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Abstract

Purpose – The aim of the research was to investigate how managers’ 
leadership styles interfere with the commitment of their team members. 
Five hypotheses were tested in order to identify relationships between 
the leadership style and the components of the commitment.

Design/methodology/approach – The method chosen was quantitative 
and a survey was conducted. The data were collected through the 
application of two questionnaires. A total of 587 questionnaires were 
considered valid. Descriptive statistics, CHAID analysis and Pearson’s 
correlation were used in the analysis.

Findings – The correlation between the managers’ leadership styles with 
relationship orientation and the affiliate component of commitment 
was significant; there is a positive relationship between the task 
orientation and the normative commitment; there is a positive relation 
between situational leadership style and affective commitment, as well 
as between this style and the general commitment.

Originality/value – This study contributes to the debate about the 
existence of a relationship between some components of commitment 
and leadership styles, pointing out how the leadership style can affect 
the type of commitment of the team members, specifically regarding 
the positive relation between the situational leadership style and the 
general commitment; the relationship orientation and the affiliate 
component; and the task orientation and normative component.
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1 Introduction

This work is the result of research intended 
to identify how managers’ leadership styles 
influence the commitment of their team members.

Studies such as de Sá and Lemoine (1998) 
and Bycio, Hackett and Allen (1995) show that 
leadership style influences the organizational 
commitment of individuals. High levels of 
commitment, according to Royal (2012), are 
not sustainable without working conditions 
that support the employee. In order to keep 
them committed over time it is necessary that 
they can rely on the organization’s support for 
two main elements: optimized functions and an 
environment of support. In both, there is direct 
action from managers.

Considering that the contemporary 
competitive environment of organizations has 
led to the understanding that their employees 
are their most valuable assets, leadership and 
commitment are being identified as the key assets 
of high performance organizations (Yozgat, Serim 
& Dikmen, 2014).

There are, in the literature, studies that 
relate the organizational commitment and 
leadership themes. The work by Weaver and 
Yancey (2010), Mehta and Maheshwari (2013), 
Yozgat et al. (2014), and Colbert, Barrick and 
Bradley (2014) are examples. However, in Brazil, 
specifically in the area of Public Administration 
and in Business, Accounting, and Tourism, whose 
journals classified in the Qualis/Capes are found 
in the SPELL electronic library collection, there 
are few studies done on these themes together.

Research conducted on this basis pointed 
to the existence of only six articles that combine 
in their titles the terms commitment and 
leadership or commitment and leader, one of 
which uses the term leader to refer to companies, 
not managers. Thus, the five articles related to 
the theme are: Marques, Medeiros, França and 
Ribeiro (2007), Maciel and Nascimento (2013), 
Fernandes, Siqueira and Vieira (2014), Nogueira, 
Costa and Claro (2015), and Zanini, Santos and 

Lima (2015). However, none of them presents 
the perspective adopted in this study involving, 
simultaneously, the three styles of leadership 
present in the Leadership Style Assessment 
Scale (EAEG) and the seven components of 
commitment, according to the Organizational 
Commitment Scale (EBACO).

Thus, it is understood that this study, 
unlike the few already published in Brazil 
establishing the relationship between the two 
themes, allows us to associate the commitment 
construct with the styles that, as Melo (2004) 
argues, permeate most research on leadership: 
relationship, task, and situation.

In view of the above, this raised interest 
in answering the following question: What are 
the relationships between leadership styles and 
organizational commitment?

In order to address the proposal of this 
study, the following specific objectives were 
outlined: to determine the level of commitment 
of team members; to look for correlations between 
the level of commitment of team members and 
the profile of the sample; to identify managers’ 
leadership styles; to look for correlations between 
managers’ leadership styles and the profile of 
the sample; to analyze the correlation between 
commitment (team members) and leadership 
style (managers).

The study contributes to the literature 
indicating the positive relationship between 
the leadership styles adopted and some of the 
components of commitment, with the following 
results being positive: situational leadership style 
and general commitment; relationship-oriented 
leadership style and the affiliate component; and 
task-oriented leadership style and the normative 
component.

The relevance of the results is supported 
by Balci (2003), for whom employees with a 
higher level of commitment tend to contribute 
more to organizational goals, being more 
productive, handling more work responsibilities, 
and being more loyal and satisfied, directly 
affecting organizational results. In addition, and 
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in agreement with Leite (2008), and Leite and 
Albuquerque (2011), managers, in exercising 
a direct influence on the process of gaining 
commitment, help maintain a cooperative/
relational psychological contract, with the 
development of solidarity, and sustained by values 
that help create organizational identity, increase 
commitment, and bring people together.

2	Organizational Commitment

Organizational commitment came to be 
investigated more frequently based on the work of 
Mowday, Porter and Steers (1982). In Brazil, it was 
in the 1990s that research focused on the theme 
was consolidated, with the pioneering works of 
Borges-Andrade, Cameschi and Silva (1990), 
and Bastos (1993). Some examples of recently 
published studies on the subject are: Silva, Leite 
and Rodrigues (2016); Cappi and Araújo (2015); 
Cardozo, Araújo and Silva (2015); Marques, 
Borges, Morais and Silva (2014); Oliveira, Cabral, 
Pessoa, Santos and Roldan (2014); Maciel and 
Nascimento (2013), and Lemos, Cavazotte and 
Nogueira (2012).

Beginning in the 1990s, commitment 
began to be studied as a multidimensional 

phenomenon, and studies were developed using 
the idea that there always exists more than one 
focus on organizational commitment. This vision 
of Meyer and Allen is, according to Medeiros, 
Albuquerque, Marques and Siqueira (2005), the 
one that best summarizes this perspective in calling 
these aspects or dimensions of the components of 
commitment, namely: affective - denotes the 
employee’s identification and involvement with a 
given organization; instrumental - associated with 
the amount of loss with the employee’s exit from 
the company; normative - denotes the employee’s 
willingness to remain in the organization by virtue 
of a sense of moral obligation to it.

Using as references the work by O’Reilly 
and Chatman (1986), Meyer, Allen and Smith 
(1993), as well as others that also contributed 
indicators not found in these two studies, 
Medeiros (2003) carried out research that 
pointed to seven components of organizational 
commitment. These compose the Organizational 
Commitment Scale (EBACO), validated and 
intended for the Brazilian context, whose 
components and indicators are presented below, 
in Table 1:

Table 1 
Components and indicators of organizational commitment - EBACO

Component Indicator

Affective
(Internalization of values and 
objectives)

- Since joining this organization, my personal and organizational values have become more similar
- I identify with the philosophy of this organization
- I believe in the values and objectives of this organization
- The reason I prefer this organization over others is because of what it symbolizes, its values

Instrumental
(Limited alternatives)

- I think I would have few alternatives if I left this organization
- If I decided to leave my organization now, my life would become quite unstructured
- One of the few negative consequences of leaving this organization would be the scarcity of 
immediate alternatives
- I would not leave this job now because of the lack of job opportunities

Instrumental
(Consistent lines of activity)

- I try not to break the rules here, because this way I will always keep my job
- In the current situation, staying with my organization is in fact a necessity as much as a desire
- To be rewarded here it is necessary to express the right attitude
- I will always do my best in my work to keep myself in this job.
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Component Indicator

Instrumental
(Rewards and opportunities)

- If I had not already given so much of myself to this organization, I might consider working 
elsewhere
- Unless I am rewarded in some way, I see no reason to spend extra effort to benefit this organization
- My personal view about this organization is different from the one I express publicly
- Despite the efforts I’ve already made, I do not see opportunities for me in this company

Normative
(Obligation to remain)

- Even if it was to my advantage, I feel it would not be right to leave my organization now
- I would not leave my organization now because I have a moral obligation to the people here
- I would feel guilty if I left my organization now
- I believe that it would not be right to leave my organization because I have a moral obligation to 
remain

Normative
(Obligation for performance)

- Every employee should try to achieve the company’s objectives
- The good employee must strive for the company to have the best results possible
- I have an obligation to perform well in my job at the company
- Employees have the obligation to always carry out their jobs.

Affiliate
(Feeling of being part)

- I feel that my colleagues consider me a member of the work team
- In this company, I feel that I am part of the group
- I am recognized by everyone in the company as a member of the group
- Being part of the group is what drives me to fight for this company

Note: Adapted from Medeiros (2003) and Medeiros et al. (2005).

In the model by Medeiros et al. (2005), 
from which came the EBACO, the instrumental 
component was divided into three parts (existence 
of few alternatives; imbalance in the relation 
between rewards and contributions; and feeling 
of engagement in consistent lines of activity). 
And the normative was divided into two parts 
(obligation to remain and obligation to achieve 
the organization’s objectives).

There is a wide range of studies on this 
topic. In addition to those already mentioned, 
some others will be highlighted, taking into 
account their contribution to the analysis of 
the results found in the present study. Although 
Meyer, Stanley, Herscovitch and Topolnytsky 
(2002) understand that the correlations between 
commitment and personal characteristics tend to 
appear weak or even inconsistent, Honório and 
Ribeiro (2014) argue that a greater commitment 
can be associated with older individuals, those 
with more time in the organization, a higher level 
job, better compensation. From this perspective, 
some of the results indicated in the literature 
follow.

The study by Yoshitake, Fraga, Torres 
and Passos (2009) found that, in the case of the 
affective component, the mean for the operational 
position was statistically different from the mean 
for the leadership position. Employees who 

do not hold a leadership position appear more 
affectively committed to the company than those 
who occupy such a position, in that study, the 
supervisory position. In contrast, Costa, Moraes 
and Cançado (2008) found that the instrumental 
component had a significant difference when it 
came to the position held, and those who did 
not hold a leadership position showed greater 
instrumental commitment, presenting higher 
means than the others. Those who held a leadership 
position, on the other hand, demonstrated greater 
commitment of the affective type.

Martins (2013) points out that normative 
commitment is more significant in the age groups 
between 36-40 years and 51-55 years. The other 
ranges show reduced variation, despite the noted 
tendency of normative commitment to be higher 
in the more advanced age groups. In this regard, 
Nawaz and Kundi (2010) point out that as one 
ages, one’s sense of obligations also gains maturity. 
In addition, the opportunities for change 
decrease. As a result, older people have greater 
organizational commitment compared to younger 
people. The study by Suri and Petchsawang (2018) 
corroborates this view, finding as a result the 
greatest commitment in those who are 50 or older.

Other works also found similar results. 
Bandeira (1999) shows that older people, over 35 
years of age, are more committed, in agreement 
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with Bastos (1993) and Honório and Ribeiro 
(2014), who also argue that commitment 
increases with age. In addition, Chang’s (2001) 
study shows that the older the employee, the 
greater the pride of belonging. In this case, it is 
inferred that affective commitment should be 
greater.

Regarding years worked, Honório and 
Ribeiro (2014) indicate that length of service is 
significantly associated with the commitment of 
the group of teachers who had worked less than 
six years at the institution, presenting greater 
organizational commitment than their peers with 
a greater length of service. The study by Suri and 
Petchsawang (2018), on the other hand, points 
out that the level of organizational commitment 
increases as employees progress in their positions 
and move up the hierarchy, gain more experience, 
and spend more time in their organizations. Thus, 
position and years of experience are positively 
related to commitment.

Costa, Moraes and Cançado (2008), 
in contrast, suggest that there is no significant 
relationship between commitment and length 
of service in the company. Similarly, research 
by Akintayo (2010) revealed that there is 
no significant difference in organizational 
commitment between participants with more 
than 10 years of work experience and those with 
less than 10 years of experience.

With regard to having children, in the 
study by Martins (2013), a valid significance was 
identified for normative commitment in the case 
of those who have one child; it increases in the case 
of professionals who have two children and, from 
there, reduces as the number of children increases.

The decrease in commitment, in general, 
as the number of children increases, can be 
explained in Chang (2001). This author argues 
that the number of children is inversely associated 
with the pride of belonging, inferring that the 
larger the employee’s family, the more they need 
to dedicate themselves to it, to the detriment of 
their devotion to the company that, specifically 
in the study by this author, required 14 to 15 
hours of work per day. This view also appears 
in Akintayo (2010) who, having found less 
commitment among married people, associated 

that fact with maternal family responsibilities 
and with the work-family conflict experienced 
by married couples.

Regarding salaries, Martins (2013) points 
out that normative commitment presents a 
result with maximum value in the group with 
the highest salary range [monthly], in this case, 
between 8,001.00 and 9,000.00 Brazilian Reais 
[BRL]. Also, Costa, Moraes and Cançado (2008) 
note that those who receive more than two times 
the minimum wage demonstrated greater affective 
commitment than those who receive less than 
that. In addition to salary, Suri and Petchsawang 
(2018) add that commitment is also supported 
by other monetary benefits such as pension, 
funds, and allowances. In contrast, Seong, Hong 
and Park (2012) indicate that discrepancies in 
payment do not seem to fully explain the different 
levels of commitment in the research conducted 
with regular and non-regular contract workers, as 
well as between women and men.

With respect to academic training, Martins 
(2013) identified that there is a decrease in the 
level of affective and normative commitment 
in accordance with the increase in the level of 
education of the respondents. Only professionals 
with postdoctoral training elude this trend, 
exhibiting the highest level of commitment 
among the groups. In addition, the study by 
Honório and Ribeiro (2014) showed lower 
levels of commitment associated with higher 
levels of schooling. While the research by 
Suri and Petchsawang (2018) did not present 
sufficient evidence of the relationship between 
the commitment and the level of education of 
the respondents.

Considering gender, on the one hand, 
Sangmook (2005) points out that women present 
higher levels of involvement with employment. 
It has been suggested that this occurs because 
women value more the intrinsic factors associated 
with achievement at work, and because the female 
culture itself contributes to their higher levels of 
involvement, something that, according to the 
author, may stem from the inherent difficulties 
in their entering the job market. On the other 
hand, Akintayo (2010) identified a higher level 
of commitment among men. Nevertheless, the 
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study by Seong, Hong and Park (2012) showed 
that, although male workers present a slightly 
higher score than women regarding organizational 
commitment, this difference is very small and 
not statistically significant, indicating that there is 
practically no overall difference by gender. This result 
is corroborated by the studies of AI-Ajmi (2006), 
Suki and Suki (2011), and Suri and Petchsawang 
(2018), who concluded that men and women have 
the same level of organizational commitment, with 
no significant relationship between gender and 
commitment having been found..

Moreover, regarding commitment in 
general terms, the research by Ricco (1998) 
shows that the affective component stands out in 
relation to the instrumental, which is practically 
null, while the normative component almost does 
not appear. On the other hand, Rego, Cunha 
and Souto (2007) note that, in relation to the 
instrumental component,  when the strongest link 
is with this kind of commitment, employees do 
not usually give the organization anything more 
than they are obliged to, which can lead them to 
take on negative attitudes and actions, such as 
absenteeism and retaliation.

Finally, Khan, Khan, Khan, Nawaz and 
Yar (2013) call attention to the importance of 
considering that demographic characteristics 
have greater implications in the cases of poor 
or developing countries compared to advanced 
countries, with high educational levels and greater 
financial equality, among others. The authors 
argue that the groups differ in many respects 
and need to be understood in order to define the 
parameters with impact on the characteristics of 
an individual which lead to the development of 
organizational commitment.

3 Leadership and Commitment

The studies of the leader’s personal traits, 
of leadership styles, of contingent leadership, 
new leadership, and team leadership are the main 
approaches to the leadership theme (Delfino, 
Silva, & Rohde, 2010).

Given the diversity of conceptions, Bass 
argued that the search for a single definition of 
leadership was useless and that the definition 
depends on the specific aspect of leadership 

of interest to the individual (Bass, 2008). 
Nonetheless, common points can be observed, 
such as the view of leadership as a social process, 
which involves the interaction between leader and 
those being led, and aspects such as influence, 
relationships, and results.

Leadership can affect the behavior of an 
organization’s employees regarding attitudes, 
motivation, and performance, all of which can 
affect levels of commitment. In this sense, leaders, 
in interaction with their teams, use a combination 
of characteristics, skills, and behaviors that 
are associated with leadership style. These are 
commonly based on the combination of their 
beliefs, ideas, norms, and values (Iqbal, Inayat, 
Ijaz, & Zahid, 2012).

There is a certain understanding that 
companies, in order to retain their employees, need 
to guarantee commitment and job satisfaction 
(Steil, Penha & Bonilla, 2016). Many factors 
can affect job satisfaction and feelings about 
organizational commitment. However, one of the 
most important factors is the leadership behavior 
of managers (Webb, 2011). By minimizing 
employees’ intention to leave the organization, 
it is possible for them to feel committed to the 
business (Naqvi, Hashmi, Raza, Zeeshan, & 
Shaikh, 2011).

As organizational commitment is 
fundamental to the organization, not only 
because it is related to the retention of people, 
but also to their engagement (Cole, Walter, 
Bedeian, & O’Boyle, 2012), and as leadership 
theories emphasize that, in order to achieve 
the organization’s desired results, leaders must 
create relationships with those they lead in 
order to stimulate their commitment (Saher, 
Naz, Tasleem, Naz, & Kausar, 2013), a direct 
relationship between leadership and organizational 
commitment is clearly presented.

Among others, the study by Colbert, 
Barrick and Bradley (2014) shows that the 
transformational leadership of the direct leaders 
of employees had a greater impact on their 
commitment than the leadership of the CEO. 
This may indicate that leaders are especially 
important in fostering employee bonds with the 
organization. From this perspective, managers 
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should consider efforts to build relationships with 
their direct subordinates as a fundamental part of 
their contribution to organizational effectiveness.

With respect to negative leadership 
behaviors, studies have shown that abusive 
leadership is inversely related to affective 
commitment and continuance (Rayner & 
Cooper, 1997; Tepper, 2000). In turn, Mehta 
and Maheshwari (2013) affirm that there is an 
inverse relationship between leadership behaviors 
considered toxic and organizational commitment. 
This finding supports the conclusions of Weaver 
and Yancy (2010) that destructive leadership is 
inversely related to the affective commitment of 
employees and positively related to the intention 
to leave their organization.

Moss, McFarland, Ngu, & Kijowska 
(2007) examined the impact of leadership style 
on the relationship between worker openness to 
experiment and their organizational commitment. 
The key question they covered was whether 
specific types of leadership (transformational, 
transactional, and laissez-faire) could have a 
positive effect on workers who have a high level 
of openness to experience. These authors have 
suggested that transformational leadership would 
positively reinforce the connection between 

employee openness and their organizational 
commitment.

The results of the study by Gilbert, 
Halliday, Heavey and Murphy (2011) indicate 
that trust strongly affects commitment and that 
motivation has a strong association with work 
performance. Like Morgan and Hunt (1994), 
they show a strong level of association between 
trust and commitment.

Although none of the studies and research 
presented earlier establish the specific relationship 
between commitment and the three leadership 
styles (relationship, task, and situation) tested in 
the present study, they all present some kind of 
relationship between the variables Leadership and 
Commitment.

Given the diverse framework of leadership 
approaches, Melo (2004) found that the manager’s 
performance is centered on one of the following 
focal points: relationship, task, or situation. 
From the analysis of points of convergence in 
the theoretical field, this author established, for 
each factor, or leadership style, the conceptual 
field. The objective was to define the bases for 
elaboration of the Leadership Style Assessment 
Scale (EAEG), whose dimensions and indicators 
are presented in Table 2:

Table 2 
Dimensions and Indicators of Leadership Style

Dimension Indicator

Relationship

- Finds time to listen to group members
- Is considerate in the relationship with subordinates
- Is interested in the feelings of subordinates
- Demonstrates accessibility to subordinates
- Demonstrates respect for subordinate ideas
- Stimulates the presentation of new ideas at work
- Demonstrates confidence in subordinates
- Is understanding with the failures and mistakes of subordinates
- Encourages subordinates to give opinions about work

Task

- Values discipline and subordination (hierarchy)
- Values respect for authority
- Is rigid in complying with the established deadlines
- Asks that group members follow established norms and rules
- Puts work first
- Indicates to the members of the group the specific tasks of each

Situational

- Gives freedom of action to subordinates who are reliable for the task to be performed
- Gives the subordinate greater or lesser freedom of action, depending on his/her competence to perform the task
- Gives freedom of action to subordinates who are motivated to perform the task
- Give subordinates greater or lesser freedom of action depending on their willingness to perform the task

Note: Adapted from Melo (2004).
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The theoretical bases of the EAEG are 
detailed below:

a)  Relationship: deals with the scope that 
characterizes the relations established 
by the leader regarding mutual trust, 
friendship, warmth, respect for the ideas 
of subordinates, and concern for their 
feelings. Individuality and interpersonal 
relationships are valued by the leader. 
The theoretical bases that support this 
style are: consideration dimension of 
leader behavior (Likert, 1971); employee-
centered supervision, studies at Michigan 
University (Likert, 1971); concern for 
employees, from the managerial grid of 
Blake and Mouton (1973); relationship 
orientation (Fiedler, 1967); leader 
behaviors termed consultative (Vroom & 
Yetton, 1973);

b)  Task: deals with the probability of the 
leader defining and structuring his/her 
role and that of his/her subordinates 
in the pursuit of achieving goals. The 
leader will emphasize aspects such as 
work, technical job issues, adherence 
to standards, communication channels, 
hierarchy, procedures and methods, 
and the accomplishment of tasks. The 
theoretical bases that support this style are: 
initial structure (Likert, 1971); service-
focused supervision, studies at Michigan 
University (Likert, 1971); concern for 
production/results, from the managerial 
grid of Blake and Mouton (1973); 
task orientation (Fiedler, 1967); leader 
behaviors termed autocratic (Vroom & 
Yetton, 1973);

c)  Situation: deals with the leader’s ability 
to identify the reality of his/her work 
environment and adapt his/her style to the 
demands of that environment. The leader 
has the flexibility to adapt his/her behavior 
according to the needs and motives of his/
her subordinates. The theoretical basis 
for this approach refers to the situational 
leadership approach proposed by Hersey 
and Blanchard (1986), for which the 

appropriate leadership style depends on 
the level of employee maturity.

4 Study Objective and Research 
Hypotheses

The research carried out had the objective 
of identifying how managers’ leadership styles 
influence the commitment of their teams. The 
literature served as the basis for hypotheses 
on the existence of relations between different 
styles of leadership and the type and level of 
commitment presented by those being led. 
From this perspective, we sought to determine 
if the relationship-oriented leadership style, 
which is characterized, among other things, by 
the valorization of interpersonal relationships 
and by respect for the ideas of team members 
(Melo, 2004), has a positive relation with affiliate 
commitment, in which the feeling of belonging 
and the expectation of being recognized by the 
work group predominates (Medeiros, 2003; 
Medeiros et al., 2005). Thus, the following 
hypothesis was formed:

H1: there is a positive relationship between 
the affiliate component of commitment and 
the relationship-oriented leadership style.

As the task-oriented leadership style 
has among its characteristics the emphasis on 
task execution, meeting deadlines, following 
established norms and rules, placing the work 
above all else (Melo, 2004), we sought to verify 
the existence of a positive relationship with the 
normative component. What predominates 
in this case are the moral commitment to the 
organization and the focus on performance, on 
results, and on the attainment of organizational 
objectives (Medeiros, 2003; Medeiros et al., 
2005). Thus, the following hypothesis was 
formed:

H2: there is a positive relationship between 
the normative component and the task-
oriented leadership style;



299

 Rev. Bras. Gest. Neg. São Paulo v.21 n.2 apr-jun. 2019  p.291-311

Managers’ leadership style and the commitment of their team members: associating concepts in search of possible relations

With respect to the task-oriented leadership 
style, considering that respect for hierarchy, 
discipline, compliance with norms and deadlines, 
among others (Melo, 2004), being characteristic 
of this style, could be positively associated with 
instrumental commitment, in which predominate 
the desire to maintain one’s job and the view that 
effort and reward are directly related (Medeiros, 
2003; Medeiros et al., 2005), we sought to verify 
the following hypothesis:

H3: there is a positive relationship between 
the instrumental component and the task-
oriented leadership style.

Given that the situational leadership style 
is the one in which the leader identifies the reality 
of his/her environment and adapts his/her style to 
its demands, considering, among other things, the 
level of maturity and the needs of those being led 
(Melo, 2004 ), we sought to verify the existence 

of a positive relation with affective commitment, 
in which the internalization of organizational 
values and objectives predominates (Medeiros, 
2003; Medeiros et al., 2005). Thus, the following 
hypothesis was defined:

H4: there is a positive relationship between 
the affective component and the situational 
leadership style.

Furthermore, it was thought that higher 
levels of commitment could be positively related 
to the situational leadership style (Melo, 2004). 
Thus, the following hypothesis was defined:

H5: commitment is greater in respondents 
who classified the leadership style of their 
managers as situational.

Next, Figure 1 presents the hypotheses 
that guided this study:

 Review of Business Management, São Paulo, v., n., p.inicial-final, mês/mês. ano.  
 
 

 

Next, Figure 1 presents the hypotheses that guided this study: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

r = Pearson 
correlation 
+  = Positive 
sig = Significant 

 
Commitment 

Relationship-  
oriented 

Task - 
oriented 

Situational 

Normative 
Component 

Instrumental 
component 

Affiliate 
component 

Affective 
component 

Leadership 
Style 

H5: Commitment 
greater than the others 

H1: r+sig 

H2: r+sig 

H3: r+sig 

H4: r+sig 

5 Methodology

This study took a quantitative strategy 
and adopted the survey as the research method. 
Two scales were used: the EBACO, developed 

and validated by Medeiros (2003) and that, 
in this study, aimed at ascertaining the level 
of commitment of those led; and the EAEG, 
constructed and validated by Melo (2004) and 
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whose application in the present research was 
aimed at identifying the leadership style of 
managers. It is emphasized that, for the purposes 
of this study, the term leadership style will be used 
instead of managerial style, as it is in the EAEG. 
This was done considering the correspondence 
between the terms, since the EAEG was conceived 
based on studies that favored the use of the term 
leadership.

The EBACO was answered by means of 
a progressive 7-point Likert scale. The EAEG is 
composed of a 5-point scale, being: 1-never acts 
like this, 2-rarely acts like this, 3occasionally acts 
like this, 4-often acts like this, and 5-always acts 
like that.

The sample consisted of professionals who 
met the following criteria: employed during the 
data collection period and having a subordinate 
relationship with a manager. Participants could 
exercise a leadership role or not. They were 
professionals connected to the LinkedIn and 
Facebook relationship networks of one of the 
research team members, and who comprised a 
substantial number of professional contacts from 
different locations in the country. After identifying 
the professionals, an invitation to participate in 
the research was sent by e-mail, explaining the 
main objectives of the study. Then, the electronic 
questionnaires were also sent by e-mail to each 
of them, totaling 660. The time allotted for data 
collection was three months.

The valid questionnaires totaled 587. 
On the minimum size of a sample, Gorsuch 
(1983) stated that it should contain at least five 
observations per variable, and a total sample of 
at least 200 observations. The final sample of the 
study meets this criterion.

Descriptive statistics and Chi-Square 
Automatic Interaction Detector (CHAID) 
analysis were used to evaluate the existence of 
significant differences between the constructs 
considered in the study and profile variables. This 
technique allows assessment of the relationship 
between a dependent variable and others at a 
categorical or continuous level. The resulting 
subsets present a greater homogeneity internally 

in relation to the dependent variable and with the 
greatest possible heterogeneity among the subsets 
formed. The division or grouping criteria used in 
this technique were set at 5%, that is, the subsets 
had a significant difference when using the chi-
square test (at the 5% level). The profile variables 
used were age, marital status, have children, hold 
a leadership position, salary range, educational 
level, length of service, and if the current job 
is the respondent’s first. Marital status and the 
current job being the first one did not present any 
significant result in this study. Thus, this article 
presents only the principal situations where a 
relationship exists between the profile variables 
and the dimensions studied.

For the purpose of proving the study 
hypotheses, the relationships were evaluated 
using the Pearson correlation between the scores 
obtained for the constructs involved.

The Pearson correlation coefficient ranges 
from -1 to 1 and indicates the degree and direction 
of the linear relationship (if any) between two 
variables. Values close to -1 indicate a high 
negative correlation, values close to zero indicate 
an absence of correlation, and values close to 1 
indicate a high positive correlation.

Hypothesis testing was also done to verify 
if this correlation is significantly different from 
zero. As a response to the hypothesis test, the 
p-value is obtained. The difference was considered 
significant if the value was less than 0.05. The 
interpretation of the correlation coefficient 
considered, according to Stevenson (1986): 
from 0 to 0.3 (low); more than 0.3 up to 0.7 
(moderate); and more than 0.7 (high).

6 Analysis and Discussion of 
Results

6.1 Commitment: focus on those being 
led

The main characteristics of the study 
sample, considering the highest results, were: 
males (66.8%); married (73.8%); have one child; 
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40 years old; working for seven years in the current 
company; education to a specialization level 
(65.6%); salary above 13 times minimum wage 
(45.5%); hold a leadership position (57.4%); 
working in the current company due to the 
opportunity for professional growth (77%); and 
not in their first job (88.9%).

In relation to the results obtained by from 
the EBACO, in order to meet the objective of 
ascertaining the level of commitment of those 
led, Tables 3 and 4 present the results. The 
components of commitment were assessed on a 
scale ranging from 1 to 7. Thus, the value 4 is the 
midpoint. Means above this point were considered 
high. Table 3 presents the results:

Table 3 
Components of commitment of team members: main results

Component Composite  
Reliability Mean Standard 

Deviation

Affiliate 0.909 5.7 1.2

Affective 0.935 5.0 1.4

Normative – general 0.845 3.7 1.1

Normative - Obligation for Performance 0.874 6.5 0.7

Normative - Obligation to Stay 0.946 3.1 1.7

Instrumental – general 0.803 3.4 1.1

Instrumental - Consistent Line of Activities 0.869 4.7 1.4

Instrumental - Limited Alternatives 0.802 3.4 1.6

Instrumental - Failure of Rewards and Opportunities 0.810 2.7 1.4

Commitment of those led 0.694 5.4 1.1

Internal consistency was assessed through 
composite reliability (Table 3). For all constructs, 
the value obtained is above the threshold of 0.7 
proposed by Chin (1998), with the exception of 
the construct, Commitment of those led, with a 
value very close to that level (0.694).

The overall commitment of those led is 
considered high among respondents, since the 
mean (5.4) is above the midpoint of the scale. 
Among its components, the affiliate and the 
affective can be considered high, since their means 
(5.7 and 5.0, respectively) are above the midpoint. 
The normative (general) and instrumental 
(general) components can be considered moderate 

among the respondents (3.7 and 3.4, respectively), 
however, normative-obligation for performance is 
considered high (mean equal to 6.5) . This result 
suggests that, although the respondents have a 
moderate sense of obligation to remain in the 
organization and also moderate commitment due 
to the scarcity of alternatives in the labor market, 
they prove to be committed to the organization’s 
objectives and results.

Table 4 shows the results of the correlation 
between commitment and the profile of the 
respondents. In order to carry out this analysis, the 
general results of the normative and instrumental 
component were used, as follows:
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Table 4 
Commitment of those led and profile of the respondents

Component Principal Significant Differences * Means

Affiliate
Greater in leadership positions
Greater in those with more than 16 years of work in the current organization
Greater in males

5.769
6.062
5.744

Affective

Greater in leadership positions
Less in ages between 30 and 35 years
Greater in those with more than 16 years of work in the current organization
Greater in those with children

5.154
4.631
5.647
5.188

Normative

Greater in leadership positions
Greater for those over 46 years old
Greater in males
Greater in those with children

3.848
3.929
3.763
3.781

Instrumental Less in leadership positions
Greater for those with up to seven times minimum wage

3.224
3.544

General Commitment

Less for those under 33 years old
Greater in those with more than 16 years of work in the current organization
Greater in males
Greater in those with children

5.188
5.842
5.483
5.503

* Note: The differences between means were considered significant at the 5% level of significance in the CHAID test.

In the affiliate component, the highest 
mean is for men (5.744) and those with leadership 
positions (5.769). In addition, the longer the 
time working in the current organization (above 
16 years) (6.062), the higher the level of affiliate 
commitment.

The affective component presents a higher 
mean among those with leadership positions 
(5.154). A study by Yoshitake, Fraga, Torres and 
Passos (2009) found an inverse result. In the case 
of affective commitment, these authors verified 
that the mean of this component, in operational 
positions, was statistically different from the mean 
for leadership positions. That is, employees who 
do not hold a leadership position prove to be more 
affectively committed to the company than those 
who occupy that position.

A lower mean in relation to the affective 
component was found in individuals between 
the ages of 30 and 35 (4.631), i.e., Generation Y, 
born between 1981 and 2000 (Zemke, Raines, & 
Filipczak, 2000). The explanation for this result 
may lie in the fact that this is a generation, raised 
in the age of constant changes, that tends to have 
expectations of rapid career advancement, which 
drives the people in this group to change their 

organization. Generally speaking, if people of this 
generation do not feel that there is opportunity 
to contribute and to be recognized in the short 
term, they will probably go look for it in another 
organization. (Tanure, Carvalho, & Andrade, 
2007). Considering that the affective component 
refers to the process of the individual identifying 
with the objectives and the values of the 
organization, the lower result in the respondents 
belonging to this generation is warranted. Still, 
individuals with children presented a higher mean 
(5.188) for the affective component, as well as 
those with more time working in the current 
organization (5.647).

Normative commitment is greater in men 
(3.763), in people who occupy a leadership role 
(3.848), in those who have children (3.781), and 
who are over 46 years old (3.929). Considering 
this last result for people over 56 years of age, 
the baby boomer generation age group, some 
observations can be made. The so-called Baby 
Boomers follow the traditional values related 
to fulfilling their obligations regarding career, 
loyalty to the organization, education and 
raising of children, marriage, among others. In 
addition, they tend to be more cooperative and 
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participative at work. They are inclined to be loyal 
to their organizations, cooperative, and to build 
their identities based on their work (Zemke et 
al., 2000). A study by Martins (2013) also shows 
that normative commitment is greater in the more 
advanced age groups.

Compared to the other components, the 
instrumental attained the lowest mean (3.4). 
According to Rego, Cunha and Souto (2007), 
when the strongest link is the instrumental one, 
employees usually do not give the organization 
anything more than they are obligated and it 
can lead them to adopt negative attitudes and 
actions. Therefore, the lowest level of this kind 
of commitment found in the research can be 
translated as an advantage to the organizations 
where these respondents work.

The instrumental component presents a 
significant difference with respect to holding a 
leadership position or not, being greater among 
those who do not have a leadership role (3.224). 
A similar result was found in the study by Costa, 
Moraes and Cançado (2008), in which the 
instrumental component presented a significant 
difference on this question as well, with those 
who do not occupy a leadership position showing 
greater instrumental commitment, presenting 
higher means than the rest.

Moreover, the instrumental component 
is related to salary numbers. The greatest mean 
is presented among individuals receiving up to 
seven times the minimum wage (3.544). It can be 
said that a respondent who receives up to seven 
times the minimum wage has lower qualifications 
than those who receive higher salaries. Medeiros 
(2003) indicates the employee with this type of 
commitment as the one with low qualifications, 
few alternatives if he/she leaves the organization 
and, as Meyer and Allen (1991) affirm, remains in 
the company because he/she needs to. Although 
the sample in this study has at least a university 
degree, it is possible to infer that, due to the salary 
profile, these respondents may not be occupying a 
position commensurate with their training.

The mean for the commitment construct 
is greater among males (5.483). This result is 

in agreement with Akintayo (2010), but in 
disagreement with Porter and Steers (1982), 
according to whom commitment tends to be 
greater among women, especially among those 
who are married. It also contrasts with the study 
by Sangmook (2005), which indicates that 
women, compared to men, present higher levels 
of involvement in their employment. In addition, 
several studies (AI-Ajmi, 2006, Suki, & Suki, 
2011, Suri, & Petchsawang, 2018) concluded 
that men and women have the same level of 
organizational commitment, which differs from 
the findings of the present research.

The construct presents a relationship with 
age - the lowest mean appears among individuals 
age 33 or less (5.188). This result corroborates 
the study by Bandeira (1999), which states that 
committed individuals are represented by older 
people, over 35 years of age, who know their 
expectations. Also, other authors have found 
results that show that commitment increases with 
age, such as Bastos (1993), Nawaz and Kundi 
(2010), Honório and Ribeiro (2014), and Suri 
and Petchsawang (2018).

People with children also show a positive 
relation with the commitment construct, with 
the mean they present being greater (5.503). 
This result can be corroborated by Martins 
(2013), who found greater commitment in those 
with up to two children. Nevertheless, there is 
research showing that the increase in the number 
of children leads to a reduction in the level of 
commitment (Chang, 2001, Akintayo, 2010).

Moreover, the longer the time working in 
the current organization, the higher the level of 
commitment (5.842). In agreement with Suri and 
Petchsawang (2018), it is inferred that respondents 
have gained experience and have progressed in 
their career within the company, which leads to a 
higher level of commitment. The result, however, 
contrasts with the study by Honório and Ribeiro 
(2014), in which teachers who worked for less 
than six years in the institution showed greater 
commitment.
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6.2 Leadership Styles: focus on managers

Table 5 presents the results of administering 
the EAEG, which sought to identify leadership 
styles. Also shown are the results of the correlations 

between leadership style and the profile of the 
respondents (those led). With the value 3 being 
the midpoint on the scale, means above 3 were 
considered high.

Table 5 
Principal results found in the research on leadership style 

Leadership style Mean Result Principal Significant Differences * Mean

Relationship-oriented 3.8 Greater in leadership positions
Greater in those over 46 years old
Greater for those with more than one child

3.913
4.021
3.984

Task-oriented 3.9 Greater in males
Greater in those over 46 years old
Greater for those with at least one child

3.963
4.055
3.988

Situational 3.9 Greater in leadership positions
Greater in males
Greater for those with more than one child

3.989
4.046
4.101

* Note: The differences between means were considered significant at the 5% level of significance in the CHAID test.

The relationship-oriented leadership 
style mean was 3.8. In relation to the sample 
of respondents (those led), the following results 
predominated regarding the choice of the 
relationship-oriented style, with higher mean 
values than the rest: those who work in a 
leadership position (3.913); individuals over 46 
years of age (4.021); people with more than one 
child (3.984).

This result indicates that the leader is 
seen by his/her team members as one who values 
individuality and emphasizes interpersonal 
relationships with respect to support, guidance, 
and facilitation. The leader demonstrates readiness 
to listen to team members, pays attention to them, 
cares about what they feel, respects their ideas, is 
understanding about their failures, encourages 
open expression about the development of their 
work, and demonstrates confidence in his/her 
subordinates. Included under the designation 
of this leadership style are the types known 
as “democratic, participatory, stimulating, 
supportive, and the style of those who give 
consideration” (Melo, 2014, p.39).

The task-oriented leadership style mean 
was 3.9. In relation to the sample of respondents 

(those led), the following results predominated 
regarding the choice of the task-oriented style, 
with higher mean values than the rest: males 
(3.963); individuals over 46 years of age (4.055); 
those with at least one child (3,988).

This result shows that team members 
see their leader as one who values the hierarchy, 
emphasizes meeting deadlines, prioritizes the 
execution of tasks and their structuring, as 
well as considers the standards defined by the 
leadership and/or organization. Included under 
the designation of this leadership style are 
the types “authoritarian, dominant, directive, 
autocratic, and persuasive” (Melo, 2014, p. 39).

The situational leadership style presented 
a mean of 3.9. In relation to the sample of 
respondents (those led), the following results 
predominated regarding the choice of the 
situational style, with higher mean values than the 
rest: males (3.989); leadership position (4.046); 
have more than one child (4.101).

This result shows that the leader is 
perceived as one who is flexible in dealing with 
the team members, “giving them greater or lesser 
freedom of action, depending on their reliability, 
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competence, motivation, and willingness to carry 
out their work” (Melo, 2014, p. 58). Thus, the 
leader acts according to the level of maturity of 
the team members, as advocated by Hersey and 
Blanchard (1986).

Melo (2014) recalls that situational 
leadership is based on an interrelationship 
between: the behavior of the task-oriented leader; 
the behavior of the relationship-oriented leader; 
and the capacity and willingness of subordinates 
to perform the tasks (maturity). Thus, for 

situational leadership, there is no single best way 
to influence people.

6.3 Leadership styles and organizational 
commitment: analyzing hypotheses

The analysis of the correlation between the 
commitment of team members and the leadership 
style of managers was done using hypothesis tests, 
through which p-values were obtained. P-values 
less than 0.05 indicate a significant difference. The 
correlation results and the p-values (Table 6) follow:

Table 6 
Correlations between leadership styles and commitment constructs

Relationship Situational Task

Correlation p-value Correlation p-value Correlation p-value

Commitment of Those Led 0.484 0.000 0.411 0.000 0.320 0.000

Affective 0.439 0.000 0.336 0.000 0.280 0.000

Affiliate 0.461 0.000 0.436 0.000 0.310 0.000

Instrumental -0.148 0.000 -0.082 0.048 -0.020 0.631

Instrumental - Consistent Lines of 
Activity 0.202 0.000 0.207 0.000 0.255 0.000

Instrumental - Rewards and 
Opportunities -0.266 0.000 -0.184 0.000 -0.138 0.001

Instrumental - Limited Alternatives -0.119 0.004 -0.074 0.074 -0.029 0.486

Normative 0.475 0.000 0.405 0.000 0.307 0.000

Normative - Obligation to Stay 0.213 0.000 0.187 0.000 0.150 0.000

Normative - Obligation for 
Performance 0.200 0.000 0.195 0.000 0.223 0.000

The results in Table 6 show that there 
is a significant correlation between the overall 
commitment of team members and the three 
leadership styles. These correlations are considered 
moderate, since the values were between 0.3 and 
0.7 for a p-value equal to 0.000. These are also 
moderate: the correlations between affective 
commitment and the relationship and situational 
leadership styles; between the affiliate component 
and the three styles; and between the normative 
component and the three leadership styles. For 
the remaining components of commitment, the 
correlations were weak or nonexistent. Next, the 
results are presented regarding the hypotheses 
formed for this study.

For H1, the value found is equal to 0.461. 
This result indicates positive correlation, so 
when the assessment of the relationship-oriented 
leadership style increases, the magnitude of the 
affiliate component of commitment increases, 
and vice versa, when one decreases, the other also 
decreases, confirming the hypothesis.

The confirmation of H1 leads us to infer 
that a leadership style that values interpersonal 
relationships, respects the ideas of those being led, 
seeks to establish a relationship of trust, and that 
shows interest in the feelings of those being led, 
characteristic of the relationship-oriented style 
(Melo, 2004), generates in those being led the 
feeling of recognition and belonging, associated 
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with the affiliate component (Medeiros, 2003; 
Medeiros et al., 2005).

In the case of H2 and H3, both testing 
the task-oriented style, the results are:

a)  H2: the value found is equal to 0.307. 
This indicates positive correlation: when 
the assessment of the task-oriented style 
increases, the magnitude of the normative 
component increases, and vice versa, 
confirming the hypothesis.

b)  H3: the instrumental component and 
the task-oriented style did not show a 
significant correlation, with a p-value equal 
to 0.631, not confirming the hypothesis.
The adoption of a leadership style that 

emphasizes task execution, in which the leader 
defines and structures the role of his/her team 
members, is concerned with production and 
results, being characteristics of the task-oriented 
style (Melo, 2004), as presented in H2, leads 
us to infer, on the one hand, that such a 
style can generate a sense of obligation for 
performance in the team members, seeking to 
complete their tasks and do their jobs well in 
pursuit of company objectives, associated with 
the normative component (Medeiros, 2003; 
Medeiros et al., 2005). On the other hand, the 
adoption of the task-oriented style, also tested 
in H3 - unconfirmed - allows us to infer that 
the team members do not feel connected to the 
organization simply because of the scarcity or 
absence of other job opportunities on the outside, 
or even that they just act with a view that there 
must be a clear correspondence between effort and 
reward, characteristics that are associated with the 
instrumental component.

In the case of H4 and H5, both testing the 
situational style, we have the results:

a)  H4: a value equal to 0.336 was found. 
This result indicates positive correlation, 
that is, when the assessment of the 
situational leadership style increases, the 
magnitude of the affective component of 
commitment increases, and vice versa, 
confirming the hypothesis.

b)  H5: the value found is equal to 0.411. This 
indicates positive correlation, and when 
the assessment of the situational style 

increases, general commitment increases, 
and vice versa, when one decreases, the 
other also decreases, confirming the 
hypothesis.
These results lead us to infer that, when 

the leader adapts his/her style to the reality of 
the environment, being flexible according to the 
needs and the level of maturity of those being 
led, characteristic of the situational style (Melo, 
2004), this allows those being led to identify with 
the objectives and values of the organization, 
and generates positive feelings in them, who 
find an environment of support (Royal, 2012), 
encouraging involvement, and thus, commitment.

7 Final Considerations

The study sought to contribute to the 
discussions on the topic of organizational 
commitment and leadership, looking to explore 
the relationships between leadership styles of 
managers and the commitment of those they lead. 
The following are aspects suggested by the study.

There is a positive relationship between 
relationship-oriented leadership style and the 
affiliate component of commitment of team 
members. Considering that the relationship-
oriented style refers to the extent to which the 
relationships between leader and team member are 
characterized by the leader’s respect for the ideas 
of his/her subordinates and the demonstration of 
interest in their feelings, the affiliate commitment 
of the team member is warranted, because it refers 
to the feeling of taking part, of being a member 
of the work team.

There is a positive relationship between 
the task-oriented style and the normative 
component. Since the task-oriented style refers 
to the emphasis the leader places on structuring 
tasks and accomplishing goals, the normative 
commitment of the team member is warranted. 
This is because this component of commitment 
takes into account the existence of a sense of 
obligation to accomplish the tasks, to show good 
job performance, and to attempt to achieve the 
best results.

There is a positive relationship between 
the situational style and affective commitment, as 
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well as between this style and overall commitment. 
This result points to the adaptation of the leader’s 
style to the demands of the environment, showing 
that the flexibility to adapt to the needs and 
motives of his/her subordinates has a positive 
effect on their commitment, generating, among 
other things, the subordinate’s identification with 
the philosophy of the organization .

In this study, we highlight some other 
results, such as: relationship between the affective 
and normative components and the relationship-
oriented leadership style; and relationship between 
the affiliate and normative components and the 
situational style. These results showed positive 
and moderate correlations. It is worth mentioning 
that all correlations between all the components 
of commitment and the task-oriented leadership 
style were low or not significant.

This study contributes to the debate about 
the existence of a relationship between some 
components of commitment and leadership styles, 
pointing out how leadership style can affect the 
type of commitment of team members with the 
organization, specifically regarding the positive 
relationship between the situational style and 
general commitment; the relationship-oriented 
style and the affiliate component; and the task-
oriented style and the normative component.

The present study suggests that new studies 
should be carried out in order to confirm some 
of the results considered significant. Examples 
are: relationship between the organizational 
commitment and leadership constructs, with a 
focus on commitment and the relationship style; 
and the relationship between commitment and 
aspects of respondent profiles regarding gender and 
generation. These are results that were encountered 
and that allow us to delineate hypotheses for other 
studies. It should also be considered that some 
factors constitute study limitations, such as the 
size of the sample surveyed, although it is sufficient 
from a statistical point of view; the strategy of 
collecting data of an exclusively quantitative 
nature, limiting the possibility of finding answers 
not provided for in the chosen scales; and the 
non-delimitation of sector, region of the country, 
or a profession, meaning that the findings are to 
be considered generic.
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