship suffix in leadership stems from the term
shape, which means to give shape to something Karadag (2015).

Currently the concept of leadership is one of the most popular areas of study in the field of
organizational behavior and organizational studies, different literatures shows that it has also a
significant impact on subordinates’ attitudes to work (Leonard et al., 2013). Leadership has also
a significant impact on environmental factors such as social, technological, economic, political
and ecological change and it touch all human aspects directly or indirectly. Leadership can also
be defined as the process of guiding, controlling and managing of all activities. Furthermore
leadership is ‘a process of social influence to guide, structure, and/or facilitate behaviors,
activities, and/or relationships towards the achievement of shared aims (Bolden et al.,
2011).While Ghose (2014) defines leadership as a dynamic process whereby one ‘man’

influences other to contribute voluntarily to the realization and attainment of the goals
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objectives; aspiration of values of the group that is representing the essence of leadership is to
help a group or an organization to attain sustainable development and growth. But this definition

share the idea of great man theory in which the definition asserted only man influence over there.

According to Zumitzavan & Michie (2015) leadership refers to the capability of top management
to encourage their members to generate exertion superior to their normal level of performance.
And also leadership is an important ideal for top management in their role to encourage learning,
share knowledge with and transfers it to employees by means of appropriate styles in different
situations for the purpose of achieving organizational goals. To sum up the writers show that
leadership is one of the worlds’ oldest and most topical issues. The good leadership is significant
to producing what is required of an organization is accepted, effectiveness of leaders, to what
extent employees are committed and also it is key role within the changing organizational
attitude.

Moreover leadership is a social influence process in which the leader seeks the voluntary
participation of subordinates in an effort to reach organization goals, a process whereby one
person exerts social influence over other members of the group, a process of influencing the
activities of an individual or a group of individuals in an effort towards goal achievement in a
given situations, and a relational concept involving both the influencing agent and the person
being influenced (Bhatti et al., 2012).According to khan et al. (2012) leadership defined as,
leadership is a new way that creates a new vision within an organization by increase self

confidence in employee perception through coordination and communication.

Furthermore Kohler (2016) asserted that leadership in multicultural organizations is a process
with mutual influence between managers and employees in order to reach a defined goal in an
environment with changing framework conditions with the help of appropriate resources with a
special view to cultural specificities , which means it pursues sweeping along people with the
help of selected instruments such as individual and social psychological motivation, influence on
attitudes and behavior, situational leadership, recipient or receiver oriented communication,

effective handling of organizational changes and also the ability to build successful teams.

Most conceptual literature regarding leadership indicates that leadership is the way through

which leaders influence their followers. Leadership can achieve its goals only if the leadership
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style used by the leader is in line with the context of the organization, the follower and able to

ensure employees commitment for organizational goals.

2.2.2 Leadership Theories and Approaches

As different theories shows that the formal academic study of leadership, which began in the
1930s, is replete with theories, models, and approaches, some of which build upon and extend
earlier approaches (Leonard et al., 2013). According to Sidle (2005) theories saying leaders are
only born, not made, is like saying that people cannot learn, develop, or mature as human beings.
Developing leadership qualities is about learning from experience and making the most of the
opportunities presented in life. It is about growing up and becoming a full adult. More over An
awakened leader is the one leader who was not born but made by life and made by the
experiences he or she had while growing up. Although awakened leaders may have been born
with certain skills that enhanced their chances and marked their aspirations toward becoming a
leader, they were ultimately made by trial and error. As the researcher seen different literatures,

leadership theories are nobody could not conclude that leadership given by inborn or made
(Marques, 2007). Different writers approach leadership from various perspectives, and some of

these theories and approaches have been discussed below:
Trait Theory

Trait theories of human behavior emerged in ancient Greece, India and China around 2,500 years
ago. This theory is mostly psychological in approach. Likewise the sociological approach, frame
leadership in terms of relationships among people rather than individual traits or characteristics
and concentrate on power and dominance (Gill, 2011). According to Leonard et al., (2013)
personal qualities and traits that distinguished leaders from followers, the underlying premise
being that leadership is inborn, rather than learned. The short coming of this theory is the
situation was not taken into account. Moreover Wiza and Hlanganipai (2014) stated that the trait
approach concentrates on the qualities of the individual as essential and universal aspects of
leadership regardless of diverse contexts. And also the writers suggested that Leadership is seen

as almost equivalent to personality and cannot therefore be taught.

Perhaps the theory have limitation Sidle (2005) suggested that Saying leaders are only born, not

made, is like saying that people cannot learn, develop, or mature as human beings. Developing
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leadership qualities is about learning from experience and making the most of the opportunities

presented in life. It is about growing up and becoming a full adult.
The Great Man Theory

The Great Man theory stated that leaders have unique qualities through great men. The theory
asserted that leaders are innate, not made. In 18th and 19th century philosophers focused on great
men rather than on situations. And also the theory is same with trait theory related with leader
ship is get inborn. But the theory ignores the past achievements of an organization and magnifies
the greatness of executives in the organization. In other words, the theory implies that the
success of an organization depends entirely on the greatness of its executives (Ghose, 2014).
Moreover Bolden et al., (2011) suggested that effective past leaders usually male were
considered to have achieved their success through possession of a range of distinguishing
characteristics and qualities that made them ‘born to lead’. In general the theory ignores the

leadership capacity of women.
Behavioral Approach

Behavioral approach started at the time mid-twentieth century. During this time the great man
theory gradually decreased and behavioral approach takes place. Karadag (2015) stated that there
is no single form of leadership that is valid in all aspects and individuals which have certain
characteristics cannot only attributes of leadership. The writer asserted that basis for the
behavioral approach has two different types of behavior: initiating structure and consideration.
Initiating structure primarily involves the activities in the realization of a goal, when
accomplished the goal of the organization. Whereas consideration behavior refers to followers
see a leader as the representative of their requests and needs. These two types of behavior are
conducted at the Ohio State and Michigan Universities. The studies conducted on many military
and civilian directors. And also the Michigan University conducted two types of behavioral

approaches to determine leadership behaviors: employee oriented and production oriented.

Furthermore Bolden et al., (2011) stated that the behavioral approach is studied about how
leaders behave. The studies concentrated on behavior of leaders rather than their underlying

characteristics. The writers cited that behavioral theories include two models: focus on ‘task’
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(production or structure) and a focus on ‘people’ (team or relationships). So it is possible to
identify a range of leadership styles varying from highly directive (focusing mainly on task) to
highly participative (focusing mainly on people). In each case it was argued that a high focus on
both people and task was likely to constitute the most effective style of leadership, although it
has since been recognized that leadership behaviors should be adapted to the context. Likewise
Leonard et al., (2013) stated that some studies, styles such as directive and participative were
represented as discrete types of leadership in others they were regarded as opposite poles of a
single dimension. However, an individual may be highly participative in certain situations, but

highly directive in others.

In sum many theories have noted a link between successful leadership and consideration for the
needs of followers. according to Fryer (2011)cited the Human Relations drew attention to the
limitations of Scientific Management Taylor(1997, 1912) in achieving managerial effectiveness,
leadership research has illuminated the shortfalls of leadership effectiveness recipes that focus
uniquely on task achievement. The author suggested that effective leaders do not just deal with
structural aspects of their role. But the leaders tend to show consideration for employee’s needs.
And also the writer noted research done at Michigan University Lickert (1970) found that
employee-centered leadership behaviors are as important as job-centered behaviors in ensuring
leadership success. Similarly, successful leadership behavior in terms of concern for people as
well as concern for results. The human relations theme also features in gender-related studies,
which draw attention to the instrumental efficacy of feminine behaviors which is encouraging

participation on the part of followers, manifest concern for followers’ welfare.
Theories of Emergent and Servant Leadership

Emergent leadership theory are likely viewed as most representative of the group, which is the
leaders emerge regardless of in the absence of any formal leader appointed by others. And also
the theories emphasize the importance of followers and the theory asserted that leadership is the
interaction between leader and followers. Whereas servant leadership theory refers the great
leader serve others (Gill, 2011). Fryer (2011) stated that servant-leadership is a link between
altruism and leadership effectiveness. A key feature of servant-leadership theory is the idea that

servant-leaders are fundamentally driven not by a desire to lead but by a desire to serve others.
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The Bradford Model: The Micro Skills of Leadership

The Bradford model of leader ship, developed by Gerry Randell and colleagues in UK from 1970
focuses on inter personal “micro skills” of effective leadership behavior. That is the model
focused on behavior at micro level, these are ways in which effective leaders will structure their
interactions with followers and others, gather information, give information, influence behavior
and handle emotion (Gill, 2011).

Psychodynamic Theory: Leader-Member Exchange (LMX)

LMX theory asserted that the effectiveness of the leaders is measured as a function of the
psychodynamic exchange and the relationship between leaders and followers are occurs to
provide direction and guidance through influence. The theory mostly used by ancient China
during 1121 to 2200 BC ‘the great plan’ (Gill, 2011). Leonard et al., (2013) stated that LMX
theory refers exchange between the parties, and one key result is the formation of in-groups and
out-groups. The writers suggested that recent research has extended the theory by looking at the
impact of empowerment as a moderator of the consequences of these relationships on attitudes to

work, such as job satisfaction, and job performance and organizational citizenship behaviors.
Situational and Contingency Approaches

There is no single leadership style which is right for each manager under all circumstances.
Situational theories were developed to indicate that the style to be used is dependent upon
situational factors such the nature of followers, task, organization, and other environmental
variables. Bolden et al., (2011) cited Fiedler’s contingency theory of leadership (1964, 1967)
distinguished between managers who are task or relationship-oriented. Research evidence
indicated that task oriented managers’ focus on the job-in-hand and tend to do better in situations
that have good leader member relationships, structured tasks, and either weak or strong position
power. They also do well when the task is unstructured but position power is strong, and at the
other end of the spectrum when the leader member relations are moderate to poor and the task is
unstructured. Such leaders tend to display a more directive leadership style. Relationship
oriented managers do better in all other situations and exhibit a more participative style of

leadership.
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According to Salami (2012) situational leadership theory is leader effectiveness and choice of
applied style is conditioned upon the task maturity of followers. The writer cited that the
maturity level of the follower is based on the extent of both the competence and commitment of
the follower to accomplish a particular task. Moreover Karadag (2015) suggested that there is no
single rule for leadership which used in an organization varies according to situation. Thus;
different situations require different leadership behaviors. The strengths of the situational models
are that they encourage managers to consider arrange of variables when selecting an appropriate
leadership style in any situation, and stress that flexibility in approach is a key to effectively
influencing the behavior of subordinates in achieving an objective. In addition, they provide
practical guidance as to how to enact the style. The benefits to researchers include suggestions as
to which variables might be important to consider when investigating leadership effectiveness
(Leonard et al., 2013).

Nourthouse (2013) stated that contingency theory is powerful leadership based on the harmony
among the leadership style, time and setting. The reason that it is termed contingency theory
stems from the attempt to adjust leadership styles according to the present situation and the
description of this adjustment. Moreover contingency theory compels leadership style either task
or relationship oriented with levels of control in situation itself serves to inform leader behaviors.
This model of leadership suggests that leaders who tend to be relationship oriented are more
effective in situations that are under control, and those who are task oriented are more likely to

be effective when control is either low or high (Salami, 2012).
Path-Goal Theory

Path-goal theory is concerned with the ways in which contexts influence the effectiveness of
leadership. The theory is grounded in expectancy theory, meeting followers’ motivation needs
serves as the catalyst for selecting an appropriate leadership style in a given context (Salami,
2012). Moreover Path-goal theory is the way the leaders motivate their followers to achieve
specific goals. The theory concentered on the relationship leadership style and the employees

work setting characteristics. Likewise the theory asserted that the leader is who clearly proposes
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the path leads to the goal, removes obstacles on the path and urge followers to head on way and

motivating the followers (Karadag, 2015).
Leadership Style

Leadership style refers leaders’ different behavior in which the way of leading their followers.
According to Awino (2015) it is defines as a leader’s style of providing direction, motivating
people and implementing plans and seen as approaches that leaders use when leading
organizations, departments and groups. And it is also a behavioral method used by a leader to
resolve organizational issues (Anderson, 2015). Shin (2013) Stated that leadership style is a
pattern of emphases, intensity of specific leadership behavior or attitudes, which a leader places
on the different leadership functions. More over Anderson (2015) stated that the classifications
of leadership help define not only the relation between the individual in the position of
leadership and the organization’s performance, but also leadership mechanisms of traits,
behaviors, cognition and whether the characteristics relate to the leaders, followers and goals of
the organization. Numerous theories of leadership attempts to propose different leadership styles.
For the purpose of this study, it is important to define and briefly discuss the common leadership
styles: autocratic, bureaucratic, democratic, charismatic, transformational, transactional, and

laissez-Faire, leadership styles.

Autocratic leadership is refers to individual control over all decisions and little group members in
decision making process. The autocratic leaders typically make choices based on their own ideas
and judgments and rarely accept advice from followers. Autocratic leadership can be beneficial
in some area, such as when decisions need to be made quickly and some projects require strong

leadership in order to get things accomplished quickly and efficiently (Bhatti et al., 2012).

Bureaucratic leadership style is a hierarchical leadership style, which is follows a close set of
standards and everything is decided in the light of predetermined decision making is done

according to policy or procedure.

Democratic leadership style is participative leadership, in which members of the group take a
more participative role in the decision-making process. The leaders make the final decision,

he/she participate other members of the team to contribute the decision making process. The
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democratic approach can be most suitable where team work is essential and quality is more

important than speed to market productivity (Bhatti et al., 2012).

A charismatic leader is one who provides an environment full of energy and positive
reinforcement. This leadership style asserts trait theory; leadership is not learned, but inborn.
Charismatic leaders inspire others and encourage them to be their best. Employees and group
members want to impress a charismatic leader, so they work hard and strive to succeed.
Transformational leadership style is the leader’s ability to motivate followers to rise above their

own personal goals for the greater good of the organization (Awino, 2015).

Transactional leadership is a leadership style that emphasizes to transactions between leaders and
subordinates. These leaders motivate subordinates to achieve expected levels of performance by
helping them to recognize task responsibilities, identify goals and develop confidence about
meeting desired performance levels (Chiun et al., 2010). Laissez-Faire leadership style is a
leadership style that employs an avoidance approach to taking action, making decisions and

accepting responsibility (Shin, 2013).

2.2.2.1The Full Range Leadership Model (FRLM)

The current study focuses on the three leadership styles described in “the Full Range Leadership
Model” designed by James Macgregor Burns In 1978 which are: transformational leadership
style describes leaders develop, motivate and inspire their followers to achieve extraordinary
levels of success whereas transactional leadership style refers a leaders lead their subordinates
through social exchanges and laissez-fair leadership refers an avoidance of leadership behaviors
(Stafford, 2010).Full range leadership model is the most important recent model of leadership
style. The model consists of transformational, transactional and laissez-fair leadership style and

also the model was conducted from empirical research of Bass in early 1980s (Gill, 2011).
Transformational Leadership styles

According Ghose (2014) transformational leadership concept was first proposed by the political
scientist in 1980s and the leaders would encourage followers to make great changes personally
and also generated great changes and challenges for the organization. Transformational

leadership is one of new paradigm for understanding leadership. As Shrestha (2011) introduced
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transformational and transactional leadership theory, the author asserted that transactional
leadership and transformational leadership are at opposite ends of the continuum. However, the
writer suggested that transformational leadership supplements the effects of transactional
leadership. According to the author transformational leaders stimulate followers to realize the
important meaning of the tasks they are responsible for, motivate their high level needs for
growth and development, establish a climate of mutual trust, exert their employees to look
beyond their own self-interests for the good of the group, and achieve performance beyond
expectation. Whereas, transactional leadership is tends to the exchange relationship between
leader and followers.

The characteristics of transformational leadership include increasing confidence and motivation,
clarifying follower's directions of work in obtaining organizational goals, sharing beliefs and
benefits, and being open to employee's feedback and suggestions. Transformational leadership
signifies strong influences on relationship between leaders and followers that instills power for
achieving performance objectives and work goals. And also Burns (1978) first proposed
transactional leadership, which focuses on exchanging benefits to satisfy the needs of both side
of followers and leaders. Moreover, transformational leadership style concentrates on the
development of followers as well as their needs. Managers with transformational leadership style
concentrate on the growth and development of value system of employees, their inspirational
level and moralities with the preamble of their abilities (Nanjundeswaraswamy and Swamy,
2014). And also according to Rehman et al. (2012) transformational leadership involves
motivating others to move towards their own self-interests for the achieving the goals of the

group and the organization and adopt new ways to success.

According to Karadag (2015) transformational leadership is related to emotions, values,
standards and long-term goals. As the author cited Burns (1978) defined leadership in two
different dimensions: sustainer leadership and transformational leadership. Sustainer leadership
refers the exchange between followers and the leader as a reflection of the reciprocal interest
between leaders and followers, whereas transformational leadership is related to improvements

in the performance and potential of followers.
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Furthermore transformational Leadership, proposed by Burns and extended by Bass and
associates, has been conceived as a more complete model of leadership than that advocated by
the trait, contingency, or exchange theorists. Burns (1978) first clearly distinguished between
leaders who were oriented to exchange and those who were oriented to change, the latter
identified as transformational leaders (Ghose, 2014). In sum transformational leaders do more
than transact with subordinates and makes positive impact on empowerment, motivation and
morality. Gill (2011) as cited Bass and Avolio model, transformational leaders tend to use one or

3

more of the four ‘I’s idealized influence, inspirational motivation, intellectual stimulation and

individualized consideration.
Idealized influence attributes

Idealize influence is related to charisma. The leaders are role model for their followers, and also
develop confidence in vision. Moreover the leaders have personal responsibility for action,
trusted and deeply respected by their followers. The leaders of transformational leadership are
given first place peoples need before their own interest. Bass and Avolio (1990) suggested that
idealized influence can be classified in idealized influence attributes and idealized influence
behavior. Idealized influence attributes scale identifies leaders who are able to build trust in their
followers. They inspire power and pride in their followers, by going beyond their own individual
interests and focusing on the interests of the group and members and leaders who have succeed
in mission and vision. That is why they become role models for their followers (Avolio & Bass,
1995, 2004).

Idealized influence behavior

Idealized influence behavior scale identifies leaders who act with integrity. The behaviors like
dominance, consciousness, self-control, a high moral judgment, optimism and self-efficiency.
The leaders talk about their most important values and beliefs; they focus on a desirable vision
and almost always consider the moral and ethical consequences of their actions (Avolio & Bass,
1995, 2004).
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Inspirational Motivation

Inspirational motivation refers to the leaders inspiring the followers through motivation. Team
spirit is highly developed in this groups which committed to organizational goal.
Transformational leaders in inspirational motivation, communicate with a clear vision of the
possible future with their followers. And also the leaders tend to join together organizational goal

and personal goals (Gill, 2011).
Intellectual Stimulation

The transformational leaders in intellectual stimulation, the leaders stimulate the followers. The
leaders generate new idea to followers; encourage imagination, innovation and creativity in
reanalyzing within an organization. And also the leaders encourage questioning their own

beliefs, assumptions and values (Avolio & Bass, 1995, 2004).
Individualized Consideration

Individualized consideration is related to the personal support and interest shown by leaders to
their followers and the leaders carefully thinking about their followers. And also the leaders
listening actively, identity individuals’ personal concerns, needs and abilities, the leaders
delegative and develop skill of their followers. Stafford (2010) stated that individualized
consideration tends to involve a range of behaviors, which are listening, coaching, mentoring and

teaching and directly addresses followers need for achievement and growth.

To sum up transformational leadership theory is particularly taken with the idea that ethical
leaders are those who put the needs of their followers first. The way, in which transformational
leadership theory characterizes the needs of followers, how these needs can be met and is
particularly relevant to the issue of imposition (Fryer, 2011).

Transactional Leadership Styles

Transactional leadership style according to Rehman et al. (2012) refers to motivate followers by attracting
or appealing to their self-interests. Transactional leadership relies more about trades between the leader
and follower by which followers are compensated for meeting specific goals or performance criteria. The
transactional leader will first validate the relationship between performance and reward and then

exchange it for an appropriate response that encourages subordinates to improve performance and hence
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the leadership focuses more on daily practices of work (Nanjundeswaraswamy and Swamy,
2014).Transactional leader dimensions are practice Management-by-Exception and contingent

reward. Management-by-Exception is practiced in two forms: passive and active (Gill, 2011).
Contingent Reward

Contingent reward is a leadership behavior by which the leader focuses on setting work objective
and performance standards, providing feedback, and also providing financial or psychological

reward in exchange for performance that meets expectations (Gill, 2011).
Passive Management-by-Exception

Passive Management-by-Exception intervening only occurs after errors have been detected or if
standards have not been met. An even more passive approach is laissez-faire, which is basically

defined as the absence of leadership (Rowold, 2005).
Active Management-by-Exception

Active Management-by-Exception entails the leader watches and searches actively for deviations
from rules and standards in order to avoid the deviations. But if it is necessary corrective actions
are taken (Rowold, 2005).

Laissez-Faire Leadership

Laissez-faire leadership is a type of leadership style in which leaders is hands-off and allows
group members to make the decisions also known as delegative leadership. This style of
leadership implies that someone in the position of a leader does not fulfill leadership
responsibilities and practically does not engage or involve in any meaningful transactions
whatever. Laissez-faire leader does little or nothing to affect either the followers or the outcomes
of their behaviors. Likewise laissez-fair leadership is the idea that the subordinates should be
able to work problems out and make their way through an expedition without too much extra
guidance. The leadership attributed by the leaders who avoid interfering when serious issues arise
and the leaders were viewed as inactive and characterized by avoiding responsibility and

decision making, this could also be described as non-leadership (Ghose, 2014).
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Figure 2.1 the Full-Range Leadership Model
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Source: (Stafford, 2010)
2.2.3 Concepts of Organizational Commitment

Today, a great attention has been given to the study of organizational commitment. According to
Allen and Meyer (2009) commitment has been conceptualized and measured in various ways.
Common to all the conceptualizations of commitment found in the literature is relationship with
turnover; employees who are strongly committed are those who are less likely to leave the

organization.

Organizational commitment is the intensity and extent of every individual involvement in an
organization and his/her sense of belonging and sense of identity towards the organization which
will finally lead to the promotion of his/her group dependence and citizenship behavior (Ali et
al., 2012). Fornes and Rocco (2004) also commitment defined as the degree of binding of the
individual to a set of behaviors and motivates one to act. Moreover Karadag (2015) stated that
organizational commitment was defined as the strength of an employee’s identification with the
organization. Based on this definition, Karadag (2015) identified three components of
organizational commitment: having absolute belief in the objectives and values of the
organization, making all efforts necessary for the benefit of the organization and having a strong
desire to continue with that organization. It is also emphasized that it is a process. Likewise, as
Karadag (2015) cited Luthans (2002) stated that organizational commitment is the process by
which the members of the organization feel they have a share in the well-being and success of
the organization and a type of attitude that reflects the commitment to an organization.
Additionally, organizational commitment occurs when an employee feels he is a part of an
organization. Furthermore Sabir et al. (2011) asserted that organizational commitment have two

major parts: attitude and behavior. Attitude commitments refer employee feeling and thinking
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about the organization. Whereas behavioral commitment is a pattern of individuals are fixed into

the organizations.

According to Furnham and Taylor (2004) organizational commitment refers employee positive
feelings towards the organization and the writers asserted that commitment is different from
satisfaction: it refers to the extent to which employees identify with, are involved with, and are
unwilling to leave their organization. Commitment is generally viewed as a broad but very
relevant attitude to one’s employing organization and is about loyalty, endorsing of values and
acceptance of goals. And also employees within an organization have different commitments:
that is commitment to their work group, their supervisor, top management and the organization

as a whole. Committed worker is also embedded in the organization.
2.2.3.1 Dimensions of Organizational Commitment

Allen and Meyer (2009) developed three model of commitment. Namely: affective, continuance
and normative commitment. The authors cited that employees with strong affective commitment
remain because they want to, those with strong continuance commitment because they need to,

and those with strong normative commitment because they feel they ought to do so.
Affective Commitment

Affective commitment measures the level of attachment and affection that an individual has with
the company. The affective component means emotional commitment of an employee to
the organization and identification with it. Affective commitment has been considered the
most beneficial in enhancing organizational effectiveness (Reza, 2014). Among the three
dimensions of commitment, affective commitment has been found to be the most consistent
and strongest predictor of positive organizational outcomes; and high affective
commitment is associated with decreased turnover intentions, contributes to higher

productivity and competitive advantage for an organization (Wasti, 2003).

Employees* affective commitment, their emotional bond to their organization has been treated
as an important determinant of dedication and loyalty. Employees with high affective
commitment are having a sense of belonging and identification with that increase their

engagement in the organization‘s activities, their willingness to pursue the organization‘s
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goals and their desire to stay with the organization. Furthermore, studies have found
relations between affective commitment and absenteeism, performance and turnover (Awan,
2009).

Continuance Commitment

Continuance commitment reflects a calculation of the costs of leaving versus the benefits of
continuing. It involves a person’s bond to an organization based on what it would cost that
person to leave the organization. It originates from the needs of employees to stay in the
organization considering the costs of leaving. It refers to an awareness of the costs associated
with leaving the organization as well as the willingness to remain in an organization
because of the investment that the employee has with “nontransferable” investments.
Nontransferable investments include things such as retirement, relationships with other

employees, or things that are special to the organization (Meyer & Parfyonova, 2010).

Continuance commitment considers the idea that individuals do not leave a company for fear of
losing their benefits, taking a pay cut, and not being able to find another job (Bass,
1990) as they believe they do not have the skills required to compete for positions in another
field. As a result, such employees could feel compelled to commit to the organization because of
the monetary, social, psychological and other costs associated with leaving the organization.
Those with high levels of continuance commitment stay with the organization because
they need to. Thus, employees keep their organization membership thinking it might cost

them too much to leave the organization (Allen & Meyer, 1990)
Normative Commitment

This dimension tells us the degree of involvement that an individual should have in the
organization. Employees under this category think that they have to be in this organization
because they should be (Meyer & Parfyonova, 2010). This dimension links the employees’
moral and ethical attitude towards the organization. They consider it as an obligation to be
loyal to their company if the company is doing something good for them (Giedre & Vilke, 2014).
This kind of employees remains loyal to the company as they think their company is providing
them with benefits and meeting their needs so they should be loyal to their company in any way.

It shows that this type of employees stays in the organization even if they are not
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completely satisfied with their jobs or even if they get better opportunities they will stick to their
company. Employees with this mind think they should consider their place as priority based on
several factors, for example, they think that the company has paid a lot of money on their
training so they should not waste this effort of the organization and pay it back with their loyalty
and commitment. So this dimension links the social and moral duty of individuals with
their company’s goals (Alkahtani, 2015).

2.2.4 Approaches to Organizational Commitment

The two major theoretical approaches employed in the literature on organizational commitment
are: exchange approach and investment approach. According to Amernic & Aranya (1983)
exchange theory deals with individuals organizational commitment depends on his or her
perceived balance of reward utilities over input utilities which means the level of commitment
measured by the amount of exchange. The exchange approach emphasizes the current exchange
relation between individuals and organizations. The exchange factors according to writers are

satisfaction with job scope, professional commitment and organizational-professional conflict.

Investment approach stressed on time element which is an individual longer time work within an
organization, the more that person wants to stay (Amernic & Aranya, 1983). The writers noted
Sheldon (1971), "investments" refer to participation in an organization to the extent that possible
participation in another organization is decreased by tenure, pension benefits and social
involvements. The investment factors age, length of service and likelihood of finding a suitable
position in some other organization. Furthermore Ghosh & Swamy (2014) in there study
organizational commitment approach classified by three:Side-Bet approach, Psychological

attachment approach and Multidimensional approach.

Side-Bet approach refers according to Becker’s theory, the relationship between an employee
and the organization is founded on behaviors bounded by a “contract” of economic gains.
Employees are committed to the organization due to investments or side-bets. the side-bet theory
was abandoned as a leading proponent of organizational commitment concept, at this time the
influence of the side bet approach is very evident in Meyer and Allen’s scale (1991) which is
continuance commitment (Ghosh & Swamy, 2014). And also Employees continue with the

organization because they want to do so and the calculative or side-bet approaches referred to as
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continuance (Fornes and Rocco, 2004). Psychological attachment approach in the middle
affective dependence period, the focus shifted from tangible side-bets to psychological
connection developed towards the organization (Ghosh & Swamy, 2014).According to the
writers the school of thought attempted to describe commitment as a combination of attitude and
interest in economic gains from associating with the company. The writers asserted that
Employee retention was attributed not only to economic gains, but more so to affective
influence. Therefore, organizational commitment is composes of three components: strong

acceptance, participation and loyalty.

According to Ghosh & Swamy (2014) multidimensional approach is the advancement from the
single-dimension era of organizational commitment and the major proponents of the multi-
dimension approach are Meyer and Allen’s three dimensional theory (1984, 1990, 1997), has
been the leading approach to organizational commitment for more than two decades. The writers
stated that multidimensional approach measured attitudinal commitment rather than side-bets.
The theory asserted that two scales were developed in multidimensional approach, one
measuring Affective commitment and the other Continuance commitment. Likewise Ghosh &
Swamy (2014) stated that the theory conducted the intention to perform behavior is determined
by the individual’s attitude towards performing the behavior and subjective norms held by the
individual. Hence, attitude is the first antecedent of behavioral intention and behavioral intention
refers to the likelihood that the individual will engage in the behavior. The writers pointed out
the difference between attitudinal and behavioral commitment. According to Ghosh & Swamy
(2014)), attitudinal commitment focused on the process by which people came to think about
their relationship with the organization. Behavioral commitment related to the process by which
individuals became involved and associated with a certain organization and its dealings towards

them.
2.3 Empirical Literature review

This section deals with the study empirically reviewed related to the topics. That is studies
related to organizational commitment and the relationship between leadership styles and

employees’ organizational commitment.
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2.3.1 Studies Related to Organizational Commitment

Many organizations are facing major challenges resulting in restructuring, reengineering and
downsizing. The need for factors that predict organizational commitment has become more
critical. One of the factors that could lead to healthy organizational climate, increased morale,
motivation and productivity is organizational commitment. Organizational commitment has
emerged as a promising area of research within the study of industrial/organizational psychology
in recent time (Salami, 2008). Fornes and Rocco (2004) argued that an energized workforce as
high performance and whose emotional commitment enables employees to make and deliver
products or services that constitute a sustainable competitive advantage. And organizational
commitment depends upon job enrichment factor and degree to which the workers enjoy

autonomy and freedom of action (Van, 2015).

In an organizational context, commitment can be seen as an employee’s attachment to the entire
organization, an organizational subunit, a supervisor, or even a change program. Leonard et al.
(2013) cited as different writers, organizational commitment has been found to be negatively
related to turnover and positively related to pro social behavior, job satisfaction, motivation, and
attendance. In general, as the studies shows that employee commitment has been positive factor
for organizations. As Leonard et al. (2013) noted Herscovitch & Meyer (2002) stated that
affective and normative commitment is associated with higher levels of support among

employees than continuance commitment.

Furthermore several studies conducted to identify factors involved in the development of
organizational commitment. Studies on the relationship between personal or demographic
variables and organizational commitment revealed that there is a degree of relationship between
personal or demographic variables like gender, age, marital status, and years of working
experience or tenure, educational qualification, status, race and so on with organizational
commitment (Van, 2015). Baron and Greenberg (1990) suggested that older employees are
seemed to have higher level of organizational commitment than other age groups. The study
conducted by Meyer and Allen (1997) described that organizational commitment is associated
with gender. Likewise Salami (2008) stated that demographic factors such as age, gender, marital
status, education level and work experience have been found to be significantly related to

organizational commitment.
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2.3.2 The Link between Leadership Styles and Employees’ Organizational

Commitment

The success of an organization, among other things, largely depends on the quality of leadership
it has adopted. A suitable leadership style to a particular context is an indispensable instrument
to derive and stimulate followers towards goal achievement (Lussier&Achua, 2011) which
eventually dependent on employees commitment. It is one of the major determinants affecting
employee’s attitude and their willingness to contribute to the success of the organization and
remain employed longer (Razadihm, 2015).This assumption stimulates for a deeper assessments

of distinct leadership styles applied by managers in their day to day activities.

Thus, it is imperative to know how a particular leadership style affecting the form and levels of
employees organizational commitment. To come into that end, it is indispensable to establish at
the outset the prevailing dominant leadership style characterizing a particular organization (Bass,
1999). For that purpose the full range leadership styles (transformational, transactional and
laissez-faire), known to have significant impacts on employees organizational commitment
(Awan & Mahmood, 2009) have been considered. The culture created by the leader directly
affects employee commitment, satisfaction, creativity, and innovation. The fundamental
leadership tasks are to provide the environment and methods that encourage employee initiative.
The work force area can also affects employee moods and attitudes, employee with positive
mood increasing effectiveness and commitment. Also, an appropriate work environment helps

the employee to reduce job stress (Lynn, 2008).

Leadership and effectiveness can main determinant of the effect of leadership on organizations
commitment. Organization that have not good leadership style, the employees cannot committed
for their task and also reduce productivity of the organization. Due to this reason different
literatures could assert leadership styles positive relation on employees’ organizational
commitment (Karadag, 2015). Likewise most leadership programs, however, do not start with
the premise of human fulfillment; the leadership most often targets the team and system levels of
learning, frequently to the exclusion of the individual. The result is that most programs take the

heart out of leadership development (Sidle, 2005).
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Employees’ commitment to an organization whether increases or decreases depending on the
employees’ interpersonal relations between follower and leaders, workplace climate, and
opportunities of improvement and mainly leadership styles affect level of commitment (Giedre
and Vilke, 2014). Sabir et al. (2011) stated that the workforce of the organizations is more aware,
educated, knowledgeable and expecting better values for leaders as well as subordinates.
Employees’ commitment with the organization reduces their intentions to leave the organization
and remains the part of organization to work with more effectively and loyalty. As different
literatures shows that different aspects of leadership relationship with organizational
commitment, which described that organizational commitment is encouraged with the leadership
style for the successful implementation of business strategies to achieve the organizational goal.

Moreover Keskes (2013) argued that transformational leaders have great ability to influence
organizational commitment by promoting the values which are related to the goal
accomplishment, by emphasizing the relation between the employees efforts and goal
achievement and by creating a greater degree of personal commitment on part of both follower’s
as well as leaders for the achievement of ultimate common vision, mission and goals of the

organization.

According to Wiza & Hlanganipai (2014) transformational leaders influence followers’
organizational commitment by encouraging followers to think critically by involving followers
in decision making processes and inspiring loyalty while recognizing and appreciating the
different needs of each follower to develop his or her personal potential. However, the writers
asserted that transactional leaders by stimulating their followers to seek new ways to solve
problems, challenges and identifying with followers’ needs also transformational leaders are able
to motivate their followers to get more involved in their work with resulting in higher levels of

organizational commitment.

According to Shrestha (2011) study shows that the effect of leadership style on employee
commitment have found positive relationship between transformational leadership and employee
commitment. However, Lo et al. (2010) examined the effect of transformational leadership on
commitment to change in the higher education in Malaysia found two dimensions of
transformational leadership. That is idealized influence and inspirational motivation to have

positive relationship with commitment. And also as Shrestha (2011) noted Machin et al. (2009)
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study of Australian public sector employees’ commitment to organizational change revealed that
positive work climate would be the strongest predictor of affective and normative commitment to
organizational and negative work climate would be the strongest predictor of continuance

commitment.

Moreover, study worked by Wiza & Hlanganipai (2014) in the case of South African institution
shows that there is a significant positive relationship between the transformational leadership
style and both affective commitment and continuance commitment. While, there was a lack of
statistically significant correlations between the transformational leadership and normative
commitment. Additionally the study finding suggested that respondents who are affectively
committed to the organization are more willing to maintain their relationship with the
organization than those who are normatively committed. Affectively committed employees tend
to feelings of identification, attachment and involvement with the organization. But contrast with
the dimension of normative commitment, which focuses on commitment by virtue a feeling of
obligation to remain with the organization. And also the finding shows that transformational

leadership style has no relationship with normative commitment.

Furthermore Teshome (2011) examined the relationship between leadership styles and employee
Commitment in Private Higher Education Institutions at Addis Ababa City, the study shows that
transformational leadership style has significant and positive correlations with affective and
continuance employee commitments while transactional leadership style has significant and
positive correlation with only normative commitment and laissez-faire leadership style is found

to be significantly and negatively associated with employees’ affective commitment.
2.4 Gaps in the Existing Literature

Past research, historical data, books in the library, catalogues, databases, Internet, were widely
accessed to arrive at the gaps in literature. The intensive review of literature reveals that there is
no dearth of researches focused on the subject of employee commitment and leadership style
(Ghose, 2014). Numerous references to a relationship between leadership and organizational
commitment in the academic and popular literature, little systematic research have been

conducted to examine the specific nature of the relationship and there are a limited number of
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published studies which have attempted to systematically examine the leadership and

organizational commitment relationship (Ghose, 2014).

Moreover leadership style and organizational commitment is world’s greatest issue. While little
research conducted to examine these two components. Extensive research is available in the
organizational behavior literature investigating the process of leadership and organizational
commitment, but leadership and organizational commitment seem to examined almost
independently; that means little research done to examine the relationship between leadership
and employees’ organizational commitment (Chiun et al., 2010). According to Salami (2012)
Africa’s political formation is along racial groupings and ethnic aggregations for this reason
visionary leader are dropped, while those who are not good for societies are often imposed on the
masses. The writers proposed that leadership and their fellows in Africa have simply privatized
the state for their selfish interest. In Africa as all agree that the fundamental problem militating
development in Africa is the poverty of leadership making it the key issue even in the process of
democratization, As far as the researcher concern the Africans’ leading system change to truly
democratic system, the content made several visionary leadership and upgrade effectiveness and
productivity of the society. And also eliminate the major content enemy poverty. And also
Ethiopia is less concern how to lead organization, there is skill, capacity and experience gaps
within leaders. Moreover fundamental problems in leadership styles and employees’
organizational commitment is which types of leader ship style used in organization and the
problem in motivating, stimulating employees’ attitude and perception towards their
organization. Likewise in Ethiopia organizations there is lack of empirical examination with
regard to the leadership styles and employees’ organizational commitment. Similarly a gap in

research Methodology, many research conducted qualitative approach rather than mixed one.

2.5 Conceptual Framework

This section describes the conceptual framework that guides the researcher and clarifies relevant
concepts. After examining extensive literatures in area of leadership and commitment, the
researcher developed a conceptual model that guides the researcher in designing data collection
instruments, data analysis and interpretation. It is presented in order to understand the whole
subject in a precise manner. Accordingly, the conceptual model has been depicted in Figure 2.2

and briefly discussed in the following sections.
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Figure 2.2: Conceptual Framework on the link between leadership styles and employee

organizational commitment

T }

Leadership Styles (X)

Transformational Leadership (X;)
v'Idealized Influence Attributes
v'Idealized Influence Behavior . .
v Intellectual Stimulation v Affective Commitment
v'Inspirational Motivation
v'Individualized Consideration —— v Continuance Commitment

Transactional Leadership (X,) ] )
v'Contingent Reward v Normative Commitment
v"Management by Exception Active
v'Management by Exception Passive

Organizational Commitment (YY)

Laissez-Faire Leadership (X3)

Source: developed by the researcher

The conceptual framework shown in figure 2.2 presents a summarized causal model for the
prediction of organizational commitment from the concept of leadership styles. The model
indicates how the leadership styles (transformational, transactional and laissez-faire) are related
with organizational commitment (affective, continuance and normative commitment). More
specifically, it illustrates how all components of leadership styles are related with each
components of employees’ organizational commitment. More specifically, this framework
indicate dependent and independent variables that have impacts on the outcome variable namely

employee commitment.
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Chapter Three

Research Design and Methodology

3.1 Research Approach

The choice of a research approach is determined by a combination of many factors such as the
research problem, objectives of the study, resource availability and personal experiences of the
researcher (Creswell, 2009). Accordingly, this research employed mixed research approach
where qualitative method was found to be embedded within the quantitative method. That means
in other words that, the latter approach was predominantly used in the research while the former
was employed to get broader understanding of the subject under the study and enrich the

findings.

According to Bateman (1984) quantitative approach typically concentrates on measuring,
collecting, analyzing numerical data and applying statistical test. Since this study intended to
measure the association and relationship among variables with respect to leadership style and
employee organizational commitment, quantitative research is deemed to be the most appropriate
one. To triangulate the quantitative data and gain broader perspectives of the result, qualitative

research methodology has also been used as a support mechanism.
3.2 Research Design

In order to address the objectives of the study, inferential and descriptive research designs were
employed. As Gay, et al. (2009), inferential design involves collecting data to determine
whether cause and effect relation exists between two or more quantifiable variables or not
and to what degree. Inferential design was used to assess the effects of leadership style on
employee organizational commitment. Descriptive design was used particularly to deal with the

prevailing dominant leadership style and commitment in particular.

34



3.3 Data Sources and Instruments

The study used a cross-sectional survey to collect both primary and secondary data. Primary
sources refer employees that consist of experts, managers and administrative support groups. The
secondary data sources were different employee related statistical records, reports as well and
various research literatures written on leadership style and organizational commitment. Primary
data were collected mainly through self-administered structured questionnaires using 5 point
Likert scale model with response categories ranging from strongly agree to strongly disagree. In
this study, two standardized questionnaires were used as data gathering instrument. Bass and
Avolio (1995) Multifactor Leadership Questionnaire (MLQ) was used to measure leadership
styles and Allen and Mayer (1990) Organizational Commitment Questionnaire (OCQ) was used

to measure organizational commitment in order to obtain quantitative data.

The questionnaire was developed based on the objectives of the study set and review of related
literature on leadership style and employee organizational commitment. The main reason for
using questionnaire was to get reliable data within a short period of time. To supplement
responses provided via questionnaire as well as to provide answer for the how part of the
research question, qualitative data was gathered from the aforesaid directors through purposive

sampling technique.
3.4 Validity and Reliability

Validity and reliability are qualities that are essential to the effectiveness of any data gathering
procedure. Validity refers the researcher’s conclusion is true or correct with corresponds to the
actual state of the world. Whereas, reliability indicates the accuracy or precision of the
measuring instrument (Ghose, 2014). Cronbach’s alpha measures the consistency of the
participants’ response to all the items in a questionnaire indicating the degree to which items that
are independent measures of the same concept are correlated with each other (Ali, 2013).
Therefore the reliability of the multifactor leadership questionnaire (MLQ) and organizational
commitment questionnaire (OCQ) tested by Cronbach’s Alpha coefficient. Reliability was
measured using Cronbach’s alpha and the minimum value that was set as acceptable was > 0.7

(Ali, 2013).
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Table 3.1 Cronbach’s Alpha Reliability test for MLQ and OCQ

Variables Mean S.D Cronbach's alpha | Evaluation
Leadership styles

Transformational leadership

Intellectual Stimulation 33857 87793 0.733 Optimal
Idealize Influence Attributes 3.6460 95296 0.882 Optimal
Idealize Influence Behavior 3.4821 81294 0.725 Optimal
Individualized Consideration 32917 81500 0.741 Optimal
Inspirational Motivation 35365 94787 0.804 Optimal
Transactional Leadership

g/lg?segement-by-Exception 27175 96541 0.803 Optimal
FI\)/;zgia:fjeement-by-Exception 9 5619 115269 0.751 Optimal
Contingent Reward 26921 94977 0.795 Optimal
Laissez-faire Leadership 21690 73917 0.734 Optimal
Organizational Commitment

Affective commitment 2 7865 99135 0.887 Optimal
Continuance commitment 2 4262 74069 0.763 Optimal
Normative commitment 2 4563 68034 0.642 Low

Table 3.1 illustrates that the reliability of multifactor leadership questionnaire (MLQ) and
organizational commitment questionnaire (OCQ) are tested by cronbach’s alpha coefficient.
Accordingly, the suggested cronbach’s alpha coefficient acceptable was > 0.7. Therefore, almost
all the questionnaires were reliable.According to Priyanto (2009) as cited by Hailu (2016) based
on the significant value obtained by sig. (2-tailed) of 0.000 < 0.05. Each items’ validity was
determined. Thus, the validity of the variables of this study was obtained by correlation analysis
presented in chapter four. The result shows that the significant value was almost between 0.000 <

0.05. Therefore all the items of this questionnaire were valid. In order to obtain valid

Source: Survey Data, 2018
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questionnaire, the researcher translated both multifactor leadership questionnaire (MLQ) and

organizational commitment questionnaire (OCQ) to Amharic version.

3.5 Population and Sampling

The target population of the study encompasses all employees of the Ministry of Public Service
and Human Resource Development which constitutes a total population of 488 employees.
Sampling design primarily aims at increasing representation of the population by reducing
sampling error with a minimum possible cost (Kothari, 2004). Hence, the target populations of
the study have been all employees currently working in Ministry of Public Service and Human
Resource Development. According to Yemane (1967) for larger population whose size is known,
sample size can be determined using the following formula. n = N/1+N (e?), where, n= sample
size, N= Population size, and e= the margin of error. Then at 5% significance level, the total
sample size n = (488/1+ 488 (0.05°) is approximately equal to 220 units. The source indicated

that most survey researches use a 95% confidence level and a+5% precision level.
3.6 Sampling Technique

All employees currently working for Ministry of Public Service and Human Resource
Development was considered as a sampling frame for this research. After obtaining the lists of
employees from these institutions, sampling frame was developed for the purpose of this
research. Then, representative units were drawn from the population using simple random
sampling techniques. That was done to give equal probabilities for each unit in the population to

be included in the sample.
3.7 Definition of Variables

3.7.1 Dependent Variable

The purpose of this research was to analyze the effects of leadership style on employee
organizational commitment. As a result the dependent (outcome) variable to be evaluated was
employee organizational commitment which was measured by using three dimensions such as

affective, continuance and normative commitment as indicators.
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Organizational commitment has been defined as a psychological state that binds an
employee to an organization, thereby reducing the incidence of turnover. The affective
component of organizational commitment refers to employees' emotional attachment to,
identification with, and involvement in the organization. The continuance component refers to
commitment based on the costs that employees associate with leaving the organization.
Finally, the normative component refers to employees' feelings of obligation to remain
with the organization (Allen & Meyer,1990 ).

3.7.2 Independent Variable

Based on specific objectives set at the outset, independent variables will be the three leadership
style (transformational, transactional and laissez-faire) with nine subscales. Transformational
leadership style will be measured using five subscale indicators namely, idealized influence
attribute, idealized influence behavior, inspirational motivation, intellectual stimulation and
individual consideration. Transactional leadership style will have three scales, contingent reward,
management by-exception passive and management by-exception active. Laissez-faire leadership

style will have one subscale as itself.
3.7.3 Model of Specification

The study employed linear regression models. This model will capture the effects of leadership
styles on employee organizational commitment by breaking into two parts. The first part of the
model mainly focused on the analyzing the aggregate variables of leadership style
(transformational, transactional and laissez- faire) and organizational commitment (affective,
continuance and normative commitment). The second part of the model on the other hand,

focuses on the disaggregated impacts of these explanatory variables on the dependent variable.

To this end, the equation used in the study was :Y = B, + B, X 1 + B, X 2 + Bay3+ & Where, Y is

the dependent variable employee organizational commitment ﬂo, ﬂl, B2 and p3are parameters

to be estimated or regression line coefficients or slops; X1 and X2 are X5 are independent
variables ( such as transformational, transactional and laissez-faire leadership styles) and ¢ is

the error term.
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3.8 Methods of Data Analysis

After returning from the field quantitative data processing (editing and coding) have been made
using statistical techniques and tools. The coded primary date has been entered and analyzed
using Statistical Packages for the Social Sciences (SPSS) version 22.0. Both descriptive and
inferential methods of data analysis were used. Descriptive statistics such as average, mean,
standard deviation, percentage, ratio and tables have been used. The descriptive statistics
essentially used to explain about the sample value without inferring the population parameter.
The inferential analysis in turn used to infer about the effects of leadership style on employee
organizational commitment. Inferential statistics such as Independent Sample T- test and Pearson
correlation have been used in the study. Independent Sample T-test was used to compare the
mean difference. In the same way, Pearson correlation was employed to test the significance

level of two quantitative variables.
3.9 Ethical Consideration

Measures have been taken to ensure the respect, dignity and freedom of each participant of the
study. Complete confidentiality of the study subjects has also been emphasized. Names of
respondents were not recorded anywhere on the final report. The researcher first informed
participants the purpose of the study and requested their consent to take part in the research.
According to Creswell (2009), the common practice is to present a written informed consent for
describing the nature of the research project and the purpose of one’s involvement. Their
participation has been purely voluntary and they had been guaranteed confidentiality and
anonymity during data handling. Further, participants were told that they have the right to
withdraw from the study at any time if the feel uncomfortable with their participation. Only those
individuals who were voluntary were approached for the purpose of data collection. The
researcher was also committed to report the research findings in a complete and honest fashion,
without misleading others about the nature of the findings. Giving appropriate credit to the use of
another person’s ideas is mandatory (Creswell, 2009). In this regard, all materials belonging to
another person or organization have been properly acknowledged. Finally, researcher has taken
appropriate measures to ensure the research would cause no physical or psychological harm to

research participants.
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Chapter Four

Data Analysis, Results and Discussions

4.1 Introduction

This chapter deals with data analysis, discussions and interpretation of results. The data was
collected through Allen and Meyer’s Organizational Commitment Questionnaire (OCQ) and
Bass and Avolio’s Multifactor Leadership Questionnaire (MLQ) with employees and semi
structured interview with directors of ministry of Public Service and Human Resource
Development. The primary purpose of the research is to examine the effects of leadership style
on employees’ organizational commitment. To this end, a tool was designed to collect
quantitative data from managers, experts, and administrative supportive staff members currently
working in Ministry of Public Service and Human Resource Development. Questionnaires were
prepared and delivered to the aforesaid respondents. Out of 220 target respondents 210 of
respondents were kind enough to fill and return the questionnaire on time. The remainders 10
which are 4.55% failed to return the questionnaire distributed. Since the sample size is
statistically representative, 95.45% response rate were considered to be adequate and significant
for the purpose of this research. Thus, the forthcoming section presents the consolidated findings,

detail analysis and interpretations of the results.
4.2. Demographic Characteristics of Respondents

The demographic characteristics of the respondents (i.e. gender, age, marital status, educational
level, service year, specialization and position) were presented. Table 4.1 shows that, the gender
distribution of sample respondents, from the total of 210 samples, the majority of respondents
were males. It is to mean that 126(60%) of total respondents and 84(40%) were females
respondents. Generally, regarding respondents’ gender, it was dominated by male participants.
Moreover, regarding marital status, from the total sample respondents 113 (53.8%) were single,
92 (43.8%) were married, 2 (1%) were divorced and 3 (1.4%) were widowed. Thus, the majority

participants in this study were single.
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Table 4.1Gender, Marital Status, Educational level, work specialization and positions of

respondents
Valid
Variables Frequency Percent Percent
Gender Female 84 40.0 40.0
Male 126 60.0 60.0
Marital Single 113 53.8 53.8
Status Married 92 43.8 43.8
Divorced 2 1.0 1.0
Widowed 3 1.4 1.4
Educationa Certificate 2 1.0 1.0
I level Diploma 31 14.8 14.8
BA/BSC 150 714 714
MA/MSC 26 12.4 12.4
PhD 1 5 5
work Business and Economics 131 62.4 62.4
specializati = Social and Behavioral 14 6.7 6.7
on studies
Development studies 6 2.9 2.9
Natural science 43 20.5 20.5
TVETE 9 4.3 4.3
Others 7 3.3 3.3
positions of Managerial Position 19 9.0 9.0
respondent  Expert position 178 84.8 84.8
Admin support/staff 11 5.2 5.2
Total 210 100.0 100.0

Source: Survey Data, 2018

Similarly, from respondents feedback regarding educational level, 2(1%) were Certificate,
31(14.8%) were Diploma, 150 (71.4%) were BA/BSC, 26 (12.4%) were MA/MSC and 1(0.5%)
was PhD. Thus, the majority of respondents were BA/BSC degree holders. Likewise,
respondents work specialization, from the total sample respondents were 131(62.4%) educated
Business and Economics, 14(6.4%) educated Social and Behavioral studies, 6 (2.9%) educated
Development studies, 43(20.5%) educated Natural science, 9(4.3%) specialized in TVETE and
the rest 7(3.3%) specialized others field. Therefore, the majority respondents specialized in
Business and Economics.

Finally, regarding the job position of respondents, 19 (9%) held managerial position, 178

(84.8%) were in expert position and 11 (5.2%) were in administrative support/staff position.

Thus, from total sample respondents the majority of respondents were expert position.
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Table 4.2Age and Work Experience of respondents

Age 210 21.00 59.00 33.7857 8.29405 .000
Work 210 1.00 37.00 10.5857 8.51370 .000
Experience

Valid N 210

Source: Survey Data, 2018
Table 4.2illustrates that descriptive statistics of age and work experience of respondents. The
analysis on the basis of age shows that the minimum age of sample respondent was 21 years old
and maximum age was 59 years old. From the analysis the mean age was 33.78 with standard
deviation 8.29. And also the analysis regarding work experience minimum of 1 year and

maximum of 37 year with mean of 10.58 with standard deviation 8.51.
4.3 The Most Common Leadership Style

The success of an organization, among other things, largely depends on the quality of leadership
it has adopted. A suitable leadership style to a particular context is an indispensible instrument
to derive and stimulate followers towards goal achievement (Lussier&Achua, 2011) which
eventually dependent on employees commitment. It is one of the major determinants affecting
employee's attitude and their willingness to contribute to the success of the organization and
remain employed longer (Razadihm, 2015).This assumption stimulates for a deeper assessments

of distinct leadership styles applied by managers in their day to day activities.

Thus, it is imperative to know how a particular leadership style affecting the form and levels of
employees organizational commitment. To come into that end, it is indispensable to establish at
the outset the prevailing dominant leadership style characterizing a particular organization (Bass,
1999). For that purpose the full range leadership styles (transformational, transactional and
laissez-faire), known to have significant impacts on employees organizational commitment
(Awan & Mahmood, 2009) have been considered. It consists of five transformational
leadership factors, three transactional leadership factors and one laissez-faire leadership

(Alkahtani, 2015). This section provides descriptive analysis and interpretations of findings on
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the leadership styles dominating the Ministry of Public Service and Human Resource

Development.

Table 4.3 the Dominant Leadership Style

Variables N Mean | Sta. dv Test of significance
T- value Sig
Intellectual Stimulation 210 | 3.3857 | .87793 55.885 | .000
Idealize Influence Attributes 210 36460 | 95296 55.444 | .000
Idealize Influence Behavior 210 34821 | 81294 62.073 | .000
Individualized Consideration 210 32917 | 81500 58.529 | .000
Inspirational Motivation 210 | 3.5365 | .94787 54.068 | .000

Transactional Leadership 210 2 6571 24088 51973 | 000

Management-by-Exception Active 210 27175 | 96541 40791 | 000

Contingent Reward

210 2.6921 94977 41.075 | .000

Source: Survey Data, 2018

As shown in table 4.3 above, the mean values of respondents perception’s regarding
transformational leadership subscales were calculated. Accordingly, Idealize influence attributes
has a mean score of 3.65 with standard deviation 0.95, idealize influence behavior has a mean
score of 3.48 with standard deviation 0.81, inspirational motivation has a mean score of 3.54
with standard deviation 0.95, intellectual stimulation has a mean score of 3.38 with standard
deviation 0.88 and individualized consideration has a mean score of 3.29 with standard deviation
of 0.95. Bass and Avolio (1997) suggested that for the most effective leadership, mean scores
should be greater or equal to 3.0 for transformational leadership subscales. Therefore, the mean

of each subscale of transformational leadership style were found in suggested mean score.

From the above illustration, the analysis result sows that idealize influence attributes subscale
has the highest mean score which is 3.65. Therefore, idealize influence attributes was relatively

the most frequently used sub scale by leaders in the Ministry of Public Service and Human
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Resource Development. Idealize influence attributes characterized by descriptive of leaders who
build trust, inspire power and pride in their followers in the organization. Furthermore, as it can
be seen from the standard deviation of the subscales of transformational leadership styles,
idealize influence attributes has the highest standard deviation (0.953). This shows that idealize
influence attributes a wide spread of responses. To sum up, the mean and standard deviation for
the total transformational leadership style is 3.47 and 0.82 respectively. That was confirmed
because of the fact that the mean score 3.47 has been fallen in the suggested mean score. The
independent one sample T test results in this regard were also found to be 1% of the significance

level.

On the other hand, regarding transactional leadership style subscales, contingent reward has a
mean score of 2.69 with standard deviation0.95, management-by-exception active has a mean
score of 2.72 with standard deviation of 0.97 , and the mean of management-by-exception
passive has2.56 with standard deviationofl.15.The results indicates that from transactional
leadership subscales, management-by-exception active has the highest mean score of 2.72.Thus,
from transactional leadership subscales, management-by-exception active was relatively the most
frequently used subscale by leaders of the Ministry of Public Service and Human Resource
Development as perceived by respondents. This indicates that the leaders of Ministry of Public
Service and Human Resource Development concentrate on dealing with irregularities, mistakes,

complaints, deviations from standards and keeps track of all mistakes.

As it can be observed from the standard deviation of the subscales of transactional leadership
style, management-by-exception passive has also the highest standard deviation (1.15).This
shows that the highest standard deviation value indicated a wide spread of responses. The

independent one sample T test result in this regard was also found to be 1% significance level.

Finally, the mean score and standard deviation value for the total laissez-faire leadership style
was 2.17and 0.74respectively that it is considered as one subscale itself and significant at 1%
significance level. However, as it can be observed above, the standard deviation value of the
three leadership styles (transformational, transactional and laissez-faire) were 0.82, 0.740 and
0.739 respectively. Transformational leadership style has the highest standard deviation (0.82).
This shows that the highest standard deviation indicates a wider spread of responses. Moreover,

the total mean score of the three leadership styles (transformational, transactional & laissez-faire
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leadership styles) were 3.34, 2.66 and 2.17 respectively. The result shows that transformational
leadership style was relatively the most frequently used leadership style, followed by
transactional leadership style and laissez-faire leadership style which was the least exercised
leadership style as perceived by respondents in Ministry of Public Service and Human Resource

Development.
4.3.1 Comparison of Leadership Styles with Suggested Standards

Transformational Leadership

Bass and Avolio (1997) suggested that for the most effective leadership mean scores should be
greater or equal to 3.0 for transformational leadership subscales (individualized consideration,
intellectual stimulation, idealized influence behavior, idealized influence attributes and
inspirational motivation). Thus, the actual result of all transformational subscales were idealize
influence attributes mean of 3.65, idealize influence behavior mean of 3.48, inspirational
motivation mean of 3.54, intellectual stimulation mean of 3.38 and individualized consideration
mean of 3.29.Therefore, the results indicate that the mean score of each subscale of

transformational leadership style were found in the above mentioned suggested mean score.

Transformational leadership style was characterized by stimulate followers to realize the
important meaning of the tasks in which they are responsible for motivating their high level
needs for growth and development, establishing a climate of mutual trust, exerting their
employees to look beyond their own self-interests for the good of the group, and achieve
performance beyond expectation. Therefore, these behaviors were exhibited in Ministry of

Public Service and Human Resource Development.
Transactional Leadership

Bass and Avolio (1997) suggested a mean score of 2.0 for contingent reward, 1.0 to 2.0 for
management-by-exception (active) and 1.0for management-by-exception (passive). So, the result
in table 4.3 shows that contingent reward mean of 2.69 as mentioned above. And, management-
by-exception active mean of 2.72.And, the mean of management-by-exception passivewas2.56.
This implies that the mean scores of overall subscales of transactional leadership results in this

study were greater than the research validations mean score suggested.
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Laissez-faire Leadership

Bass and Avolio (1997) suggested that the mean score for laissez-faire was 0.0. But the mean
score result founded in the study was 2.17. This shows that the leaders of Ministry of Public
Service and Human Resource Development mostly avoid getting involved when important issues
arises, avoid making decisions, delay responding to urgent questions. On the other hand, the
interviewed Directors of Ministry of Public Service and Human Resource Development
regarding prevailing leadership style used by managers in the organization also support the
above results. The interviewed officials stated that the type of leadership style exercised in their

organization was more of transformational than transactional and laissez-faire styles.

Although the informants response was related to the leaders of the organization, it emphasizes
the importance of having a collective sense of mission and support team spirit, scarifies his
interest to the good will of the group and the organization. The leader trusts followers in
exercising good judgments, and capable in inspiring and motivating subordinates towards
organizational goal. To some extent, there was the decentralization of power within leaders and
subordinates. Similarly, as the informants response, the leader of the organization concentrates

keeping on irregularities, mistakes, complaints and deviations from standards.
4.4 Level of Employees’ Organizational Commitment

Employees organizational commitment referred to a an employee’s level of identification
(belongingness), involvement in the organization and motivation to contribute to organizational
development (Simone,2003). Wasti (2003) also defined organizational commitment as shared
belief and acceptance of organization’s goals and values, a willingness to put forth considerable
effort on behalf of an organization and a strong desire to stay a member of the organization. In

view of this the following session elucidates the level of employees’ organizational commitment.
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Table 4.4 the Dominant Dimensions of Employees’ Organizational Commitment

Sta. dv

Variables Mean

Test of significance
T- value Sig

Employees’ organizational commitment 210 25563 62248 59.512 .000
Affective Commitment 210 2.7865 .99135 40.733 .000
Continuance Commitment 210 2.4262 74069 47.468 .000
Normative Commitment 210 2.4563 .68034 52.321 .000

Source: Survey Data, 2018

Table 4.4 illustrates affective commitment has mean score and standard deviation of 2.79 and
0.99 respectively. Similarly, continuance commitment has mean score and standard deviation of
2.42 and 0 .74 respectively. And normative commitment has mean score and standard deviation
of 2.46 and 0.68 respectively.

Allen & Meyer (1990) do not provide guidance for expected means for affective, continuance,
and normative commitment. Instead, they proposed the required pattern to be ranked starting
from highest to lowest scores. To this end affective commitment has the highest mean score
followed by normative and continuance commitment. This implies that affective commitment
was the dominant dimension of Employees’ Organizational Commitment in Ministry of Public
Service and Human Resource Development. From standard deviation scores, affective
commitment has the highest value. This shows that the highest standard deviation indicates a
wide spread responses. Furthermore, the test regarding the significance of the three dimensions

of commitments is 1% of the significant level.

Therefore, based on the perception of respondents, it can be concluded that affective
commitment was relatively the most prevailing dimension of employees’ organizational
commitment in Ministry of Public Service and Human Resource Development. This indicates
that most of the employees participated in the study demonstrate emotional attachment,
identification, and involvement in their organization. Similarly, the interviewed officials also
believe that employees mainly demonstrate affective commitment towards their organization.

Since employees have emotional attachment to their organization, they feel the sense of
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ownership or family with their organization. Therefore, employees are committed to bring

change, working with team spirit, and having responsibility.

Moreover, the informants stated that some employees are loyal to their organization and they feel
sense of moral obligation to work for their organization. As some informants indicated even
though, there are problems with leadership style, the managers and employees’ stay with the
organization because of lack of alternative opportunities. This shows that the leaders of Ministry
of Public Service and Human Resource Development have some limitations in maintaining

emotional attachment of their employees.
4.5 The Effects of Leadership Style on Employees’ Commitment

In this section, correlation analysis, normality and multi co-linearity test and regression analysis
conducted in line with one of the research questions. The effects of leadership style on
employees’ organizational commitment were investigated by using two-tailed Pearson

correlation analysis and linear regressions.
4.5.1 Correlation Analysis

Correlation is a measure of association between two variables. According to Kothari (2004),
positive values of r indicate positive correlation between the two variables (i.e., changes in both
variables take place in the same direction), whereas negative values of ‘r’ indicate negative
correlation i.e., changes in the two variables taking place in the opposite directions. A zero value
of ‘r’ indicates that there is no association between the two variables. When r = (+) 1, it indicates
perfect positive correlation and when it is (-) 1, it indicates perfect negative correlation. In the
same way, Cohen (1998) cited by Warokka et al. (2012), also interpreted the coefficient of
correlation between 0 and 1 as in the following manner. The correlation coefficient (r) ranging
from 0.10 to 0.29 may be regarded as indicating a low degree of correlation, r ranging from 0.30
to 0.49 may be considered as a moderate degree of correlation, and r ranging from 0.50 to 1.00

may be regarded as a high degree of correlation.
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Table 4.5 Correlation between leadership styles and organizational commitment dimensions

Dimensions Transformational Transactional Laissez-faire
Affective Pearson Correlation .366 336" .097

Sig. (2-tailed) 000 000 163
Continuance Pearson Correlation 211" 176" 834"

Sig. (2-tailed) 002 011 000
Normative  Pearson Correlation .122 2397 3007

Sig. (2-tailed) 077 000 000

Source: Survey Data, 2018
Note:
** means correlation is significant at the p<0.01 level (2-tailed).

* means correlation is significant at the p<0.05 level (2-tailed).

Table 4.5 illustrates that the association between dependent (affective, continuance, normative)
variable and independent (transformational, transactional, laissez-faire) variable. As it was tested
in a two-tailed Pearson’s correlation analysis, the association of each dependent and independent

variable was described below.

When transformational leadership style with affective commitment correlate, (r = 0.366) shows
that there was a moderate degree of correlation, there was statistically significant relationship
between transformational leadership style and affective commitment. Because the Pearson
correlation coefficient (r) was 0.366 which found between 0.30 and 0.49, therefore the strength
was moderate and significant at 0.01 confidential levels. Thus, the association between
transformational leadership style and affective commitment in Ministry of Public Service and
Human Resource Development was associated as positive, moderate and statistically significant.
Table 4.5 also shows that the correlation between transformational leadership style and
continuance commitment have a Pearson correlation coefficient (r) of 0.211 and significance
value of 0.002. This implies that Pearson correlation coefficient (r) ranging from 0.10 to 0.29
may be regarded as indicating a low degree of correlation, having positive and significant
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relationship between transformational leadership style and continuance commitment in Ministry

of Public Service and Human Resource Development.

Lastly, the correlation between transformational leadership style and normative commitment has
a Pearson correlation coefficient (r) of 0.122 and 0.077significant. Therefore, the association
between transformational leadership style and normative commitment in Ministry of Public
Service and Human Resource Development was associated positive, low degree of correlation
and statistically insignificant. In general, at 0.01 confidence level, transformational leadership
style has positive, moderate and significant correlation with affective commitment; and it has
positive, low and significant correlation with continuance commitment; a positive, low degree of
correlation and insignificant correlation with normative commitment. This result indicates that
affective commitment more associated with transformational leadership style than continuance

and normative commitment in Ministry of Public Service and Human Resource Development.

When transactional leadership style is correlated with affective commitment, the result (r=0.336)
shows a moderate degree of correlation, there was statistically significant relationship between
transactional leadership style and affective commitment. Because the Pearson correlation
coefficient (r) was 0.336; r lies between 0.30 and 0.49, so the strength was moderate degree of
correlation and significant at 0.01 confidential level. Thus, the association between transactional
leadership style and affective commitment in Ministry of Public Service and Human Resource
Development was positive, moderate degree of correlation and statistically significant. Similarly,
the association between transactional leadership style and continuance commitment the result
shows Pearson correlation coefficient (r) of 0.176 and significance value of 0.011.This implies
that the correlation coefficient (r) ranging from 0.10 to 0.29 was regarded as indicating a low
degree of correlation and significant.so, the association between transactional leadership style
and continuance commitment in Ministry of Public Service and Human Resource Development

was positive, low degree of correlation and statistically significant.

Finally, the association between transactional leadership style and normative commitment the
result shows that Pearson correlation coefficient (r) was 0.239and significant was 0.000.
Therefore the correlation coefficient (r) ranging from 0.10 to 0.29 may be regarded as indicating
a low degree of correlation and significant. thus, the association between transactional leadership

style and normative commitment in Ministry of Public Service and Human Resource
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Development was positive, low degree of correlation and statistically significant. In general, at
0.01 confidence level, transactional leadership style had positive, low degree of correlation and
statistically significant association with affective commitment; positive, low degree of
correlation and statistically significant association at 0.05 confidence level with continuance
commitment and it has positive, low degree of correlation and statistically significant association
at 0.01 confidence level with normative commitment. Therefore transactional leadership style

associated positively with the three organizational commitments.

As shown in table 4.5 illustrates that Laissez-faire Leadership Style and affective Commitment
correlated the result was 0.097 of Pearson correlation coefficient (r) and 0.163 significant.
Accordingly, Laissez-faire leadership Style positively correlated, with very low degree of
correlation and insignificant relation with affective Commitment. However, the association
between laissez-faire leadership style and continuance commitment the result indicates a Pearson
correlation coefficient (r) of 0.834 with significance value of 0.000. This shows moderate and
statistically significant correlation. So, the association between laissez-faire leadership style and
continuance commitment in Ministry of Public Service and Human Resource Development was

positive, moderate degree of correlation and statistically significant.

Finally, the association between laissez-faire leadership style and normative commitment the
result shows that 0.300 of Pearson correlation coefficient (r) and 0.000 of significant. This shows
that the correlation coefficient (r) lies between 0.30 and 0.49. therefore, the association between
laissez-faire leadership style and normative commitment in Ministry of Public Service and
Human Resource Development was positive, moderate degree of correlation and statistically
significant. In general, laissez-faire leadership style has positive but very weak association and
insignificant correlation with affective commitment; positive, moderate and significant
correlation with continuance commitment and also positive, moderate and significant correlation
with normative commitment. This indicates that laissez-faire leadership style correlated with
continuance and normative organizational commitment. But the association between affective

commitment was insignificant and very weak.
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4.5.2. Regression Analysis

Many studies asserted that leadership regarded as an important input for employee organizational
commitment process (Simosi & Xenikou, 2010). Both transformational and transactional
leadership styles have positive impacts on employees’ organizational commitment. Contrary to
that, Laissez-faire leadership style has negative effects on affective organizational commitment
(Susanj & Jakopec, 2012).

In view of these theoretical assumptions, this study is sought to investigate the relationship
between employee's organizational commitment and leadership styles. To this end, the effects of
each leadership styles (transformational, transactional and laissez-faire) on each dimensions of
commitment (affective, Continuance and normative) have been regressed using linear regression
model. Then, the effects of leadership styles (independent variables) have been regressed by
using the weighted values of aggregate level of employees’ organizational commitment as
dependent variable. This provided regression coefficient (beta value) which indicated the effects,
direction and degree of contribution made by each independent variables to the dependent
variable. R- square ( coefficient of determination tells that how much variation is taking place in
the dependent variable (commitment) due to the variation in the independent variable (
leadership style).The p-value indicates the statistical significance of the relationship between the
dependent and independent variables. The model adequacy and fitness was checked before
running the regression analysis based on the statistical requirements as indicated in the summary
tables. Before the analysis was made, normality and multi co-linearity tests have been performed

to check whether the assumptions required to run regression analysis was satisfied or not.

Table 4.6 Normality and Multi co-linearity test results

Variables Skewness Co-linearity test

Statistics Standard Error  Tolerance VIF
Transformational leadership -0.513 0.168 0.809 1.236
Transactional Leadership -0.337 0.168 0.806 1.241
Laissez-faire leadership 0.613 0.168 0.992 1.008

Source: Survey Data, 2018

The results presented in table 4.6 shows that the normality test for all variables were in the range

between — 0.513 to 0.613 with the standard error of 0.168 which was in the acceptable range + or
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— 3.0, at the same time the multi co-linearity test result shows that the tolerance degree that
ranges between 0.806 and 0.992 which is in the acceptable range assumed to be more than 0.01.
In the same way VIF result shows between 1.008 and 1.241 which was still in the acceptable
range assumed to be less than 3.00 (Chun et al., 2017).

4.5.2.1 The Effects of Leaderships Styles on Each Dimensions of Commitment

Table 4.7 illustrates that the effects of independent variable (transformational, transactional and
Laissez-faire leadership styles), and dependent variable (affective, continuance and normative)
regarding employees’ organizational commitment in Ministry of Public Service and Human
Resource Development. The regression analysis shows the variation of variables used in the
analysis. It was to mean that R-square was the coefficient of determinant which indicates how

much variation takes place in affective commitment with transformational Leadership style.

Results of data analysis presented in table 4.7 indicates that transformational leadership has a
positive, moderate and significant effect on affective commitment (B= 0.445, standard error= 0.
078 and P value = 0.000) and it also has very weak, significant and positive effect on
continuance commitment (B=0.192, standard error= 0. 062 and P value = 0.002). In the same
way, there was low but positive contribution of transformational leadership to normative
commitment (B= 0.102, standard and error= 0. 057 and p value=0.077). This shows that
transformational leadership has insignificant contribution to normative commitment. The
conducted test statistics at 5 % significance level also indicates that 36.6 % of variation in
affective commitment, 21.1% of variation in continuance commitment and 12.2 % of the
variation in normative commitment originate from the transformational leadership behaviors
when coefficient of determination (R?=0.366, 0.211 and 0.122 respectively) were taken
into consideration. Therefore, from the aforementioned discussion, it was possible to conclude
that transformational leadership contributes more for affective commitment than its contribution
of continuance and normative commitment. Strengthening transformational leadership is very
essential to ensure employees affective commitment in Ministry of Public Service and Human

Resource Development.
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Tabled.7 Leadership styles and dimensions of employees’ organizational commitment

Affective commitment Continuance commitment Normative commitment

unstnd. cof. stnd. col Sig. unstnd. cof. stnd.  Sig unstnd. cof. stand.  Sig
Model

cof. cof.
B Std. er. Beta B Std.er Beta B Std.er Beta
Constant 1244 280 000 1761 219 000 2102  .205 000

Transformational 445 078 .366 .000 192 062 211 .002 102 057 122 .077
Constant 1591 241 000 1959 188 000 1872 171 000
Transactional 450 087 336 .000 176 068 176 .01l 220 062 239  .000
Constant 2505 212 000 614 088 000 1858  .139 000
Laissez-faire .130 .093 .097 163 .836 038 .834 .000 .276 .061 .300 .000

Source: Survey Data, 2018

On the other hand, the information presented table 4.7 shows that there was positive and
significant effects of transactional leadership style on affective commitment (B= 0.450 and
standard error= 0.087, P value= 0.000) and also it has low and positive effects on continuance
commitment (B= 0.176 and standard error= 0.068, PVV= 0.011). In the same way, transactional
leadership has very low and positive significant effects on normative commitment (B= 0.220,
0.062 and P value 0.000). Furthermore, 5 % of significant level, about 33.6% variation in
affective commitment, 17.6 % variation in continuance and 23.9% change in normative
commitment was originated from the transactional leadership behaviors . And, the coefficient
of determination (R?=0.336, 0.176 and 0.239) was taken into consideration. Based on the
information presented above, it was possible to generalize that transactional leadership
contributes more to affective commitment, followed by normative commitment and least to

continuance commitment.

Furthermore, the above table revealed that Laissez-faire leadership style has positive and very
low impacts on both affective and normative commitment (B= 0.130, standard error= 0.93 and P
value = 0.163) and (B= 0.276, standard error= 0.061 and P value = 0.000) respectively. These
low level cause and effects relationship suggests that leadership behaviors involving ignoring
problems, acting non-involved, displaying indifference, and overlooking achievements may not
be related to how employees feel about need to stay and having to stay with the companies. In

the same way there were significantly strong positive impacts of laissez faire leadership style on
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employees organizational continuance commitment (B =0.83, standard error= 0.038 and P value
=0.000).

In general, it can be said that 9.7% of the variance in affective and 83% variation on
continuance commitment and 30% variability on normative commitment is made out of laissez-
faire leadership behaviors when coefficient (R°=0.097, 0.834 and 0.300) is taken into
consideration. Based on the information presented above it was possible to generalize that
Laissez-faire leadership contributes much to continuance commitment, followed by normative
commitment and affective commitment. In general, transformational leadership and transactional
leadership were effective in affecting employees’ affective commitment and then normative

commitment but laissez-faire leadership is effective in improving continuance commitment.
4.5.2.2 The Effects of Leadership Styles on Organizational Commitment

This sub-section presents to what extent the overall employee organizational commitment has
been affected as a result of leadership styles ( transformational, transactional and laissez-faire
considered to be independent variable) in ministry of public service and human resource
development. The employee commitment was measured by employing three types of data:
affective, continuance and normative commitment (all are weighted indices) factors. The results

of linear regression models has been summarized and presented in table 4.8 as follows.

Table 4.8 leadership styles and organizational commitment.

Model Un standardized Standardized Co-linearity Statistic
Coefficients Coefficients
B Std. Error Beta T Sig. Tolerance VIF
Constant 571 190 3.007 .003
Transformational 191 .046 250 4.122 .000 809  1.236
Transactional 164 .051 195 3.207 .002 806  1.241
Laissez-faire 408 .046 485 8.838 .000 992  1.008

Source: Survey Data, 2018

According to the result obtained from the analysis, the equation (Y =0 + B1X1 + p2X2 + B3X3
+ ¢€), where Y is organizational commitment ( the dependent variable), p0, B1, B2, and B3

parameters to be estimated and X1 + X2 and X3 represents the transformational, transactional
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and laissez-faire leadership styles respectively becomes: Y= 0.571 + 0.191 X1+ 0.164 X2+ 0.408
X3.

Result from regression analysis shown in table 4.8 indicates that regression equation of
leaderships styles measured, the weighted index of transformational leadership style has
positively (B =0.191, standard error 0.046) and laissez-faire leadership styles has positively (B
=0.408 and standard error 0.046) with (p value 0.00) 1 % of significance level and transactional
leadership style founded to be significant at 5% significance level (B= 0.164, standard error
=0.051 and P value = 0.002). Therefore, transformational, transactional and laissez-faire
leadership styles significantly affect employee’s organizational commitment in Ministry of

Public Service and Human Resource Development.

When the relative importance of the significant predictors (independent variable) was concerned,
the standardized coefficient (Beta= 0.485) shows that the laissez-faire leadership contribute more
to the model or affecting employees organizational commitment positively. In other words
48.5% of change on employee’s organizational commitment was explained by the variation in
the laissez-fair leadership styles. Next to laissez-faire leadership, transformational leadership
affects commitment positively as indicated by the standardized coefficient (Beta= 0.250). In
other words, 25 % of change on employees’ organizational commitment is explained by the
variation in the transformational leadership styles. Finally, transactional leadership affects
commitment positively indicated by the standardized coefficient (Beta= 0.195). In other words,
19.5 % of change on employees’ organizational commitment was explained by the variation in
the transactional leadership styles. Finally, the value of t shows that the significance or
insignificance of the effects of independent variable upon dependent variable. If the value of t is
greater than 2, the results will be significant (Mahmood, 2015). Here, the value of t for the three
leadership styles was greater than 2. This shows that the influence of transformational,

transactional, laissez-faire leadership styles on organizational commitment was significant.
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Table 4.9 Model Summary of Regression Analysis

Model R R Square  Adjusted R Square Std. Error of the
Estimate
1 .620° .385 376 49188

a. Predictors: (Constant), transformational, transactional &laissez-faire leadership style

Table 4.9 describes the relationship between the model (transformational, transactional and
laissez-faire leadership style) and the dependent variable (organizational commitment). R shows
that the multiple correlation coefficients, and its correlation between all the predictor variables
and dependent variables which was 62%. R square describes that the goodness-of-fit or the
amount of variance explained by a given set of predictor. Hence, the result of the regression
analysis based on transformational, transactional and laissez-faire leadership style and
organizational commitment, 38.5% of the variance in the organizational commitment was
explained by the three leadership styles (transformational, transactional, and laissez-faire).The
remaining 61.5% was due to unexplained variability. The R squared value for combination of the
three styles was found to be 0.385. Therefore, the three leadership styles were important factors
to improve and develop organizational commitment when it was implicated collectively with in

Ministry of Public Service and Human Resource Development.

On the other hand, interviewees describe the effects of leadership style on employees’
organizational commitment, both variables were not separable. According to the directors
explanation, the leaders of the organization were visionary, motivated, inspired, and more
delegate their power to some extent. The transformational leadership style related with affective
commitment and transactional leadership affect continuance commitment. Generally, the

quantitative results were the same with informant’s responses.

4.6 Challenges of Leadership and Organizational Commitment

This section attempts to describe limitation on exercising better leadership style that enhances
employees’ organizational commitment. The information was gathered through semi structure
interview with directors and questionnaire collected from employees’ opinion. According, to
interviewees response, regarding the challenges observed by directors in exercising better

leadership style to improve employees’ organizational commitment, the organization system was
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not structured, because the leaders were not assigned to managerial positions based on merit;
rather it is done through succession (called ”e»-n%-1- in Amharic language). This system created
a bottleneck against improving leadership capacity and exercising better leadership style.
Moreover as the informants describe, the organization face the following challenges:

e Lack of leadership capacity

e Limitation on empowerment

e Gap in identification problem

e Lack of clear leadership development policy and shortage of budget allocated for

trainings

e Limitation on delegation of power and non-participatory
Limitations in leadership are stated by employees, such as: Job assignments are not based on
competence, there was gap in leader capacity when there was interpretation of rules and
regulations, Problem in relationship between leaders and subordinates, the presence of gap in
maintaining ownership with in employees, the ethical principles which were clearly stated in
writing were not practically respected. The absence of accountability, transparency, vision,
mission, commitment, change, decision making, and loyalty prevail in the organization.
Furthermore, the presence Leaders mix politics with administration, Lack of visionary leaders,
the presence of delay in implementation of Job Evaluation and Grading (JEG) created resentment
among employees and lack of follow up, evaluation and monitoring system, etc. in the

organization were additional limitations in leadership as stated by the employees.
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Chapter Five

Summary of Major Findings, Conclusions and Recommendations

This chapter deals with the summary of the major findings, conclusions and recommendations of

the study.
5.1 Summary of Major Findings

The main purpose of this study was to reveal the effects of leadership style on employees’
organizational commitment in the Ministry of Public Service and Human Resource
Development. Accordingly, primary and secondary data were used. The participants of this study
were 220 employees of the Ministry of Public Service and Human Resource Development. The
researcher employed simple random sampling techniques to select participants of the study. In
order to collect qualitative data, semi structured interviews were conducted with some directors
selected through purposive sampling technique. Thus, out of 220 target respondents 210 of the
respondents were kind enough to fill and return questionnaire. The remainders 10 which were
4.55% failed to return the questionnaire distributed. Since the sample size was statistically
representative, 95.45% response rate was considered to be adequate and significant for the

purpose of this research.

Moreover the researcher applied Bass & Avolios’ (1995) for multifactor leadership
questionnaires and Allen & Meyers’ (1990) organizational commitment questionnaires. The
validity and reliability of MLQ and OCQ had been tested several times by many countries. The
study used cronbach'’s alpha for testing the reliability. Thus, the result of MLQ for nine subscales
was ranging from 0.73 to 0.88. This indicates the MLQ was within acceptable range. And also
regarding OCQ, cronbach’s alpha coefficient was ranging from 0.64 to 0.88. This shows that the

OCQ result between good and acceptable.
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Furthermore the analysis was executed by using SPSS (version 22). The study used this software
for executing descriptive statistics, inferential statistics, two tailed Pearson correlation and
regression analysis. After qualitative and quantitative data analyses were conducted, the
following summaries of major findings were presented in accordance with the four basic

research questions.
1. Major findings concerning the dominant leadership style

The study revealed that transformational leadership style was relatively the most frequently used
leadership style, followed by transactional leadership style. And laissez-faire leadership style
was the least exercised leadership style as perceived by Ministry of Public Service and Human
Resource Development. The results of findings show that the mean score of the three leadership
styles (transformational, transactional & laissez-faire leadership styles) were 3.34, 2.66 and 2.17
respectively. Moreover, the information obtained from the interviewed directors of Ministry of
Public Service and Human Resource Development supports the aforementioned result. Bass and
Avolio (1997) suggested for the most effective leadership, mean scores should be greater or
equal to 3.0 for all transformational leadership subscales. Thus, the actual result of all
transformational subscales were idealize influence attributes mean of 3.65, idealize influence
behavior mean of 3.48, inspirational motivation mean of 3.54, intellectual stimulation mean of
3.38 and individualized consideration mean of 3.29.Therefore, the result indicates that the
“ideal” suggested levels of transformational leadership behavior were exhibited in Ministry of

Public Service and Human Resource Development.

Regarding the subscales of transactional leadership, Bass and Avolio (1997) suggested mean
score 2.0 for contingent reward, 1.0 to 2.0 for management-by-exception (active) and 1.0 for
management-by-exception (passive). The actual results were contingent reward mean was 2.69,
which was higher than the suggested value (2.0). This indicates that leaders displayed the ideal
level of contingent reward behaviors that is clarifying what needs to be done and exchanging
psychological and material rewards. And also management-by-exception active mean was 2.72
which were much higher than the suggested value (1.0 to 2.0). This indicates that the leaders
mainly concentrate on dealing with irregularities, mistakes, complaints and deviations from

standards. Lastly, management-by-exception passive behaviors were exhibited to a degree which
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was much higher (2.56) than the suggested value (1.0). This implies that respondents perceived

that their supervisors take no action unless a problem arises.

Finally, Bass and Avolio (1997) suggested the mean score for laissez-faire was 0.0. But the
actual score shows that it was much higher value (2.17). This indicates that the leaders of the
organization tended not to take corrective action; the leaders avoid making decision and ignoring
problems and subordinate needs. Therefore, a greater level of laissez-faire behavior was
exhibited by leaders of the ministry. The independent one sample T test results for
transformational, transactional and laissez-faire leadership styles and all their subscales founded

to be significant at 1%.
2. Major findings concerning Organizational Commitment

The result shows that the mean scores of dimensions of organizational commitment (affective,
normative, continuance) were 2.79, 2.42 and 2.46 respectively. Allen & Meyer (1990) do not
provide guidance for expected means for affective, continuance, and normative commitment.
Instead, they proposed the required pattern to be ranked starting from highest to lowest scores.
To this end, affective commitment has the highest mean score followed by normative and
continuance commitment. This implies that affective commitment is the dominant dimension of
Employees’ Organizational Commitment in Ministry of Public Service and Human Resource
Development. This shows that most of the employees participated in the study demonstrate
emotional attachment, identification, and involvement in their organization. And also the
independent one sample T test results for affective, normative, continuance organizational
commitment founded to be significant at 1% of significance level .Similarly the interviewed
officials also believe that employees mainly demonstrate affective commitment towards their

organization.

3. Major findings regarding the effects of leadership style on employees’

organizational commitment

To show the effects of leadership style on employees’ organizational commitment, the study
conducted correlation analysis, normality and multi co-linearity test and regression analysis.

Regarding correlation analysis, the findings shows that transformational leadership style has
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positive, moderate and statistically significant relationship with affective commitment; positive,
weak and statistically significant relationship with continuance commitment at 0.01 confidence

level; positive, weak and statistically insignificant relationship with normative commitment.

Similarly, transactional leadership style has positive, low degree of correlation and statistically
significant association with affective commitment; positive, low degree of correlation and
statistically significant with continuance commitment and it has positive, low degree of

correlation and statistically with normative commitment.

Finally, laissez-faire leadership style has positive but very weak association and insignificant
correlation with affective commitment; positive, moderate and significant correlation with
continuance commitment and also positive, moderate and significant correlation with normative

commitment.

Regarding regression analysis, the standardized coefficient (Beta= 0.485) shows that the laissez-
faire leadership contribute more to the model or affecting employees organizational commitment
positively. In other words 48.5% of change on employee’s organizational commitment was
explained by the variation in the laissez-fair leadership styles. Next to laissez-faire leadership,
transformational leadership affects commitment positively indicated by the standardized
coefficient (Beta= 0.250). In other words 25 % of change on employees’ organizational
commitment is explained by the variation in the transformational leadership styles. Finally
transactional leadership affects commitment positively indicated by the standardized coefficient
(Beta= 0.195). In other words, 19.5 % of change on employees’ organizational commitment was

explained by the variation in the transactional leadership styles.

4. Major findings regarding challenges in leadership style and employees’

organizational commitment

The findings regarding limitations in leadership styles were mainly based on information
gathered employees’ opinion. The findings indicate that the major challenges were lack of proper
organizational structure and assignment of leaders to managerial positions not based on merit,

rather based on succession (called “ertnh-+ in Amharic language).This system created a

bottleneck against improving leadership capacity and exercising better leadership style. And also

the study revealed some challenges includes: lack of leadership capacity, limitation on
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empowerment, inadequate delegation of power and non-participatory in decision-making, gaps in
identification problem, Lack of clear leadership development policy and shortage of budget

allocated for trainings.
5.2. Conclusions

The main objective of this study was to explore the effects of leadership style on employees’
organizational commitment in Ministry of Public Service and Human Resource Development.
Based on the major findings of the study, the following conclusions were drawn:
Transformational leadership was found to be the dominant leadership style; leaders at Ministry
of Public Service and Human Resource Development were exhibiting the ideal levels of

transformational leadership behaviors.

The results revealed that the most commonly used organizational commitment in the Ministry
was affective commitment. Therefore, the employees feeling of “desire” was stronger than the
feelings of “need” and “obligation” to continue their job within the organization. Moreover, the
findings of this study show that the effects of leadership style on employees’ organizational
commitment revealed that transformational leadership style has positive, moderate and
statistically significant relationship with affective commitment; and it has positive, weak and
statistically significant relationship with continuance commitment; and it also has positive, weak
and statistically insignificant relationship with normative commitment. Similarly, transactional
leadership style has positive, low degree of correlation and statistically significant association
with affective commitment; and it has positive, low degree of correlation and statistically
significant with continuance commitment and it also has positive, low degree of correlation and
statistically with normative commitment. And also, laissez-faire leadership style has positive but
very weak association and insignificant correlation with affective commitment; it has positive,
moderate and significant correlation with continuance commitment and it also has positive,
moderate and significant correlation with normative commitment. Hence, it can be concluded
that transformational and laissez-faire leadership behaviors play more important role than the
transactional leadership style in developing and improving affective, continuance and normative
commitment in Ministry of Public Service and Human Resource Development. Finally, the
organization faces several challenges in exercising better leadership style to improve employees’

organizational commitment which were displayed in summary of this chapter.
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5.3 Recommendations

Today, globalization has been joined with economic, political, social, high flow of data and
information presents new demands for organization. To drive growth and sustain a competitive
advantage through the world, organizations in Ethiopia should focus on developing leadership
capacity and enhancing employees’ organizational commitment across different public sectors,

private sectors and nongovernmental sectors.

Even though Africa is the land of visionary leaders like Nelson Mandela, most African countries
including Ethiopia have been facing serious problems of leadership. In Ethiopia context, the
political fusion with administration was a major bottleneck for exercising good leadership that
improves employees’ organizational commitment. Leadership faces problems due to lack of
proper policy, absence of merit based appointment, lack of leadership capacity, deficient instable

organizational structure.

Thus, the researcher recommended the following major finding for Ministry of Public Service

and Human Resource Development:

» For effective employees’ organizational commitment, adopting a transformational
leadership style was Commendable. The leaders should take in to account capable in
inspiring and motivating employees towards organizational goal and participate
employees in decision making process and provide employees rewarded for their

achievement.

» The ministry should take in to account increasing affective commitment behavior of
employees, such as; emotional attachment with their organization by inspiring them to
have a sense of owner ship and to have a desire to provide support for the change by
encouraging them. Similarly, the ministry should consider making employees stay long
with investment of time. And reduce turnover in the organization by increasing salary;
facilitate working environment comfortable and improving good leadership style. Finally,

the organization strictly concentrated on normative commitment behaviors which are
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feeling of obligation, maintain loyalty on employees perception. And also an organization

has invested heavily in employees attitudes.

Regarding the effects of leadership styles on employees’ organizational commitment with
respect to Ministry of Public Service and Human Resource Development, the study
revealed that transformational and laissez-faire leadership behaviors play a more
important role in developing and improving affective, continuance and normative
commitment than transactional leadership style, the ministry recommended that
enhancing transformational and transactional leadership behavior: which are generating
new idea to followers, encourage imagination, innovation, creativity, inspiring the
followers through motivation, build trust in their followers, leaders listening actively and
providing financial or psychological reward in exchange for performance that meets
expectations. And also the ministry working hardly to avoid absence of leadership
behavior (avoiding responsibility and decision making) to achieve organizational goal.
The ministry must assign managerial positions based on merit, rather through succession
or political affiliation.

There should be the framework for helping employees developing their personal and
organizational skills, knowledge and abilities. The ministry considered that the leaders as
well as employees seek to upgrade capacity; professional skills, knowledge, and
commitment based on the policies and should constantly be concerned with developing
the professional skills of employees through training development and recognition for

enhancing leadership style with respect to organizational commitment.
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Appendices
Appendix-1
Addis Ababa University
College of Business and Economics
Department of Public Administration and Development Management

Masters in Public Management and Policy

A questionnaire to be filled by Employees of Ministry of Public Service and Human

Resource Development
Dear respondents;

I am a Master’s program student in the Department of Public Administration and Development
Management, Collage of Business and Economics, Addis Ababa University. Currently, I am
conducting a research on an issue entitled "The Effects of Leadership Style on Employees'
Organizational Commitment: the case of Ministry of Public Service and Human Resource
Development”. It is a requirement for the partial fulfillment of Masters in Public management
andPolicy (MPMP).

Moreover, | believe that the result of this study will have a significant contribution for managers
and Ministry of Public Service and Human Resource Development in evaluating their efforts and
developing strategies to improve employees’ performance by ensuring organizational
commitment. Thus, your participation in this research process is very crucial and all the
information you provide is completely confidential. Only group results will be presented or

documented, not individual answers and you are also not required to write your name.
Sincerely, Masho Zinabu

Student Researcher

Tel. 0911606983

Email: barokmash@gmail.com

THANK YOU IN ADVANCE!
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Section One: Basic Information

Please read the following background information and write the category that describes your

status in space provided.

ID Sex | Age Marital Educational Work Your Your position in the
status Level Experie | Specialization | organization
nce
1=Single 1=High 1=Business & | 1=Managerial position
2=Married school Economics 2= Expert position
3=Divorced | complete 2=Social & | 3=Admin support/ staff
1=F | How | 4°Widowed | 2=Certificate Behavioral
oon1 | old are 3= Diploma ;tugles I
= =Developme
you? 4=BA/BSC nt Studiesp
5=MA/MSc 4=Natural
6= PhD science
5=TVETE
6=0thers

74




Section Two: Employees’ Opinion Survey Regarding Leadership Style

Multifactor Leadership Questionnaire (MLQ)

Please read each item carefully and select the choice which you think describes you.

The rating scale starting from 1 to 5, where: 1=strongly disagree, 2= disagree, 3=Average,

4=agree, and 5=strongly agree.

Variables No. Specific Questions 1 |2 (3|4 |5
My superior helps staff members to develop and
1 improve their abilities and skills

5 My leader considers the moral and -ethical
consequences of his decision

My boss emphasize the importance of having a
collective sense of mission and support team sprit

4 My immediate manager suggest creative ways of
completing task assignment

My leader has leadership skill that deserves my
respect

5 My leader is capable in inspiring and motivating
subordinates towards organizational goal

My leader allow us to do tasks in the way we think
is best

My boss scarifies his interest to the good of the

Transforma | 8 N~
group and the organization

tional 19 My leader trust us in exercising good judgments
Leadership - -

vle 10 My b(_)ss acts in a way that builds trust of
Sty subordinates

My boss seeks different perspectives and insight

- when solving different problems

12 My leader inspire subordinates to look at problems
from many different angles

My boss involve subordinates individually as well

13 4 ) -
as in groups to making decisions

14 | My boss motivate subordinates for a higher level
of performance

15 My leader consider staff's special needs, abilities

and aspirations during task assignments

16 | My boss wants to talk about his/her important

beliefs and values

My boss spend time in teaching coaching and

17 . .
controlling subordinates
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Transaction
al

My boss concentrates on dealing with
irregularities, mistakes, complaints and
deviations from standards

My leader concentrates on maintains performance
standards than relationship building

My leader provide me with assistance in exchange

Leadership for my efforts
Style My boss wait for things to go wrong before taking
action
My leader Keeps track of all mistakes
My leader provides rewards when others reach
their goals
My leader tells others what to do if they want to be
rewarded for their work
Laissez- My boss avoids getting involved when important
Faire ISSUes arises
Leadership My leader always absent when he is highly needed
Style My boss mostly avoid making decisions

My leader avoids him/herself from goal setting
and decision making

My supervisor delay responding to urgent
questions

My boss gives us complete freedom to make
decision in our respective jobs
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Section Three: Employees’ Opinion Survey Regarding Employees’ Organizational
Commitment.
Organizational Commitment Questionnaire (0CQ)

Please read each item carefully and select the choice which you think describes you.

The rating scale starting from 1 to 5, where: 1=strongly disagree, 2= disagree, 3=Average,

4=agree, and 5=strongly agree.

Variables No. | Specific Questions 1 2 3 4 5
1 | feel emotionally attached to my
organization
5 | feel a strong sense of belonging to
my organization
Affective 3 | would be very happy to spend the
Commitment rest of my career with this
organization
4 | feel like part of the family at this
organization
5 | am proud to tell about this
organization to people outside
6 | feel as if this organization's

problems are my own problems

1 One of the major reasons | continue
to work for this organization is that
Continuance leaving would lead to considerable
Commitment personal loss

2 Right now, I am working for this
organization for survival not my
desire

3 My life would be disrupted if |
decided to leave my organization
now

4 It would be very hard for me to leave
my organization right now, even if |
wanted to do so.

5 | feel that if I left this organization,
there are no other alternatives
available to me

6 It would be very costly for me to leave
this organization right now
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1 | would not leave this organization

Normative right now because | have a sense
_ of moral obligation to work for this
Commitment organization

| believe that a person must always
be loyal to his /her organization

3 | don't want to leave this organization
because my organization have done a
lot of favor to me

4 I would feel guilty if 1 left my
organization now

5 Even if it were to my advantage, | do
not feel it is right to leave this
organization

6 | agree that shifting from organization
to organization is unethical

Section Four: Employees Opinion regarding Challenges
What challenges and limitations have you observed in exercising better leadership style that

enhances employees’ organizational commitment?
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Appendix-2
Addis Ababa University
College of Business and Economics
Department of Public Administration and Development Management

Masters in Public Management and Policy

Interview for top level managers, middle level managers and supervisors in Ministry of

Public Service and Human Resource Development

Dear informants;

I am a Master’s program student in the Department of Public Administration and Development
Management, Collage of Business and Economics, Addis Ababa University. Currently, | am
conducting a research on an issue entitled "The Effects of Leadership Style on Employees'
Organizational Commitment: the case of Ministry of Public Service and Human Resource
Development”. I would grateful for the permission and for your kind cooperation to participate
in the interview and for providing me valuable information. | guarantee total confidentiality of

your information and | will not reveal anything regarding informant personality.
Best regards

Masho Zinabu

Student Researcher

Tel. 0911606983

Email: barokmash@gmail.com

Thank You!!!
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1. What is the prevailing leadership style used by managers in your organization?

Please describe how most managers exercise their power over their subordinates.
>
>
>
>

2. To what extent are employees committed to the goal of their organization? Please describe

some indicators of employees’ organizational commitment or lack of commitment.

YV V V

>

3. In your view what is the effects of leadership style on employees’ organizational

commitment in your organization?

YV V VYV V

4. What challenges and limitations have you observed in exercising better leadership style

that enhances employees’ organizational commitment?

>

>
>
>

Thank Youl!l!!
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Glossary of Terms

The researcher explains some of the terms used frequently in this study and the meaning they

hold in this particular context below:

Leadership: is a process whereby an individual influences a group of individuals to achieve a

common goal.
Leadership style: is the style that a leader adopts in their dealings with those who follow them.

Transformational leadership: is a charismatic leadership style related to emotions, values,

standards and long-term goals.

Transactional leadership: is a leadership style that emphasizes to exchange between leaders

and subordinates.

Laissez-faire leadership: is a leadership style that employs an avoidance approach to taking

action, making decisions and accepting responsibility.
Organizational commitment: refers employee positive feelings towards the organization.

Affective commitment: is employees identify themselves with the organization and become

committed with an emotional bond to the organization.
Continuance commitment: is an employee feels obliged to stay in an organization.

Normative commitment: is refers to organizational commitment for reasons related to ethical

standards and social norms.
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