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ABSTRACT : Leadership style refers to the behaviors and strategies leaders employ to guide, motivate, and
manage their teams, while employee commitment reflects the emotional and psychological attachment
employees hold toward their organization both of which are critical for organizational success. In Ethiopia,
particularly within the Sebeta Sub-City Administration, transformational leadership has been recognized as
influential, however, empirical evidence on how different leadership styles affect employee commitment
remains limited. This study therefore investigates the relationship between leadership styles and employee
commitment in the Sebeta Sub-City Administration. A quantitative correlational design was employed, with data
collected from 362 employees, using closed-ended questionnaires. The Multi-factor Leadership Questionnaire
(MLQ) and the Organizational Commitment Questionnaire (OCQ) were administered, and data were analyzed
using SPSS version 27 through descriptive statistics and Pearson correlation. The results reveal that
transformational leadership is negatively correlated with affective commitment (r = —0.269, p < 0.01), while
laissez-faire leadership shows positive correlations with affective commitment (r = 0.134, p < 0.05) and
continuance commitment (r = 0.107, p < 0.05). Democratic leadership is positively associated with continuance
commitment (r = 0.247, p < 0.01) but negatively correlated with affective commitment (r = —0.159, p < 0.01).
These findings suggest that no single leadership style uniformly enhances employee commitment; rather, a
balanced approach integrating transformational, transactional, and democratic elements is essential. It is
recommended that organizations cultivate leadership practices that strengthen communication, collaboration,
and accountability, thereby fostering both emotional and continuance commitment and creating a supportive
work environment conducive to long-term organizational success.
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l. INTRODUCTION

Leadership style refers to the behaviors and strategies leaders employ to guide, motivate, and manage
their teams, encompassing transformational, transactional, and laissez-faire approaches (Abasilim, Gberevbie, &
Osibanjo, 2019; Robinson, 2003). Employee commitment, defined as the emotional and psychological
attachment to an organization, is equally critical as it reflects loyalty, dedication, and engagement with
organizational goals (Al-Daibat, 2017; Osland, 2017). Effective leadership is therefore pivotal in shaping
employee commitment and organizational success. Globally, transformational leadership has been widely
associated with higher levels of employee commitment and organizational citizenship behavior, while
transactional leadership has shown mixed effects, and laissez-faire leadership remains context-dependent
(Mulugeta & Hailemariam, 2018; Teshome, 2013; Abu Orabi et al., 2024). In Africa, studies highlight the
effectiveness of transformational leadership in enhancing morale and performance, though cultural and
organizational dynamics often mediate these outcomes (Mamza et al., 2020; Boateng, 2024). In Ethiopia,
research has demonstrated positive correlations between transformational leadership and employee commitment
across sectors such as education and banking, though findings also reveal inconsistencies, with transactional and
laissez-faire styles producing varied results (Dhaba, 2024; Aman, 2024).
Despite these insights, empirical evidence on the relationship between leadership styles and employee
commitment within the Sebeta Sub-City Administration remains scarce. Preliminary studies suggest that
transformational leadership is prevalent and positively influences motivation (Abdisa, 2020; Aman, 2024), yet
the broader impact of different leadership styles on affective, continuance, and normative commitment has not
been systematically examined. This gap underscores the need for context-specific research that accounts for
Ethiopia’s unique cultural and organizational environment.
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Accordingly, this study aims to provide a comprehensive understanding of the relationship between
leadership styles and employee commitment in Sebeta Sub-City Administration. Specifically, it seeks to: (1)
identify predominant leadership styles and assess their impact on employee commitment; (2) evaluate levels of
employee commitment among staff; (3) analyze the relationship between transformational and transactional
leadership styles and their influence on commitment; and (4) explore employee perceptions of leadership
effectiveness in fostering commitment. By addressing these objectives, the study contributes to developing
effective leadership strategies that enhance workforce stability, organizational performance, and public service
delivery.

1. LITERATURE REVIEW

Leadership styles have evolved globally, shaped by cultural, economic, and social contexts. While
transformational leadership is widely recognized for its effectiveness, its application varies across settings,
reflecting cultural norms and organizational needs (Bass, 2006; House, 2004). In Sub-Saharan Africa, communal
traditions such as Ubuntu emphasize collective well-being, contrasting with Western individualism (Ahmed,
2018; Lituchy, Galperin, & Punnett, 2017). In Ethiopia, directive and transactional styles remain prevalent,
though there is growing recognition of the need for participatory approaches to address socio-economic
challenges (Aregawi, 2021; Erlach, Nichol, Reader, & Baggio, 2021).
Leadership is broadly defined as the process of influencing individuals or groups toward shared objectives, with
scholars highlighting both behavioral and relational dimensions (Northouse, 1999; Dinh et al., 2014; Kaur,
Haque, & Gkasis, 2024). Theories of leadership have progressed from trait-based perspectives to behavioral,
situational, and transformational models, with recent emphasis on inclusive and distributed leadership that
values diversity and collaboration (Benmira & Agboola, 2021; Esenyel, 2024; Karauri & Kyongo, 2024).
Employee commitment, a critical determinant of organizational success, encompasses affective, continuance,
and normative dimensions (Meyer & Allen, 1991, 2022). It is influenced by leadership practices, organizational
culture, and opportunities for growth (Cioca, Wietrak, Barends, & Rousseau, 2021; Kim & Park, 2023).
Transformational leadership, in particular, enhances commitment by fostering belonging and purpose (Lee,
Kang, & Kim, 2023).

The relationship between leadership styles and employee commitment has been extensively studied.

Transformational leadership consistently demonstrates positive effects on engagement and loyalty (McRae et al.,
2025; Atkinson, 2025). Transactional leadership provides structure and predictability, though its impact varies
by context (Atkinson, 2025). Laissez-faire leadership yields mixed outcomes, sometimes promoting autonomy
but often weakening guidance and support (Korn Ferry, 2025). Democratic leadership, through participatory
decision-making, strengthens commitment by fostering inclusivity and involvement (SHRM, 2025; Lencho,
2024).
In Ethiopia, transformational leadership has proven effective in enhancing commitment in public institutions
(Abasilim et al., 2019), while democratic leadership has shown positive influence in Oromia’s public
organizations (Kant, Asefa, & Lemi, 2023). Studies in the banking sector further suggest that combining
transformational and transactional styles can improve performance and commitment. Recent research continues
to examine the complex relationship between leadership styles and employee commitment, emphasizing the
pivotal role of effective leadership in cultivating a dedicated workforce. Transformational leadership defined by
its ability to inspire and motivate employees through a shared vision has consistently been associated with
higher levels of commitment, job satisfaction, and organizational loyalty (McRae et al., 2025; Atkinson, 2025).
Leaders who demonstrate genuine concern for employee growth and well-being tend to foster stronger
emotional attachment to the organization.

Transactional leadership, which emphasizes structured tasks and reward-based performance, also

influences employee commitment by clarifying expectations and reinforcing accountability. Although this style
can enhance commitment through stability and predictability, its effectiveness often depends on organizational
context and individual employee needs (Atkinson, 2025).
Conversely, laissez-faire leadership characterized by minimal intervention produces mixed outcomes. While
autonomy may increase satisfaction for some employees, the absence of guidance can reduce commitment and
engagement (Korn Ferry, 2025). Democratic leadership, grounded in participatory decision-making and
inclusivity, has shown positive effects on employee commitment by fostering belonging and involvement
(Society for Human Resource Management [SHRM], 2025; Lencho, 2024).
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Figure 1: Conceptual framework of the Study (Review of related literatures, 2025)

I11. MATERIALS AND METHODS

Research Design

This study employed a correlational research design to examine the relationship between leadership
styles and employee commitment within the Sebeta Sub-City Administration. The design was appropriate for
identifying associations among variables without manipulation. Quantitative data were collected through
structured questionnaires. Statistical analyses, including Pearson correlation coefficients, were used to determine
the strength and direction of relationships among leadership styles and commitment dimensions, providing a
clear understanding of organizational dynamics.

Target Population and Data Sources

The target population comprised employees and leaders within public sector organizations of the Sebeta Sub-
City Administration. This dual focus enabled a comprehensive assessment of leadership practices and their
influence on employee commitment. Data were gathered from administrative and operational staff, as well as
supervisors and department heads, using closed-ended questionnaires designed on an ordinal scale. This
inclusive approach ensured diverse perspectives and enhanced the validity of findings.

Both primary and secondary data were utilized. Primary data were collected directly from respondents through
structured questionnaires, while secondary data were drawn from academic journals and organizational reports
to contextualize findings. The combination of these sources provided a robust foundation for analyzing how
leadership styles affect employee commitment.

Sampling Technique and data Collection Procedures
The sample size was calculated using the single population proportion formula at a 95% confidence level,
assuming a 50% proportion for maximum variability. The sample size was calculated using the formula:

n= x_Z at 95% CI
Where:
e 7=1.96 (standard normal value at 95% CI)
e p=0.5 (assumed proportion)
e g=1-p=0.5
e d=0.05 (margin of error)
Substituting values:
n= (1.96)*0.5*0.5/0.05*=384
Since the total population was relatively small, the finite population correction (FPC) was applied:
no
Nf b m
Where:
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e no=384 (initial sample size)
o N=6,363 (total staff at Adama Administrative Bureau)

Thus, the adjusted sample size was:

384
Nf = W =362

6,363
Accordingly, a final sample of 362 employees was recruited. A simple random sampling technique was

employed to ensure equal probability of selection, thereby minimizing bias and enhancing representativeness.
Quantitative data were collected using two standardized instruments: the Multifactor Leadership
Questionnaire (MLQ) and the Organizational Commitment Questionnaire (OCQ) (Batista-Foguet, Esteve,
& van Witteloostuijn, 2021). The MLQ comprised 21 items rated on a five-point Likert scale (0 = strongly
disagree to 4 = strongly agree), designed to measure transformational, transactional, and laissez-faire leadership
behaviors. The OCQ included 12 items across three dimensions affective, continuance, and normative
commitment also rated on a five-point scale. Higher scores reflected stronger perceptions of leadership
effectiveness and organizational commitment.

Model Specification and Data Analysis

The analytical model examined the correlation between leadership styles (independent variables) and employee
commitment (dependent variable). Control variables included demographic factors such as age, gender,
education, and years of service, as well as organizational factors like department and job role. This model
provided a comprehensive view of how leadership behaviors and contextual factors jointly influence employee
commitment.

Data were coded, cleaned, and analyzed using SPSS version 27. Descriptive statistics summarized demographic
and organizational characteristics, while Pearson’s two-tailed correlation analysis assessed the strength and
direction of relationships between leadership styles and commitment dimensions. This systematic analysis
provided empirical evidence on how leadership behaviors influence employee engagement and organizational
loyalty within the Sebeta Sub-City Administration.

Thus, the methodological framework ensured rigor, reliability, and validity, enabling meaningful insights into
the interplay between leadership styles and employee commitment in a public-sector context.

v. RESULTS AND DISCUSSION
Respondents Socio-Economic Profile
As shown in Table 1, the majority of respondents were female (61.6%), while males accounted for 38.4%. In
terms of educational attainment, half of the participants (50.8%) held a bachelor’s degree, one-third (33.1%) had
completed college-level education, and a smaller proportion reported high school (14.1%) or master’s and above
(1.9%).
Table 1: Socio-demograghic profile

Frequency Percent
Gender Male 139 38.4
Female 223 61.6
Education high school 51 14.1
College 120 33.1
BA or BSC 184 50.8
MS or above 7 1.9
Experience <1 year 97 26.8
1-3 year 112 30.9
4-6 year 107 29.6
>6 year 46 12.7
Current Position entry-level 119 32.9
mid-level 108 29.8
senior-level 123 34.0
Executive 12 3.3
Salary 1000-3000 138 38.1
3000-10000 200 55.2
10000-30000 24 6.6
Living Arrangement own house 55 15.2
Rental 250 69.1
with family 57 15.7
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Source: Own Survey Result, 2025

Work experience was relatively balanced, with 30.9% having 1-3 years, 29.6% with 4-6 years, and
26.8% with less than one year. Only 12.7% had more than six years of experience. Regarding organizational
position, 34% were senior-level staff, 32.9% entry-level, 29.8% mid-level, and 3.3% executives.
Salary distribution indicated that most employees (55.2%) earned between 3,000-10,000 ETB, while 38.1%
earned 1,000-3,000 ETB, and 6.6% received 10,000-30,000 ETB. In terms of living arrangements, the majority
resided in rental housing (69.1%), with smaller proportions owning homes (15.2%) or living with family
(15.7%).

V. Descriptive Statistic Results
Predominate Leadership Style
This section presents the descriptive statistics derived from the study, offering an overview of the demographic
and organizational context within Sebeta Sub-City Administration. Key socio-economic variables such as
gender, education, work experience, salary, and housing arrangements were examined to frame the analysis.
Table 2: Respondents Opinion on Leadership Style and Commitment (N=362)

Descriptive Statistics

Items Mean Std. Deviation
Transformational Leadership 9.4890 2.54840
Transactional Leadership 7.9640 2.54216
Laze Faire Leadership 11.3453 2.88459
Democratic Leadership 10.8615 2.53370

Source: Own survey result, 2025

As shown in Table 2, the results highlight notable differences in leadership style effectiveness. Transformational
leadership recorded the highest mean score (9.49), reflecting strong employee appreciation for inspiration and
motivation. Democratic leadership followed closely (10.86), underscoring the value of participatory decision-
making. Transactional leadership scored moderately (7.96), indicating reliance on rewards and performance
management. In contrast, laissez-faire leadership received the lowest rating (11.34), suggesting mixed
perceptions of autonomy and limited support.

Level of Employees Commitment

Employee commitment refers to the psychological attachment and level of engagement that employees have
towards their organization. It plays a critical role in influencing job performance, retention rates, and overall
organizational effectiveness. Understanding the different forms of commitment affective, continuance, and
normative helps organizations foster a more dedicated workforce.

Table 3: Presents the levels of employee commitment among staff (N=362)

Commitment Type Mean Score Standard Deviation
Affective Commitment 6.70 1.88
Continuance Commitment 8.95 1.96
Normative Commitment 7.62 2.27

Source: Own survey result, 2025

The results indicate that continuance commitment scored highest, suggesting that employees are more strongly
motivated to remain due to perceived costs of leaving rather than emotional attachment or normative obligation.
Normative commitment ranked second, reflecting a moderate sense of duty or moral responsibility to stay.
Affective commitment was lowest, implying that emotional identification with the organization is comparatively
weaker. This distribution highlights the need for strategies that strengthen affective bonds and intrinsic
motivation, thereby fostering a more balanced and sustainable form of commitment across the workforce.

Correlation Analysis

Relationship between Leadership Style & Their Impact on Employee Commitment

Table 4 illustrates significant correlations between leadership styles and dimensions of employee commitment.
Transformational leadership shows a positive association with transactional leadership (r=0.368,p<0.01) and
continuance commitment, suggesting that inspirational leaders often combine motivational qualities with
reward-based practices. Yet, its negative correlation with affective commitment (r=—0.269,p<0.01) indicates that
inspiration does not necessarily translate into stronger emotional attachment to the organization.
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In contrast, transactional leadership demonstrates a positive correlation with continuance commitment (mean =
8.95), implying that reward-driven practices foster a sense of obligation rather than emotional connection.
Moreover, transactional leadership correlates positively with both laissez-faire (r=0.245,p<0.01) and democratic
leadership (r=0.227,p<0.01), suggesting that transactional leaders may adopt elements of these styles. Laissez-
faire leadership itself shows positive correlations with affective (r=0.134,p<0.05) and continuance commitment
(r=0.107,p<0.05), indicating that a more relaxed approach can enhance both emotional bonds and perceived
obligation.

Table 4: Correlation Results

Correlations

N=362 Transfor Transac Laissez democ affective continues normative
mational tional -faire ratic commitment  commitment commitment

* *k

transfor  Pearso 1 368" 0.049 218" -.269" .200 0.021
mational n
Correl
ation
Sig. 0 0.353 0 0 0 0.694
(2-
tailed)
Transact Pearso 368" 1 2457 2277 -0.049 0.046 0.02
ional n
Correl
ation
Sig. 0 0 0 0.354 0.379 0.707
(2-
tailed)
Laissez-  Pearso 0.049 245" 1 0073 134" 107" 0.06
faire n
Correl
ation
Sig. 0.353 0 0.164 0.011 0.043 0.254
(2-
tailed)
democra  Pearso 218" 227" 0.073 1 -.159™ 247 -0.064
tic n
Correl
ation
Sig. 0 0 0.164 0.002 0 0.224
(2-
tailed)
affective  Pearso -.269” -0.049 134" -1597 1 -0.001 0.023
commit n
ment Correl
ation
Sig. 0 0.354 0.011  0.002 0.988 0.667
(2-
tailed)
continue  Pearso 200" 0.046 1077 2477 -0.001 1 -0.046
S n
commit  Corrn
ment Sig. 0 0.379 0.043 0 0.988 0.381
(2-
tailed)
normati Pearso 0.021 0.02 0.06 -0.064 0.023 -0.046 1
ve n
commit  Corre
ment Sig. 0.694 0.707 0.254  0.224 0.667 0.381
(2-
tailed)
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**_Correlation is significant at the 0.01 level (2-tailed).

*, Correlation is significant at the 0.05 level (2-tailed).
Source: own survey result, 2025

These findings highlight a nuanced dynamic: while transformational leadership encourages
collaboration, it may weaken emotional ties, whereas laissez-faire leadership appears to strengthen both
affective and continuance commitment. Democratic leadership further adds complexity, correlating positively
with continuance commitment (r=0.247,p<0.01) but negatively with affective commitment (r=—0.159,p<0.01).
Thus, democratic practices foster a sense of duty but may not deepen emotional loyalty.
Taken together, the results underscore the multifaceted relationship between leadership styles and employee
commitment. Transformational leaders often integrate transactional and democratic behaviors (Lo et al., 2010),
yet their influence on affective commitment remains limited (Simon, 1994; Buditiniené¢ & Skudiené, 2008).
Transactional leadership aligns with laissez-faire and democratic tendencies, consistent with Awan and
Mahmood’s (2009) findings on limited emotional impact. Meanwhile, laissez-faire leadership enhances both
emotional and continuance bonds (Buéitinien¢ & Skudien¢, 2008), and democratic leadership strengthens
obligation but not attachment (Lok & Crawford, 1999).
Indeed, these correlations suggest that organizations seeking to improve employee engagement should integrate
democratic and transactional elements to reinforce commitment, while simultaneously adopting strategies that
cultivate affective bonds for long-term loyalty.

Employee Perception on Leadership Effectiveness in Fostering Commitment

The survey conducted among employees of Sebeta Sub-City Administration assessed perceptions of leadership
effectiveness in fostering commitment. Findings reveal a strong preference for transformational and democratic
leadership styles, both of which were rated significantly higher than transactional and laissez-faire approaches.

e Transformational leadership emerged as the most effective, with a mean score of 8.45. Employees
emphasized the value of inspiration, motivation, and support, noting that leaders who articulate a
compelling vision and recognize contributions foster deeper engagement and personal growth. This
emotional connection was consistently linked to heightened commitment and satisfaction.

e Closely following, democratic leadership received a mean score of 8.20. Respondents highlighted that
participatory decision-making enhanced ownership and responsibility, while collaborative practices
improved morale, cohesion, and productivity. The inclusive nature of this style reinforced loyalty and
strengthened organizational bonds.

e By contrast, transactional leadership was rated less effective, with a mean score of 6.70. Although
employees acknowledged the utility of rewards and performance management, they noted that reliance
on external incentives created obligation rather than genuine loyalty. The absence of emotional
engagement limited its capacity to sustain long-term commitment.

e Finally, laissez-faire leadership received the lowest rating, at 5.50. While some employees appreciated
the autonomy it provided, many reported feeling unsupported and disconnected. This inconsistency
underscored the risks of a hands-off approach, which can erode engagement if not balanced with
adequate guidance.

Indeed, the findings underscore that transformational and democratic leadership styles are perceived as most
effective in fostering commitment within Sebeta Sub-City Administration. Their emphasis on emotional
engagement and participatory practices aligns with broader literature on leadership effectiveness. In contrast, the
limited impact of transactional and laissez-faire approaches highlights the need for leaders to adopt more
balanced strategies that combine accountability with inspiration and collaboration.

VI CONCLUSION AND RECOMMENDATIONS
The primary objective of this study was to examine the relationship between leadership styles and
employee commitment within Sebeta Sub-City Administration. By analyzing socio-economic profiles,
leadership preferences, and correlation patterns, the research aimed to identify which leadership approaches
most effectively foster affective, continuance, and normative commitment. The findings provide valuable
insights into how leadership practices influence organizational loyalty, engagement, and retention.

Conclusion

The results reveal that leadership styles exert distinct and nuanced effects on employee commitment.
Transformational leadership, though highly valued for its inspirational qualities, demonstrated a negative
correlation with affective commitment, suggesting that motivation alone does not guarantee emotional
attachment. Transactional leadership was positively associated with continuance commitment, reinforcing
obligation through rewards and consequences rather than genuine loyalty. Laissez-faire leadership showed
positive correlations with both affective and continuance commitment, indicating that autonomy can enhance
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emotional bonds when balanced with support. Democratic leadership fostered continuance commitment but
weakened affective ties, highlighting its strength in promoting duty rather than emotional connection.

Thus, the study underscores that while transformational and democratic leadership styles are perceived as most
effective in fostering engagement, their impact on emotional loyalty remains limited. Transactional and laissez-
faire approaches contribute differently, with transactional leadership reinforcing obligation and laissez-faire
enhancing autonomy-driven attachment. These dynamics emphasize the need for a balanced leadership strategy
that integrates inspiration, participation, accountability, and emotional connection.

Recommendations

e Strengthen Affective Commitment: Leaders should complement transformational and democratic
practices with initiatives that build emotional bonds, such as personalized recognition, mentoring, and
fostering a sense of belonging.

e Balance Autonomy with Support: While laissez-faire leadership enhances commitment through
autonomy, it must be paired with adequate guidance and feedback to prevent disengagement.

e Integrate Transactional Elements Strategically: Reward systems should be used not only to enforce
obligation but also to reinforce intrinsic motivation, ensuring that employees feel valued beyond
compliance.

e Promote Participatory Decision-Making: Democratic leadership should be leveraged to strengthen
ownership and responsibility, while simultaneously embedding practices that cultivate emotional
loyalty.

o Develop Holistic Leadership Training: Organizations should design leadership development
programs that combine transformational inspiration, democratic inclusiveness, transactional
accountability, and supportive autonomy to foster balanced and sustainable employee commitment.
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