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ABSTRACT: An extensive literature review on perceived leadership and organizational commitment
process is presented, comprehending trust, psychological well-being, and the quality of exchange between
leaders and executive members. Key findings pointed out higher teams™ commitment and performance in
the workplace. This article addresses servant leadership and provides substantial advice for practitioners
to improve organizational functioning. Finally, a discussion on the implications and recommendations for
future research compile the present study.
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INTRODUCTION

The present work addressed an extensive literature review on Organizational commitment. This
psychological construct captures the strength and nature of employees' relationship with the organization
(Meyer and Allen, 1991). However, increasing employees' commitment is still a challenge today.
Therefore, leadership has a fundamental role in establishing their psychological characteristics, which are
the basis of the commitment.

Transformational leadership is the theory that has attracted more research attention over the past two
decades (Judge and Bono, 2000; Avolio et al., 2009). There are three significant typologies regarding
leadership: (i) transformational Leadership, (ii) transactional leadership, and (iii) non-transactional or
laissez-faire leadership (Avolio and Bass, 1991). On the other hand, in recent studies, servant Leadership
has achieved prominence, emphasizing the importance of serving rather than leading, focusing more on
the needs of the employees. (Liden et al. 2008, 2014; Van Dierendonck 2011). Yozgat, Serim, and Dikmen
(2014) stated that leadership and commitment are identified as the main resources of high-performance
organizations. The constructs of transformational Leadership, servant Leadership, and commitment have
been studied in the literature. However, there are still unanswered questions, such as "How do
transformational leaders and servant leadership influence their employees?" "Where is the effect of servant
leadership and transformational leadership on trust and psychological well-being?" "The quality of the
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relationship between the leader and the follower also has an important role. Its quality is the focus of the
leader-member exchange (LMX) theory. According to Dirks and Ferrin (2002), trust and LMX have been
strongly correlated, but they do not substitute each other.

In the following sections, we present the research design and methods, the literature review, analysis, and
discussion on the findings. Finally, implications and recommendations for future research complete the
study.

METHODS AND RESEARCH LIMITATIONS

The present research is a qualitative study on Trust, Psychological Well-Being, and Leadership applied to
work commitment through inductive rationale and interpretive approach. We endeavored on up-to-date
secondary data through archival research, presenting a current epistemology on the subjects under
scrutiny. Therefore, this literature review is limited to the issues described above. For instance, other
problems, such as leadership skills and negotiation, should be addressed in separate studies.

LITERATURE REVIEW: LEADERSHIP

Perceived Leadership

Leadership is considered a key element in the process of motivating employees and mobilizing resources
to achieve objectives. Leader-Member Exchange Theory (LMX) plays a crucial role on leadership studies.
Also, the theories of Charismatic Leadership and Transactional / Transformational Leadership are the
theoretical frameworks of the field, referencing a considerable number of works published recently
(Turano and Cavazotte, 2016).

Nevertheless, servant Leadership is a field of study to be explored in future research. Only a handful of
empirical studies have been conducted to test servant leadership's effects (Turano and Cavazotte, 2016).
Moreover, the dominance of transformational leadership doesn't emphasize the individual but the
collective interactions. Thus, there is not sufficient basis for concluding that servant Leadership and
transformational Leadership can be conceptually distinguished. At this moment, we do not yet know the
mechanism and process by which servant Leadership and transformational Leadership impact the
motivation and engagement of their followers.

Transformational Leadership

There are three significant typologies of leadership: (i) transformational leadership, (i) transactional

leadership, and (iii) non-transactional or laissez-faire leadership (Avolio and Bass, 1991). First, the

transformational Leadership constructs first presented by Burns (1978) is known as a mutual influence

relationship between leader and followers, considering the needs of both parties (Bass and Avolio, 1993).

Second, according to Masood et al. (2006), transformational leadership engages individuals searching for

bonds between leaders and followers. In this way, they go towards the team and the organization's welfare
21
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(Hatter and Bass, 1988). Third, transformational leadership is classified into four dimensions: idealized
influence, which represents the emotional component of this approach. Fourth, the leaders are role models
for their subordinates, identifying themselves and seeking to replicate their leaders' behaviors. It is further
divided into two categories: (i) the attributed idealized influence, which refers to the attribution of certain
characteristics to a leader made by his followers; (ii) the idealized behavioral influence, which refers to
the observation of certain characteristics in a leader made by his followers. The second dimension,
inspirational motivation, inspires followers to share the leader’s vision and internalize a sense of mission
regarding such purposes. The third dimension, intellectual stimulation, seeks to reflect on one's values and
solve everyday challenges. Finally, the fourth dimension, individualized consideration, is the ability to
offer personalized attention to your followers by providing support when necessary (Avolio and Bass,
2004).

According to Bass (1990), transactional leadership has three main characteristics: (i) contingent reward,
used to recognize the work done; (ii) management by exception, which means that the leader intervenes
when standards are improper; and (iii) laissez-faire style, where leaders delegate responsibility to avoid
decision making. Finally, transformational leadership styles are more effective in motivating employees
and enhancing organizational outcomes than transactional styles (Yammarino et al., 1993; Wang et al.,
2011).

Servant Leadership

Greenleaf (1977) defined Servant Leadership as a way of life that begins with the natural feeling that one
wants to serve first. In addition, servant leadership has been associated recently with virtue, morals, and
ethics (Lanctot and Irving 2010; Parolini et al. 2009).

Researchers have developed different constructs to define servant Leadership (Barbuto and Wheeler,
2006; Page and Wong, 2000; Liden et al., 2008), but many developed constructs are proof that researchers
conceptualize and measure servant leadership differently. Van Dierendonck and Patterson 2011 found
three types of research on the topic (1) a conceptual stream (Spears1998; Laub 1999; Patterson 2003); (2)
a measurement stream (Page and Wong 2000; Wong and Page 2003; Ehrhart 2004; Barbuto and Wheeler
2006; Dennis and Bocarnea 2005; Liden et al. 2008; Sendjaya et al. 2008; Van Dierendonck and Nuijte
2011); and (3) model development (Russell and Stone 2002; Van Dierendonck 2011).

Servant leadership is positively related to a range of job-related attitudinal outcomes, as illustrated in the
following Table 1:
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Table 1 — Servant leadership and follower attitudinal outcomes
Eva et al (2019)
Level Mediator Outcome Authors
Individual Organizational identification Employee engagement de Sousa and van Dierendonck (2014)
Individual Psychological empowerment Employee engagement de Sousa and van Dierendonck (2014)
Individual Follower need satisfaction Employee engagement van Dierendonck et al. (2014)
Individual Job resources Employee engagement Coetzer, Bussin, and Geldenhuys (2017)
Group Trust climate Employee engagement Ling et al. 7
Individual Employee empowerment Employee commitment Schneider -
Individual Organizational justice Job satisfaction Mayer ¢t al. )
Individual Empowerment Job satisfaction Schneider
Individual Trust Job satisfaction Chan and M:
Individual LMX Job satisfaction
Group Collective thriving at work Thriving at work
Group Organizational commitment Thriving at wark
Individual Supervisor identification Turnover intention
Individual Person-organizational fit Turnover intention
Individual Person-job fit Turnover intention Babakus et al. {
Individual Organizational commitment Turnover intention Jaramillo et al. b); Yavas, Jha, and Babakus (2015)
Individual Trust in the leader Turnover intention Kashyap and nekar (2016)
Group Service climate Turnover intention Hunter et al. (2013)
Individual Inclusive organizational practices Psychological well-being
Individual Org.-hased self-esteem Quality of family life
Individual Leader identification Work-family balance
Individual Work-to-family positive spillover Work-family balance
Individual Reduced emotional exhaustion Work-family conflict
Individual Personal learning Work-family conflict et al. (2012)
Individual Employee job involvement Organizational identity (ashani, Nikookar, and Ghaemi (2014)
Individual Inclusive organizational practices Organizational identification Gotsis ani (2016)
Individual Supervisor-specific avoidance Organizational identification Zhao et a
Individual Follower need satisfaction Organizational commitment van Dierende al. (2014)
Individual Affective and cognitive trust Organizational commitment Miao et al
Group Trust Organizational commitment Ling et al.
Individual Socio-moral climate Organizational cynicism Verdorfer et al. (2015)

Observe in Table 1 that Barbuto and Wheeler (2006) synthesized the attributes of servant leadership into
five factors; altruistic calling, emotional healing, persuasive mapping, wisdom, and organizational
stewardship. After that, Van Dierendonck (2011) identified six key characteristics of servant leadership:
empowering and developing people, humility, authenticity, interpersonal acceptance, providing direction,

and

stewardship. The

nomological

network

Eva et al. (2019) is depicted in Figure 1, as follows:
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Figurel: The nomological network of servant leadership research

Source: Eva et al (2019)
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Both servant and transformational leadership have different focuses and may be suitable for different
environments. For example, transformational leadership focuses on organizational effectiveness, whereas
servant leadership focuses on follower needs (Bass, 1985; Graham, 1991, 1995; Mayer, Bardes, and
Piccolo, 2008; Van Dierendonck, 2011).

In transformational leadership, the emphasis of the process is on the leader, and the leader considers each
team member individually. As for servant leadership, the focus is on the needs of those being led.

PSYCHOLOGICAL WELL-BEING AND LEADERSHIP

Psychological well-being has been studied in various organizational contexts, such as employee well-
being (Zizek, Treven and Cancer, 2015; Srimathi and Kiran Kumar, 2010); engagement (Kanten and
Yesiltas, 2015; Robertson and Cooper, 2010) and is associated with positive outcomes.

The well-being construct has two dominant approaches: the hedonic approach, which focuses on happiness
by defining well-being in terms of pleasure, pain prevention, lower levels of stress and satisfaction with
life (Wright and Hobfoll, 2004; Kahneman et al., 1999) and the eudaimonic approach, which focuses on
the meaning and perception of the individual as a fully functioning person (Ryff, 1989; Ryan and Deci,
2001). In this sense, the construction of psychological well-being goes beyond defining human well-being
in terms of the absence of negative emotions or the presence of only happiness (Ryff, 1989).

Ryff (1989) conceptualizes psychological well-being in terms of six core dimensions: (i) autonomy, (ii)
environmental mastery, (iii) personal growth, (iv) positive relations with others, (v) purpose in life, and
(vi) self-acceptance. In addition, extant research suggests that positive work experiences influence the
psychological well-being of an individual (Ryff and Keyes, 1995; Ryff and Singer, 2002).

The influence of the leader's behavior on the employees' well-being has been studied. For example, the
positive conduct of the supervisor has made a statistically significant contribution to employee well-being,
and a leader's positive mood influences group performance (Gilbreath and Benson,2004; Sy et al., 2005).
The literature on positive psychology and positive organizational behavior points out that an individual's
positive psychological state influences attitudes towards the organization favorably (Luttans, 2002).
According to Luthans et al. (2007), leadership controls the psychological capital of followers. That
psychological capital, in most cases, affects the commitment of followers. Bass and Riggio (2006) state
that transformational leaders give individual attention and consideration to the needs of followers, which
encourage and motivate them. That is why transformational leadership has been associated with increased
affective well-being (Arnold et al., 2007; Nielsen et al., 2009). In addition, according to Lapointe and
Vandenberghe (2015), servant leadership likely provides employees with positive and satisfying work
experiences, which instill a sense of emotional attachment to the organization.
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TRUST

According to Rousseau et al. (1998), trust is a psychological state that consists of the predisposition to
place oneself vulnerable concerning someone else based on positive expectations. Trust has been widely
investigated over the past years (Dias and Lopes, 2021; Dias, Duzert and Lopes, 2021; Dias, 2020, 2018,
2016; Rousseau, Sitkin, Burt, & Camerer, 1998; Rotter, 1967, 1980; Lewicki, McAllister & Bies, 1998;
Mayer, Davis & Schoorman,1995; Lewicki & Stevenson, 1998; Lewicki & Bunker, 1995, 1996; Shapiro,
Sheppard, & Cheraskin, 1992; Govier, 1994; Lewicki & Hanke, 2012; Balliet & Van Lange, 2013;
Todorov, Pakrashi, & Oosterhof, 2009; Lewicki, Tomlinson & Gillespie, 2006; Butler, 1991). Table 2
shows a theoretical approach to trust.

Table 2
Theoretical Approaches of Trust

Psychological
Behavioral
Key Question Unidimensional Two-dimensional Transformational

. ) ) ) ) trust = positive expecta- expected costs and benefits;
Derived from confidence.  positive expectations; tioax qualitative indicators

How trust is defined and & i
Measured by observable  scales from distrust 1o

measured? distrust = negative expec-

behavior in experiments  high trust !
b lations
At what level d E i begins at caleulus-based
At \_!- iait level does trust -H‘Itl 2er0 oF Inom COOPETI~ froam zero fo initial trust  from low levels ¥
begin? tive behavior o

Increase if cooperative
What causes trust (distrust) behavior
over time? {increase if competitive
behavior)

Source: Dias. (2016). Reprinted under permission.

grows with positive relation-
number of positive (nega-ship (grows with discon-
tive) interactions firmed expectations)

greater number of posi-
tive (negative) interac-
thons

Still focusing on Leadership, Caza (2015) confirms that trust in the leader increases whenever the
subordinate perceives the leader's emotional sincerity. Holland, Cooper, and Sheehan (2017) demonstrate
that trust in leadership is positively related to direct support from the leader to the subordinate.

Also, according to Kim (2017), organizations may not maintain high performances and benefit from their
knowledge when there is a lack of confidence in the leader. Haynie et al. (2016) highlight that trust plays
an essential role in predicting employee attitudes and behaviors in the workplace.

In the study conducted by Dirks and Ferrin (2002) focusing on the relationship of trust in the leader and
the antecedent variables of trust, the ones that showed the greatest relation were the transformational
leadership style (affective elements in the relationship), the perception of organizational support and the
perception of justice.

26
@ECRTD-UK https://www.eajournals.org/
https://doi.org/10.37745/bjpr.2013



https://www.eajournals.org/

British Journal of Psychology Research
Vol. 9, Issue 2, pp.20-37, 2021
Published by ECRTD- UK
Print ISSN: ISSN 2054-6351: Online ISSN: ISSN 2054-636X
LEADER-MEMBER EXCHANGE (LMX)

The study of the leader-member exchange (LMX) arose from role-playing and social exchanges (Graen
and Uhl-Bien, 1995; Liden and Maslyn 1998). Thus the concept of leadership received the insertion of the
mutual influence interaction between people. In this sense, LMX focuses mainly on the response to work
due to relational variables, the work itself, and its interactions Graen and Uhl-Bien (1995). This
interpersonal exchange between leader and team members matures by establishing a dyadic relationship
(Graen, 1976; Graen and Scandura, 1987; Liden and Graen, 1980). The members perceive the relationship
with their leader beyond a formal contract so that both parties relate themselves based on trust, goodwill,
and the perception of mutual obligations (Blau, 1964).

Dienesch and Liden (1986) pointed out that the LMX was composed of affection, contribution, and loyalty.
Graen and Uhl-Bien (1995) suggested that LMX was composed of respect, trust, and obligation. Later,
Liden and Maslyn (1998) proposed a multidimensional model of LMX, which included confidence and
professional care. The final version is composed of four factors: affection, loyalty, contribution, and
professional respect.

Graen and Uhl-Bien (1995) recognized that most leaders develop a high-quality relationship with a small
number of subordinates, delegating to them more desirable and interesting activities, as well as more
responsibility, attention, and opportunities. In return, assistants give back more loyalty and performance
and a greater propensity to develop relationships based on trust.

These relationships can be in-group or out-group (Liden and Mayslin, 1998). In-group members tend to
develop high LMX quality, characterized by high mutual trust, respect, and reciprocity. In contrast, out-
group members' exchange is based strictly on a contractual basis. In addition, high LMX quality has been
found to be associated with commitment (Eisenberger et al., 2010; Liden et al., 2000, higher member task
performance (Dansereau et al., 1975; Gerstner and Day, 1997; Bauer et al., 2006), job satisfaction
(Erdogan and Enders, 2007; Harris et al., 2009) and extra-role behaviors (Uhl-Bien and Maslyn, 2003;
llies et al., 2007). Furthermore, as people tend to be attracted to people similar to them, variables such as
perceptions of similarity or congruence of members (Liden et al., 1993), trust of the leader (Liden and
Maslyn, 1998), affection or taste (Wayne and Ferris, 1990) were found positively related to LMX quality.
According to leader-member exchange (LMX) theory, members may perceive different benefits
depending on the quality of relationships between leaders and members (Dulebohn et al., 2012).

Social exchange theory predicts that the relationship between leadership style and attitudes and behaviors
is mediated by the nature of the relationship between leader and members. Loyalty as a dimension of LMX
is the expression of public support by the leader to his followers. It is essential to a stable relationship
between a leader and an organizational member (Leow and Khong, 2009)

This relationship-based perspective (Dirks and Ferrin, 2002) has been used to study trusting relationships

between leaders and members in some research on the functioning of transformational leadership and trust
27
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(Pillai et al., 1999). For example, Xiong et al. (2016) observed that authentic leadership moderated the
relationship between employees' trust in supervisors and their levels of affective commitment.

According to Mozumder (2018), there are positive relationships between ethical leadership and employees'
trust in leaders at multiple levels. Trust is, in turn, shown to influence employees' attitudes, behaviors, and
cognitions.

Trust can be viewed as a critical variable in predicting the quality of social exchange relationships. Based
on the social exchange theory, employees who trust their key actors are likely to exhibit positive attitudes
and behaviors in return. (Colquitt et al., 2007).

Organizational Commitment

The organizational commitment construct has already been studied in the literature (Becker,1960;
Mowday et al,.,1979; Allen and Meyer,1996), and the definition that has been used the most is that of the
psychological state, which binds the employee to the organization, thus implying the employee's decision
to remain or not in the organization (Meyer and Allen, 1991). The research on organizational commitment
has been strongly linked to theoretical and empirical studies aiming to elaborate and test constitutive and
operational definitions for the construct and identify the set of antecedents and consequences that permeate
the commitment. It has been theorized that commitment is a multidimensional construct. Finally, the
compromise effects vary across dimensions (Meyer and Herscovitch, 2001).

Some researchers operationalized commitment as a unidimensional construct. However, some asserted
that it is a multidimensional construct consisting of affective, normative, and continuance (Allen and
Meyer, 1990; Meyer et al., 2002; O'Reilly and Chatman, 1986).

In the literature, the three-dimensional model of Meyer and Allen (1991), which defines three dimensions
as components of commitment, namely: affective, instrumental, and normative, stands out. Desire
underlies the affective dimension of responsibility. That is, there is, in the subject, the will to remain in
the organization. The need is the basis of the instrumental dimension, where the cost-benefit of
disconnecting from the organization after certain personal and financial investments is evaluated. Finally,
moral obligation, which characterizes normative commitment, represents the individual's obligation to
remain in the organization.

IMPLICATIONS AND DISCUSSION: ORGANIZATIONAL COMMITMENT

The present work was designed to condense the current epistemology on the subjects under review in a
single study. Notwithstanding, the topic has implications on the following fields of research: (i) trust
between negotiators (Dias, M., and Lopes, 2021; Dias, M, Duzert, Lopes, 2021; Dias, M., 2018); (ii) trust
related to project management scope (Dias, M., Lopes, 2021, 2020, 2019, 2019b); (iii) business
negotiations (Dias, 2020, 2019, 2019b, 2016; Dias and Teles, 2018), among others.
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According to Saher et al. (2013), to achieve desired results, leaders must build relationships with leaders
to foster their commitment. Chen et al. (2019) identified that benevolent Leadership and moral Leadership
are positively related to organizational commitment. Furthermore, collective efficacy mediates the ethical
leadership—administrative commitment relationship.

Moss et al. (2007) suggested that transformational leadership would positively strengthen the connection
between employee openness and organizational commitment. Transformational and transactional
leadership effectively motivates followers to commit to the goals of an ideation program (Deichmann and
Stam, 2015). A positive and significant relationship between transformational leadership and affective
commitment has been found in several studies (Wiza and Hlanganipai, 2014; Clinebell et al., 2013). In the
same way, servant Leadership is positively related to a wide range of outcomes, including organizational
commitment, commitment to the supervisor, individual self-efficacy, job performance, engagement,
organizational citizenship behaviors, community citizenship behaviors, and turnover intentions (Liden et
al., 2014; Liden et al., 2008; Neubert et al., 2008; Dierendonck et al., 2014; Walumbwa et al.,2010).
According to Lapointe and Vandenbergh (2018), servant leadership was positively related to normative
commitment.

Whitener et al. (1998) present a theoretical model for the analysis of the background of trust in
organizations, based on five dimensions selected from academic papers with a strong relationship with
trust, which is: perception of consistency, integrity, sharing, and delegation of authority in decision-
making processes, demonstration of concern for subordinates and internal communication. Gilbert et al.
(2011) found that trust strongly impacts commitment. Morgan and Hunt (1994) showed a strong level of
association between trust and commitment. Ferres et al. (2004) also corroborated that trust in coworkers
is a significant predictor of perceived organizational support, more outstanding affective commitment, and
lower turnover intention. Kim (2017) pointed out a positive effect of perceived mutual trust on task
performance and interpersonal facilitation after controlling for trust in the leader and felt trust. In addition,
employees who have confidence in their abilities and achievements tend to develop more significant
affective commitment than those who are less confident (Meyer and Allen, 1997).

Affective commitment is related to positive facets of well-being such as life satisfaction (Zickar et al.,
2004), job satisfaction, etc. (Cooper-Hakim and Viswesvaran, 2005; Meyer et al., 2002) and is negatively
related to negative facets of well-being such as stress and work-family Conflict (Meyer et al., 2002),
emotional exhaustion (Lee and Ashforth, 1996).

Dimensions of LMX mediated the relationships between the sizes of transformational leadership and
organizational commitment dimensions. The contribution dimension of LMX acts as a consequence rather
than an antecedent of commitment (Kecskes et al., 2018). Lee et al. (2019) found that leader-member
exchange social comparison - LMXSC was associated with followers' organizational commitment in
Study 1 and organizational commitment and job performance in Study 2 via felt obligation towards the
leader. Both studies found this relationship was significant while controlling for LMX quality, showing
that individual differences play an important role in determining the outcomes of exchange relationships.
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According to Jain et al. (2019), subordinates' level of trust and psychological well-being partially mediates
the relationship between transformational leadership and employees' organizational commitment. Still,
according to Wombacher and Felfe (2017), organizational commitment is focused on the emotional
attachment to the organization's goals and values that drive positive behavior towards the organization.

Previous research shows that followers that assess the exchange with their leaders to be highly professional
tend to express more outstanding affective commitment to the organization (Lee, 2005).

FUTURE RESEARCH

We encourage future research on the investigation of the impact of each variable on organizational
commitment. Future quantitative inquiries are also recommended on different business segments.
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