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Abstract 
Nurses are considered the most valuable assets in hospitals, and leadership style is one of the determinants that 
can affect their performance. The purpose of this study is to examine the mediating effects of organizational 
commitment on the relationship between transformational leadership style and employees' job performance 
among Saudi female nurses. Four hospitals located in Riyadh and 227 Saudi female nurses were selected for this 
study. The results indicate that transformational leadership style is positively correlated with job performance 
and affective organizational commitment. The findings also reveal that affective organizational commitment 
mediates the relationship between transformational leadership style and job performance. This study 
recommends that hospital management should provide the groundwork for instilling transformational leadership 
styles and mangers should pay more attention to their leadership style in order to enhance job performance. This 
study also suggests further research that would include different measures and a larger sample as well as other 
areas, which could result in better understanding of the relationship between the variables.  

Keywords: transformational leadership style, job performance, affective organizational commitment, hospitals 
in Saudi Arabia  

1. Introduction  
In today’s competitive and changing environment, organizations experience numerous challenges in achieving 
their goals. Organizations that work in knowledge-based environments face pressure from customers to provide 
services of good quality. However, increasing employee performance will positively influence the organization's 
performance and ultimately, the quality of services. It has been asserted that organizational performance and 
effectiveness can be enhanced through commitment and organizational culture (Deal & Kennedy, 2000). 
Moreover, the performance of the entire organization is very tightly linked to each individual’s performance 
(Fontannaz & Oosthuizen, 2007). Besides, organizational commitment can enhance employee performance. 
Several researchers have proven that committed employees perform better (Mathieu & Zajac, 1990; Guest, 1997; 
Suliman & Iles, 2000; Liou, 2008). It has additionally been reported that increasing organizational commitment 
leads to decreasing workforce turnover (Porter et al., 1974; Wasti, 2003) and consequently, increasing employee 
performance (Jaramillo et al., 2005). Furthermore, the higher the level of employee performance, the better the 
overall organizational effectiveness will be (Cummings & Schwab, 1973).  

Considering the fact that organizations' success depends on employees' performance, another main factor in 
organizational success is leadership style. It is the ability of leaders to affect their followers by making them 
more satisfied and committed, which in turn augments outcome (Mosadeghard, 2003). The empirical results 
from the majority of recent research studies indicate that employee performance, job satisfaction as well as 
affective commitment are outcomes highly desired by leaders (Dionne et al., 2004; Bass & Riggio, 2006). A 
large number of researchers have suggested that leaders can motivate and help their employees succeed in 
today’s globally competitive environment with effective leadership styles (Bass & Riggio, 2006). It is argued 
that effective leadership has a positive effect on organizational performance (Bass & Avolio, 1997).  

Although leadership style and job performance have been studied extensively, little is known about the 
mediating role of organizational commitment on the relationship between leadership style and job performance 
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(Yousef, 2000; Yeh & Chien, 2012). Therefore, this study is an addition to the limited existing literature on 
leadership, job performance and organizational commitment, particularly in Saudi Arabia. The objective of this 
study is to investigate the mediating effects of organizational commitment on the relationship between leadership 
style and job performance among Saudi female nurses. The findings of this study should help leaders better 
understand the effects of their leadership style on employee and organization performance as a whole, as well as 
the role of organizational commitment. This study is divided into five sections. Section one presented an 
introduction, section two addresses a literature review, section three contains the research methodology, section 
four presents the results and discussion, and section five concludes the study.  
2. Literature Review 
2.1 Leadership  

The constant changes in organizational life highlight the increasing importance of leadership. As such, leadership 
is one of the most studied topics worldwide (Kuchler, 2008). Leadership can be described as an interaction process 
between leaders and their employees, whereby leaders attempt to influence employees to fulfill common goals 
(Yukl, 2005; Northouse, 2010). Leadership style is the manner and approach of motivating people, providing 
direction and achieving goals (Amirul & Daud, 2012). Style can either encourage or discourage empolyees, which 
can in turn lead to increasing or decreasing performance levels (Belonio, 2012). However, leadership has been of 
interest to many researchers, who have proposed numerous leadership theories and models. According to Doyle 
and Smith (1999), leadership theories can be divided into four categories: trait, behavioral, contingency, and the 
transformational and transactional theories.  

Unlike the early leadership theories that focus on effective and successful leader characteristics such as traits, 
behaviour and contingency, transformational leadership has shifted emphasis from the traditional or transactional 
model toward the study of transformational leadership.  Transformational leadership occurs when a leader 
raises the level of awareness about the value of desired results and expands subordinates’ wants and needs (Bass, 
1985). According to Schepers et al. (2005), transformational leaders allow subordinates to think creatively, 
analyse problems from different angles and provide better solutions by using technology. Gill et al. (2006) 
claimed that organizations can reduce job stress and burnout by adopting a transformational leadership style. 
Many studies have signified that transformational leadership has positive effects on followers' efforts and 
satisfaction (Bycio et al., 1995; Kirkpatrick & Locke, 1996; Parry, 2000). Compared with other styles, 
transformational leadership is deemed advantageous in developing leaders and enhancing subordinates' loyalty, 
trust and self-esteem (Barling et al., 1996; Northouse, 2009). Therefore, transformational leadership is the most 
effective form of leadership, where the leaders are closely engaged with, and motivate their subordinates to 
achieve beyond their transactional agreements (Panagopoulous & Dimitriadis, 2009). 

According to Mosadeghard (2003), there are several leadership styles, including autocratic, bureaucratic, 
laissez-faire, democratic, participative, situational, transactional and transformational. However, if leaders wish 
to produce positive effects on employees and organizations, then leadership should be shifted from the traditional 
autocratic style to more sociable styles (Dess et al., 1998). Effective leaders adopt styles that support employees, 
provide them with a vision, instill hope and motivate them to think innovatively. All these features are observed 
in transformational leadership. Moreover, the transformational style functions better than other styles in terms of 
employees retaining their jobs besides having job satisfaction (Fletcher, 2001; Dvir et al., 2002; Berggren & 
Severinsson, 2003). This type of leadership is more motivational in contrast with other styles (Kirkman et al., 
2009). In the current study, transformational leadership will be discussed.  

2.2 Job Performance 

Job performance is one of the most notable indicators in evaluating organizational performance (Wall et al., 2004). 
Schermerhorn (1989) described job performance as quality and quantity achieved by individuals or groups upon 
fulfilling a task. Munchinsky (2003) proposed that job performance is a set of employee behaviors that can be 
measured, monitored and evaluated in terms of achievement at the individual level. According to Schermerhorn 
(1989), job performance is the result of quality and quantity once employees complete a mission. Due to its 
importance, several studies have been conducted to explore ways of enhancing empolyee performance (Park et al., 
2003; Tessema & Soeters, 2006; Kahya, 2009). Nurses' performance can be described as the duties performed by 
nurses. Acording to Amos et al. (2004), the effective management of individual performance is essential to the 
implementation of organizational strategies. 
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2.3 Organizational Commitment  

Organizational commitment is among the most popular topics in the field of management research (Wasti, 2003). 
Organizational commitment is vital to any organization, because it is a good predictor of organizational goals, 
absenteeism, turnover and productivity (Bushra et al., 2011). It has been defined in a variety of ways by different 
researchers. Luthans (2005) defined organizational commitment as an attitude reflecting workers’ loyalty to their 
organization. Henkin and Marchiori (2003) described it as a sentiment that drives workers to be part of an 
organization and to recognize the organization’s goals and values. 

A according to Mowday et al. (1979), organizational commitment includes three elements: a strong belief in, and 
acceptance of the organization's goals and values, willingness to exert considerable effort on behalf of the 
organization, and a strong desire to maintain organizational position. Mayer and Allen (1991) also classified 
organizational commitment into three components: affective commitment, continuous commitment and 
normative commitment. According to Mayer and Allen (1991), affective commitment refers to employees' 
emotional attachment to the organization, including beliefs and desires regarding organizational goal 
achievements. Continuous commitment refers to employees' feelings of obligation to remain with the 
organization. Finally, normative commitment is based on the cost incurred by employees if they wish to leave the 
organization. However, affective commitment is more important for employees. It is also viewed as extremely 
beneficial to organizations (Meyer & Allen, 1997). Furthermore, affective commitment has received the most 
attention in research (Mathieu & Zajac, 1990; Meyer et al., 2002). According to Meyer and Allen (1997), 
affectively committed employees are likely to possess a set of positive reactions and behaviours in the workplace, 
as well as a willingness to contribute to the organization’s purpose. In this study, organizational commitment 
refers to affective commitment.  

2.4 Transformational Leadership Style, Job Performance and Organizational Commitment  

Leadership is vital to determining employees' commitment. Researchers have observed that employees who are 
pleased with their managers feel more attachment to their organizations (Stup, 2006). Leaders can lead 
individuals or groups to attain goals and develop employees’ commitment to the organization. Therefore, 
leadership style is considered a critical factor that influences organizational commitment. According to 
Ramachandran and Krishnan (2009), leadership style is among the most significant determinants of employee 
commitment. Organizational commitment indicates that individual goals are similar or identical to the 
organizational goals and they motivate employee productivity and loyalty (Chen & Aryee, 2007). Hence, 
organizational commitment can enhance employee performance.  

Leadership may affect employees’ behaviour, satisfaction and performance, which can subsequently affect the 
level of organizational commitment (Bass, 1985). However, the majority of studies associate the 
transformational leadership style with employee job performance (Raja & Palanichamy, 2011). Deluga and 
Souza (2011) discovered that performance and transformational leadership style are correlated. In a study 
conducted by Howell et al. (2005), a positive relationship was found between transformational leadership and 
employee job performance. Findings by Dvir et al. (2002) revealed that employee job performance is facilitated 
by transformational leadership. Geyery and Steyrer (1998) found that there is a positive relationship between 
transformational leadership and job performance. Thamrin (2012) asserted that transformational leadership style 
has a positive and significant effect on employees’ job performance and organizational commitment.  

Researchers have also conducted various studies to examine the effects of organizational commitment on job 
performance. Morris and Sherman (1981) indicated that organizational commitment is effective in predicting job 
performance. Meyer et al. (1989) found that organizational commitment is a suitable indicator of job 
performance. Other studies have additionally shown a positive relationship between organizational commitment 
and job performance (Benkhoff, 1997; Suliman & Iles, 2000; Meyer et al., 2002; Chi et al., 2007).  

Some studies have indicated a positive relationship between transformational leadership style and organizational 
commitment. Lee (2010) observed that transformational leadership style has a positive and significant effect on 
organizational commitment. Barbuto (2005) presented similar findings, while Mert et al. (2010) also discovered 
a significant relationship between transformational leadership style and organizational commitment. Ying and 
Ahmad (2009) suggested that leadership style influences organizational commitment and in turn, organizational 
commitment affects employees’ job performance and mediates the relationship between leadership style and job 
performance. According to Wang (2006), leadership style and organizational commitment positively affect 
employees' performance. Yeh and Hong (2012) found that organizational commitment partially mediates the 
relationship between leadership style and job performance. In a study conducted by Chi et al. (2007), the results 
signified that organizational commitment fully mediates the relationship between leadership style and job 
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performance. Wells and Peachey (2011) used job satisfaction as a mediator between leadership style and turnover 
intention, and recommended organizational commitment as a mediating variable to be applied in future studies. 
In addition, organizational commitment serves as a mediator in various other studies (Udo et al., 1997; Clugston, 
2000; Suliman, 2002). 

Based on the above literature review, this study is designed to test the following hypotheses: 

H1: There is a significant relationship between transformational leadership style and job performance.  

H2: There is a significant relationship between transformational leadership style and affective organizational 
commitment.  

H3: There is a significant relationship between affective organizational commitment and job performance.  

H4: Affective organizational commitment mediates the relationship between transformational leadership style 
and job performance.  

3. Research Methodology 
3.1 Research Design and Sample 
A descriptive and correlational research design is applied in this study to collect data using a questionnaire. The 
population for this study includes Saudi female nurses at 4 large government hospitals in Riyadh, namely King 
Fahad National Guard Hospital, Shimasy Hospital, Yamama Hospital, and Military Hospital. A questionnaire was 
the tool employed for data collection. The sampling procedure used was the simple random sampling technique. 
270 questionnaires were distributed in these four locations (hospitals), 241 questionnaires were returned, and out 
of 241 returned questionnaires, 14 were excluded due to invalid responses. The final sample comprised 227, 
signifying a response rate of 84%. 

3.2 Measurements   

In this study, the Multifactor Leadership Questionnaire (MLQ) developed by Bass & Avolio (1995) was used to 
measure transformational leadership style (independent variable). The questionnaire contained 20 items that were 
evaluated on a 5-point Likert scale with 1 = not at all, 2 = once in a while, 3 = sometimes, 4 = fairly often and 5 = 
frequently, if not always. To investigate job performance (dependent variable), 4 items were evaluated using a 
5-point Likert scale ranging from “1” (very low) to “5”(very high), which was designed by Stevens et al. (1978). 
The first two items refer to quality and productivity, and the other two items evaluate employees' performance 
compared with similar peers’ jobs.  

To evaluate affective organizational commitment (mediating variable), the questionnaire developed by Meyer, 
Allen, and Smith (1993) and Meyer and Allen (1997) was adopted in this study. The questionnaire consists of 18 
items measuring components of organizational commitment (6 items for each scale). As this study focuses on 
affective organizational commitment, 6 items relating to this dimension were used. Respondents answered on a 
5-point Likert scale (1 = strongly disagree, 2 = disagree, 3 =  neither agree nor disagree, 4 = agree, 5 = strongly 
agree). However, this section of the questionnaire contains several reverse statements. According to Dillman 
(2007), it is recommended for the scalar answer categories to have a consistent direction throughout the entire 
instrument. Therefore, these items were all positively worded. For example, “I do not feel like ‘part of the family’ 
in my organization” has been modified to “I feel like ‘part of the family’ in my organization”.  

The instrument reliability was tested with Cronbach's alpha. Nunnally (1978) stated that reliability with less than 
0.6 is considered poor, in the 0.7 range it is acceptable, while values above 0.8 are good. All instruments showed an 
acceptable level of reliability (Nunnally, 1978). The transformational leadership style had a Cronbach’s alpha 
value of 0.84, job performance 0.76 and affective organizational commitment 0.73. Descriptive statistics in terms 
of frequency and percentage served to describe respondents’ characteristics such as age and number of years in 
service.  

Pearson’s correlation coefficient was used to determine the relationship between variables (transformational 
leadership style, job performance and affective organizational commitment). According to Sekaran (2003), the 
correlation between two variables is considered a perfect positive correlation when it is close to +1 or perfect 
negative correlation when it is close to -1. In order to test the mediating effects, a three-step regression suggested 
by Baron and Kenny (1986) was used. The three steps are: (1) the independent variable affects the mediating 
variable; (2) the independent variable affects the dependent variable; and (3) after including the mediating 
variable into the second regression equation of the previous step, the relationship between independent and 
dependent variables is significantly diminished. In other words, a full mediating effect holds if the relationship 
between the independent and dependent variables controlling the mediator is zero. Partial mediation holds when 
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the relationship between the independent and dependent variables is significant and smaller when the mediator is 
in the equation than when the mediator is not. However, according to Baron and Kenny (1986), hierarchical or 
stepwise regression, or computing any partial or semi partial correlation are not necessary. 

4. Data analysis and Results   

4.1 Sample Characteristics  

As tabulated in Table 1, the total number of nurses who participated in this study was 227. The demographic data 
revealed that 21.1% of the respondents were aged between 20 and 26 years, 37.4% were between 27 and 33 
years old, 22.9% were between 34 and 40 years old, 9.7% were between 41 and 47, 4.8% were aged between 48 
and 54, and 4% were above 54 years old. In terms of the number of years in service, 37.4% of nurses had 
between 1 and 5 years of experience, 32.2% had between 6 and 10 years of experience, 16.3% had between 11 
and 15 years, 8.8% had between 16 and 20 years, and 5.3% of nurses had more than 20 years of experience.  

 
Table 1. Respondents’ demographic data  

Variable   Frequency  Percentage  
Age:  20 - 26 years  48 21.1 % 

Age:  27 - 33 years 85 37.4 % 

Age:  34 - 40 years 52 22.9 %  

Age:  41 - 47 years 22 9.7 %  

Age:  48 - 54 years 11 4.8 %  

Age:  54 years + 9 4 %  

Experience:  1 – 5 years 71 37.4 % 

Experience:  6 - 10 years 58 32.2 % 

Experience:  11 - 15 years 42 16.3 % 

Experience:  16 - 20 years 16 8.8  %  

Experience:  more than 20 years 16 5.3  %  

 

4.2 Correlation  

The relationship between variables was investigated using Pearson correlation. The results show there is a 
significant relationship between transformational leadership style and job performance (r = 0.894, p < 0.01) and 
affective organizational commitment (r = .579, p < 0.01). In addition, there is a significant relationship between 
affective organizational commitment and job performance (r = .590, p < 0.01). Therefore, research hypotheses 
H1, H2, H3 are accepted and proven to be true. From this result, it can be concluded that transformational 
leadership style is positively related to both affective organizational commitment and job performance. 
Furthermore, affective organizational commitment is positively related to job performance. This implies that an 
increase in transformational leadership style practice will be followed by an increase in job performance and 
affective organizational commitment. An increase in affective organizational commitment level will also be 
followed by an increase in job performance. Table 2 below summarizes the results of the correlation between the 
study variables.  

 

Table 2. Correlation between the study variables 

 Transformational Leadership Job Performance Organizational Commitment 

Transformational leadership 1 1.894** .579** 

Job performance  1 .590** 

Organizational commitment   1 

**. Correlation is significant at the 0.01 level (2-tailed). 

 

4.3 Regression Analysis 

In order to test the mediation effects, the three-step regression procedure suggested by Baron and Kenny (1986) 
was followed to verify whether affective organizational commitment is a mediating variable in the relationship 
between transformational leadership style and job perfromance. According to Baron and Kenny, the existence of 
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mediation effects is determined if the following conditions hold: (1) the independent variable (transformational 
leadership style) affects the mediating variable (affective organizational commitmet) in the first regression 
equation; (2) the independent variable (transformational leadership style) affects the dependent variable (job 
perfroamnce) in the second equation; and (3) after including the mediating variable (affective organizational 
commitment) into the second regression equation of the previous step, the relationship between the independent 
variable (transformational leadership style) and the dependent variable (job performance) is significantly lower 
and there is a significant relationship between the mediating variable (affective organizational commitment) and 
the dependent variable (job performance).  

In terms of the mediation procedure (Table 3), step 1 indicates that transformational leadership style seems to 
influence affective organizational commitment (β=0.579, P<0.001). In step 2, transformational leadership style 
appears to affect job performance (β=0.894, P<0.001). In step 3, when affective organizational commitment (the 
mediator) is included in the above regression equation, affective organizational commitment has a positive and 
significant effect on job performance, and transformational leadership style still significantly affect job 
performance but the regression coefficient of transformational leadership style and job performance reduced from 
0.894 to 0.832 (p<0.001). This reveals that affective organizational commitment partially mediates the relationship 
between leadership style and job performance. Hence, hypothesis 4 is supported. From this result it is derived that 
through the process of affective organizational commitment, transformational leadership style can enhance 
employees’ job performance. Figure 1 illustrates the path analysis model of mediation.  

 
Table 3. Regression analysis of affective organizational commitment mediating transformational leadership style 
and job performance 

Step Independent variable Dependent variable β R2 Adjusted R2

1) Transformational leadership style Affective organizational commitment 0.579*** 0.336 0.333 

2) Transformational leadership style Job perfromance 0.894*** 0.800 0.799 

3) Transformational leadership style Job perfromance 0.832*** 0.808 0.806 

 Affective organizational commitment  0.107**   

Note. *p<0.05, **p<0.01, ***<0,001. 

 

The regression coefficient in the table above is a standaraized coefficient.  

 

 
 
 
 
 
 
 

Figure 1. Path analysis model of mediation 
 
5. Discussion and Conclusions  

The purpose of this study was to examine the relationship between transformational leadership style and job 
performance among Saudi female nurses from 4 government hospitals in Riyadh, Saudi Arabia. The findings of 
the study reveal there is a significant, positive relationship between transformational leadership style and job 
performance.  The current research findings are consistent with previous studies (Geyery & Steyrer, 1998; Dvir 
et al., 2002; Howell et al., 2005; Deluga & Souza, 2011; Thamrin, 2012). The present study results also indicate 
there is a significant positive relationship between affective organizational commitment and job performance 
among Saudi female nurses. These findings support earlier studies as well (Morris & Sherman, 1981; Meyer et 
al., 1989; Benkhoff, 1997; Suliman & Iles, 2000; Meyer et al., 2002; Chi et al., 2007).  

Affective organizational commitment 

Job performance Transformational leadership style  

Beta= 0.579, P<0.001 
Beta= 0.017, P<0.001 

Beta= 0.832, P<0.001 

Beta= 0.894, P<0.001 



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 11, No. 1; 2016 

237 
 

In addition, the present findings assert there is a positive relationship between transformational leadership style 
and affective organizational commitment. These results are in line with the past studies (Barbuto, 2005; Yiing & 
Ahmad, 2009; Lee, 2010; Mert et al., 2010). In terms of the mediating effects of affective organizational 
commitment, the findings of this study indicate that affective organizational commitment partially mediates the 
relationship between transformational leadership and job performance. These findings are consistent with prior 
studies (Chi et al., 2007; Yeh & Hong, 2012). Based on the results, the current study provides insight from a 
Saudi perspective and all findings on Saudi data are consistent with earlier literature. 

The main contribution of this study is in determining that affective organizational commitment has a mediating 
effect on the transformational leadership style and job performance relationship. This demonstrates that 
transformational leadership style is an important variable in enhancing employees’ commitment, which means 
employees working harder. Furthermore, the results of the current study suggest that transformational leadership 
style is a positive predictor of affective organizational commitment and job performance. It is believed this study 
will help managers in the health sector. Based on the findings, managers ought to pay more attention to their 
leadership style and adopt a transformational leadership style as a way to boost employees’ commitment and 
performance levels. In addition, the study outcomes may help hospital managers understand that employees’ 
performance is not only influenced and improved by a transformational leadership style but it can also be 
enhanced through the high organizational commitment of employees.  

Considering the importance of job performance and affective organizational commitment in hospitals, it is 
recommended for hospital management to provide the groundwork for implementing a transformational 
leadership style. Thus, both the affective organizational commitment and job performance of female nurses 
would enhance. Although this study does contribute to the limited body of knowledge to date on transformational 
leadership style, job performance and affective organizational commitment in Saudi Arabia, there are still, of 
course, a number of limitations. First, the transformational leadership style was selected for this study, but other 
styles such as transactional and laissez-faire should be considered in future studies. Second, data were collected 
via questionnaire, which may not capture completely true participant responses. In addition, this study was 
conducted in Riyadh only, despite Saudi Arabia having several areas and cities where traditions slightly vary. In 
order to overcome these limitations, further studies are needed to investigate the link between these variables 
using different measures such as interviews and including larger samples from different regions of Saudi Arabia.  
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