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ABSTRACT 

Organizational commitment is a key source to determine the organizational performance. Previous researches 

shows that committed employees are the most important assets of any organization. Current study examines 

the employees’ perceptions about their leaders’ managerial style in educational sector of the Pakistan. This 

study investigates the relationship between two independent variables (Transactional and Transformational 

leadership styles) and Organizational commitment (DV). One hundred and one employees including 

Academic and Administration staff voluntarily participated in this study from the education sector of 

Pakistan. The results have indicated that both the transactional and transformational leadership have positive 

relationship with organizational commitment but transformational leadership has a slightly stronger 

relationship as well as impact on organizational commitment. Finally, at the end potential limitations of the 

study and directions for future research are suggested. 

Key words: Organizational commitment, transformational leadership, transactional leadership. 
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Introduction 

Leadership is always fascinating subject in any current job. In fact, it is the most important aspect of human behavior. 

It gives a positive direction to the use of human resources and brings out the best in a man. Leadership can be broadly 

defined as the relationship between an individual and a group built around some common interest wherein the group 

behaves in a manner directed or determined by the leader. 

There has been an increase in the number of public and private educational institutions in Pakistan. The educational 

institutes in the country are currently facing unique challenges as well as continual environmental change, as they 

attempt to meet the human resource demands from various industries. At the same time, institutes have been asked to 

reexamine their roles in nation-building. In context, effective leadership is a key issue. Effective leadership plays a 

vital role in every sector as well as educational sector through change as this often involves ambiguity, uncertainty and 

risks. Where there is poor leadership, employees may be reluctant to change as they view change as a threat rather than 

an opportunity to their career. Strong leadership, complemented by effective administration of resources is therefore 

necessary to support change.  

Existing literature on leadership is mainly based on private organizations in Western countries. Comparatively fewer 

researches on leadership have been undertaken in context of education institutions in developing countries like 

Pakistan. Hence, there is a lack of knowledge on the preferred leadership styles of Pakistani employees in the 

public/private education sector.  

In response, this study aims to assess the perception of employees (both academics and administrative) in educational 

sector regarding leadership styles of leaders in their institutes. 

This study is a contribution to examine the impact of leadership styles on organizational commitment in educational 

sector of Pakistan. Educational institutes are playing a vital role in the prosperity and progress of the country by 

providing the quality education to next generation. Their expectations towards their supervisors are need to be 

addressed. This research study is an attempt to contribute in this regards. The researchers are tried to analyze the type 

of leadership style which highly increases the employees’ commitment. The study is helpful for the educational 

institutes, in order to understand the different leadership styles and their consequences. So that the leaders will be able 

to better understand the employees’ expectations and increase their commitment. 

This research study is supported by a very comprehensive literature review that also throws light on the importance of 

the role played by variables identified on organizational commitment. It was an attempt to determine the impact of 

perceived leadership style on employee’s commitment towards their organizations in educational sector of Pakistan. 

The main objectives were: To find out the relationship between perceived leadership styles and organization 

commitment. To know the type of leadership style which highly affected the organizational commitment? To analyze 

the impact of leadership styles on organizational commitment both in administrative and academics staff. 

Theoretical  Background         

Leadership 

 It is proved that leadership is very important for all the organization including educational institutions (Lien-Tung 

Cheng, Cheng-wu, and Chen Chen-yuan, 2003).  Such institutions operate in complex and dynamic environment, so 

they need strong leadership to attain complex objectives and goals. They face the challenge of competent and loyal 

employees. To maintain competent and loyal employees organization need strong leaders that have the ability of 

inspiring, motivating, employees towards the complex goals of the organization (Xirasagar Sudha, 2008). 

Leadership is one of the main part of the literature on management and organizational behavior with the 

passage of time (Obonna Emmanuel, and Harris Lloyd C., 2000). Leader is one of the most interested role in the 

organizations and institutions (Ramey Jan Warner, 2002). Yahchouchi Georges (2009) defined leadership is a process 

through which invidividuals influence the others in the organization to achieve their individuals and organizational 
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goals. Number of studies on leadership like as according to Mcallister Todd (2004) has identified many kinds of 

leadership styles that leaders adopt in managing organizations (Obonna Emmanuel, and Harris Lloyd C. 2000).  

New findings suggest three categories of leadership in the field of organizational leadership namely transformational 

leadership , transactional leadership and last one is laissez-faire which largely used in the studies  (Rukmani K., 

Ramesh M., Jayakrishnan J., 2010). Leadership  is combination of three categories like transactional, transformational 

and laissez-faire styles (Politis John, D. 2002).  According to Lee Siew Kim Jean, and Kelvin Yu (2004), 

transformational and transactional leadership styles have positive relationship with the outcomes in the effective 

organizations. 

Transformational leadership 

Transformational leadership involves motivating others to move towards their own self-interests for the 

achieveing the goals of the group and the organization and adopt new ways to sucess (Iqbal Adnan, 2009). John & 

Moser (2001) argued transformational leaders as innovators or new trends makers in the society of the organization.  

They fight with the unpredictable situations created by different challenging environments. Furthermore, 

transformational leader also explain some other key roles as the role modeling; creating a vision and making the norms 

and value clear to all (McLaurin & Amri, 2008; Avolio and Bass, 1994; Lowe, Kroeck and Sivasubrahmaniam, 1996). 

Transformational leadership is combination of categoris like idealized influence attributes, idealized 

influenced behaviors, inspirational motivation, intellectual stimulation and individualized consideration (Antonakis, et 

al. 2003). Idealized  attributes refer to personality traits of the leader whether he or she is perceived as confident role 

and powerful role “whereas the idealized influence behavior refers to the charismatic actions of the leader that  are 

focused on values, beliefs and principles” (Antonakis, et al. 2003). Inspirational motivation include the actions or 

behaviors of the leaders that motivate the team members to view the future optimistically, stress at the team spirit, 

defined idealized vision and communicate a vision that is  attainable and achievable (Antonakis, et al. 2003). As for 

the intellectual stimulation, the leader motivate and stimulates innovation and creativity in the teams members and 

their followers by questioning assumptions or exampling and approaching old situations in new tactics (Nicholson, 

2007). Individualized consideration menas to the leader pay high attention for each follower’s need for achievement 

and growth by acting as a mentor (Nicholson, 2007).   

Transactional leadership 

Another kind of leadership which has been mostly used to in organizational studies is transactional leadership 

style. Burns (1978) who first conducted the study of transactional leadership indicate that transactional leaders are 

those who sought to motivate followers by attracting or appealing to their self-interests.  Transactional leadership 

combination of bureaucratic authority as well as legitimacy in the organization. It is also resulted that transactional 

leaders follow standards, assignments, and task based goals. They just deeply believe on task completion, rewards and 

punishment systems in the organizations to influence and motivate the employees for achieveing their individuals and 

organizations goals. They help the subordinates to achive their level of goals by recognizing them the task and 

responsibilities, which further develop the level of confidence in the employees of the organization (Bass, 1985). So, 

there is a two ways communication between the leader and followers, in which once the followers reached the work 

objectives, they will be rewarded.  

According to Bass and Avolio (1994) & Antonakis, et al. (2003) categorized the transactional leadership 

further into, namely, contingent rewards, management by exception (active) and management by exception (passive). 

Contingent rewards refers to the leader clarifying the tasks that must need to be achieved and use rewards to  satisfy 

achieve results (Nicholson, 2007). Bass (1985) emphasized that managing  contingent rewards, a transactional leader 

must encourage a reasonable degree of involvement, loyalty, commitment as well as performance level from followers 

or subordinates.  

On the other hand, management-by-exception is whereby the leader ensures that followers meet 

predetermined standards. Management by exception (passive) deals like as to leaders who intervene like only when 
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problems occurs or arise whereas management by exception (active) refers to such leaders who actively  appraisal and 

monitor the work of subordinate and followers and make it sure that predefined standards are met (Antonakis, et al. 

2003). 

Organizational Commitment 

Organizational commitment is widely described in the management and behavioral sciences literature as a 

key factor in the relationship between individuals and organizations. For example, khurram Shahzad, Kashif-ur-

Rehman and Muhammad Abbad (2010) state the organizational commitment as the important element that increases or 

promote the ties or attachment of the individual to the organization. Employees willing to continue organizational 

citizenship behavior are regarded as committed to an organization if they willingly want to continue their positive 

association with the organization and devote positive effort to achieving organizational goals (Raju and Srivastava, 

1994; Mowday, 1998). The high levels of dedicated efforts used by employees with full dedicated organizational 

commitment would lead to positive performance and organizational level of effectiveness. 

There are number of ways in which organizational commitment can be defined and there is no mutual agreement 

among the researchers on it as  khurram Shahzad, Kashif-ur-Rehman and Muhammad Abbad (2010); Sarros James C. 

and Santora Joseph C. 2001, have different views about it.  But the most important, concrete and popular definition of 

organizational commitment is multi-dimensional approach of Yiing Lee Huey, Zaman Bin Ahmed Kamarul (2009) 

defined Organizational Commitment as based on three facets: (1) affective commitment as “an employee's emotional 

attachment to, identification with, and involvement with in the organization,” (2) continuance commitment as 

“commitment based on the costs  level of  leaving the organization”, and (3) normative commitment as “an employee's 

feelings and sense of obligation to stay and  remain within the organization”. 

Many factors encourage that influence commitment of the employee in the organization. These may be 

including commitment to the personality of the boss or manager, occupation, profession, or career (Meyer & Allen, 

1997). Allen and Meyer (1990) found that the forms of commitment are related as another occasion, like affective 

commitment was found to have positive link or relationship with other opposite dimensions like as turnover, job 

performance, absenteeism and organizational citizenship behavior (Meyer and Herscovitch, 2001). As per Mathieu and 

Zajac (1990), if organizational commitment is high level and positive between employees then automatically there will 

be relatively minimum level or no turnover. Employees with sense and feelings of organizational commitment are less 

likely to attach or engage or involve in withdrawal behavior and more likely have willing to accept changes and 

innovations for competition (Iverson and Buttigieg, 1998).  

Leadership and organizational commitment 

Lee (2004) find out that transformational leadership have positive correlation with organizational commitment. 

Hayward, Goss and Tolmay (2004) noted that transformational & transactional leadership has moderate positive 

relationship with affective commitment. Lower level of relationship coefficients between transformational leadership 

and normative and continuance commitment. Transformational leadership helps to increase trust, commitment and 

team efficacy (Arnold, Barling and Kelloway, 2001). Other researchers such as Kent and Chelladurai (2001) stated 

that individualized consideration has positive link with both affective commitment and normative commitment. 

Similarly, positive correlations was found between intellectual stimulation and both affective commitment and 

normative commitment. Bass and Avolio (1994) revealed that transformational leaders who encourage their followers 

to think critically and creatively can have positive influence on their followers’ commitment. This is further supported 

by Walumbwa and Lawler (2003) that transformational leaders can motivate and increase followers’ motivational 

level and organizational commitment by getting involved to solve problems creatively and also understanding their 

needs. Moreover, employees are far more likely to be committed to the organization if they have confidence with 

their leaders. 
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Hence, hypotheses are formulated as follow: 

H1:  Transactional leadership is positively related to organizational commitment. 

H2:  Transformational Leadership is positively related to organizational commitment. 

H3:  Managers’ leadership tends to be more Transactional than transformational. 

Research Methodology 

Research design, sample and procedure 

This study focuses on employees working in educational sector of Pakistan as a population of interest. But for the 

purpose of the present study, the sample consisted of 150 different levels of Academics (such as lecturers, SM’s and 

Principles) and administrative staff is selected from educational institutes located in Rawalpindi and Islamabad. So, a 

total of 150 questionnaires were distributed but only 101 respondents give their views. On the basis of theoretical 

background the following conceptual model is developed.  

 

 

 

 

 

 

Fig. 1 

Both primary and secondary data is used in order to complete this research study. In order to collect the Primary 

data two developed questionnaire are used.  For Measuring Leadership Style questionnaire developed by Bass and  

 

Avolio (1997) is used. Several questions are used to measure the   each   of   the   component   of   

transformational   and transactional   leadership which consists of idealized influence, inspirational motivation, 

individualized   consideration,   intellectual   stimulation,   contingent rewards, management-by-exception active and 

management by exception active. 

 Scale developed by Mowday, R.T., Steers & Porter (1979) were used for measurement of organizational commitment.  

To find out the reliability of the instrument, Cronbach’s coefficient alpha used on 101 sample size. Results show 

acceptable instrumental reliability of (.690)).   

 

In this study the relationship between independent and dependent variables are found. Finally the impact of 

independent variables on dependent variables was tried to found. As researchers have to establish the relationship 

between independent variables and dependant variable so researchers used correlation to find the relation of the 

independent variables with the dependent variable. And for measuring impact regression analysis is used.  

 

 Results and discussion: 

The demographics of the respondents are given in Table-1. Three categories of age were considered, the response rate 

from age group like 20-30 was high with (62) Percent. In gender the female response was high. The marital status, 
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(married), experience (1-3) type of organization (private) and Department (Academics) were found high in respondent 

results.     

The results in table-2 show positive correlation between transactional leadership & organizational commitment (.310) 

and between transformational leadership and organizational commitment (.327). But it is found that transformational 

leadership has slightly higher correlation value with organizational commitment then transactional leadership. The t 

value in the table-5 which is higher than (1.96) and significance level is (.005) less than .05 which is significant.  

All the results show the positive relationship between the transactional leadership and organizational commitment so 

H1: “Transactional leadership is positively related with the organizational commitment” is accepted. 

The results of significance correlations in table (2) and regression values shown in table-4 and t value in table-5 

explain the positive correlation between transformational leadership and organizational commitment. Also table-5 

shows the significance value equal to (.002) less than (.05) which is very significant. On the basis of these results the 

H2: “Transformational Leadership is positively related with the organizational commitment” is accepted. 

The descriptive results of means of the transformational, transactional and organizational commitment are shown in 

table-3. The results of the three variables do not support the 3
rd

 hypothesis, as there is very little difference between the 

transformational and transactional but difference exists. So H3: “Managers Leadership tends to be more transactional 

than transformational is rejected”. 

The t-test results shown in the table-5 represents the difference between the two variables transactional and 

transformational. Transformational is more than the transactional leadership style.  

 The descriptive table-6 shows the Positive means of all the elements of the individual variable. Reward (3.9208) and 

Management by exception active (3.7673) shows the highest means.  But the Management by exception passive 

(2.8762) shows the low contribution in the transactional leadership.  On other angle like transformational leadership 

the Inspirational motivation (3.6040) and Individual consideration (3.5644) shows the highest means. Which plays a 

strong role in the transformational leadership. 

The table-4 showed the overall results of leadership style and organizational commitment. The Model is significant 

with high F value (F= 10.561) in table-6 and the overall significant level is (0.000) which is less than 0.05. So the 

overall model is positive.  

The value of R
2
 is (.177) which shows that 17.7% of commitment is due to the Leadership styles (transformational and 

transactional). The results also show that many of other factors also affect the organizational commitment. According 

to the whole results of the study the leadership  

Style (Transformational and Transactional) is positively correlated with the organizational commitment. 

Concluding Remarks 

The overall statistical findings show a clear picture of the relationship and impact of Leadership styles on organization 

commitment. An adopted questionnaire was used to judge the response of the employees (Subordinates). Data 

analyzed from 101 questionnaires. Overall results show that both transformational and transactional leadership have 

positive relationship with the organizational commitment. Same results were concluded in the previous researches in 

developed countries. The second important finding is that transformational leadership is used mostly than transactional 

leadership. Actually there were some limitations that contribute in the opposite results of the study. Limitation 

enclosed in the limitation portion in detail.  But there is very little difference in the both means. Such difference in the 

means cannot create the clear difference between transformational and transactional.  The mostly stronger elements 

perceived by the employees are Reward and management by exception active with greater average. But the average of 

management by exception passive is noticed very weak. It means that management by exception passive is playing 

weak role in the organizational commitment. The elements of the transformational leadership have consistent averages 

in contribution of organization commitment. The results show that inspirational motivation and individual 

consideration is playing strong role in contribution of the transformational leadership towards the organizational 

commitment. But there is very little difference in the contribution of all the elements of transformational. This is the 

basic reasons why transformational leadership leads the commitment as a whole. As a conclusion the Leadership styles 

(Transformational and transactional) have positive impact and contribution in the organizational commitment. 

Limitations, future researches are given in the subsequent section. 

Limitations 

The results of the study shows that first two hypothesis are accepted only third haypothesis is rejected. There are 

several reasons for this which included into limitations. The limitations of the study are as follow:  

First limitation is that the questionnaire developed by Bass and Avolio does not clearly mention the incentives based 

comparison. Some other factors such as work environment, competition, population and demographics also affect the 

employees’ commitment which is not covered by this questionnaire. 
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Another limitation is that this research is conducted in Universities and private educational sector, these institutes 

already has a higher compensation level for their academic staff as compare to market. 

The response rate from administration staff is very low, so it may be also a reason for such results. 

Future Research 

In Future, research will be conducted on financial aspects of human capital management practices than focusing on the 

leadership styles alone. Particularly, in developing countries, where money and other financial privileges act as basic 

motivators, transformational leaders may be a second option in retaining valuable human capital resources. 

Another possible future direction is to use a more differentiated measure for leadership styles, which clearly indicates 

the financial aspects also, 

This study was conducted in seven educational institutes. Future studies should attempt to cover more educational 

institutes.  

A comparison also made between the institutes which provide high compensation and the institutes with lower 

compensation for their employees  
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Table (1): Demographics        

Demographics         Frequency   Percentage   

Age 

  20-30     64   62.7   

 30-40   21  20.6  

 40-50   3  2.9  

  
Above 

50 
    

5 
  

4.9 
  

Gender 
  Male      27   26.5   

  Female     69   67.6   

Marital Status 
  Married      65   63.7   

  Unmarried   34   33.3   

Educational Level 

  PhD     10   9.8   

 Post Graduate  34  33.3  

 Graduate   43  42.2  

 Intermediate  6  5.9  

  Others     2   2   

Work Experience 

  Less than 1 year   19   18.6   

 1-3years   28  27.5  

  Above 3 years   27   26.5   

Work Experience 

with supervisor 

  Less than 1 year   16   15.7   

 1-3 years   24  23.5  

  Above 3 years   16   15.7   

Type of 

organization 

  Government   25   24.5   

 Private   39  42.9  

  Semi Government   27   29.7   

Department 

  Academics   53   52   

 Administration  22  21.6  

  Acd. & Admin   3   2.9   

Table (2): Correlation Analysis Between Leadership Style and Organizational Commitment (N = 101)  

  
Org. Commitment Transactional Transformational 

Pearson Correlation Org.  Commitment 1.000 .310 .327 

a. Pearson correlations 

Table (3): Descriptive Statistics (N =101) 

 
Mean Std. Deviation N 

Org. Commitment 3.7327 .61331 101 

Transactional 3.5215 .48400 101 

Transformational 3.5276 .65737 101 

         Dependent variable: Org. Commitment  
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Table (4): Regression Results between Leadership style and Organizational Commitment  

 R R  Square Adjusted R Square Std Error of the Estimate 

Leadership styles & 

OC 

.421 a .177 .161 

 

.562 

 

Transformational 

Leadership & OC 

.327
a
  .107 .098 .582 

Transactional Leadership 

& OC  

.310
a
  .096 .087 .586 

               Dependent variable: Org. Commitment 

Table (5): T Test Results for the Differences between Transformational and Transactional Leadership Styles (N = 101)  

 

 

Model 

 

Un-standardized coefficients 

Standardized 

Coefficient 

 

 

T 

 

 

Sig. B Std Error Beta 

1 (Constant) 

Transactional  

Transformational 

1.589 

.339 

.269 

.480 

.117 

.086 

 

.268 

.288 

3.311 

2.891 

3.115 

.001 

.005 

.002 

                   Dependent variable: Org. Commitment 

Table (6): Analysis of Variance (ANOVA) 

Sum of Squares df Mean Square F Sig. 

6.670 2 3.335 10.561 .000
a
 

30.946 98 .316   

37.616 100    

                         Dependent variable: Org. Commitment 
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Table (7). Descriptive of the main individual variables. 

 N Minimum Maximum Mean Std. Deviation 

Reward 101 2.50 5.00 3.9208 .60718 

Management by Exception 

Active 

101 2.50 5.00 3.7673 .68031 

Management by exception 

Passive 

101 1.00 5.00 2.8762 .96800 

Inspirational Motivation 101 1.00 5.00 3.6040 .90365 

Individual consideration 101 1.00 5.00 3.5644 .94515 

intellectual stimulation 101 1.00 5.00 3.4604 .99921 

Idealized Influence 101 1.00 5.00 3.4356 1.21997 

Valid N (listwise) 101     


