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Abstract

'This study examined the impact of transformational leadership on employee commitment and retention in two business process outsourcing
(BPO) companies in Lagos, Nigeria. Grounded in transformational leadership theory and the three-component organizational commitment
model, it analyzed leadership practices and their relationship with employee commitment and retention. Using a descriptive-correlational
research design and purposive sampling, the study collected data from 259 employees out of a population of 785. The findings revealed that
transformational leadership practices, particularly individualized consideration and inspirational motivation, were highly observed among
leaders. Employees reported high levels of normative, affective, and continuance commitment, while indicators such as training and job
security were key contributors to perceived retention. Despite the strong presence of transformational leadership, its direct correlation with
employee commitment was statistically significant but negative and low (r = -0.378), while its relationship with employee retention was
negligible (r = -0.092). However, employee commitment showed a low but positive relationship with retention (r = 0.205). Regression and
mediation analyses further indicated that while transformational leadership negatively predicted retention, its effect was partially mediated by
employee commitment, suggesting that commitment may serve as a mechanism for translating leadership influence into sustainable retention
outcomes. Exploratory factor analysis confirmed the construct validity of the three main variables, with all items loading distinctly on their
respective factors and reliability measures indicating strong internal consistency. These findings suggest that while transformational leadership
is recognized in the BPO sector, its influence on retention is not straightforward and may depend heavily on employees’ psychological
commitment, with implications for sustainable workforce development.
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Introduction Organizations with robust leadership and
sustainable talent retention policies exhibit superior
organizational outcomes (Bharadwaja & Tripathi,
2021). Transformational leaders, recognizing the
scarcity of talent, excel in identifying workforce
development needs and implementing policies that not
only boost employee retention rates but also contribute
to a more resilient and sustainable workforce (Luna-
Arocas et al., 2020). The recruitment and retention
strategies employed by transformational leaders directly
reflect their effectiveness, with the ability to attract
and retain top talent contributing to organizational
success and long-term sustainability (Lu et al., 2021).
However, critics argue that a one-size-fits-all approach
may lead to inequality and dissatisfaction if the needs

of all employees are not considered (Ma et al., 2020).

Effectively managing employees to cultivate a strong
emotional bond that influences long-term commitment
has become a critical leadership challenge, particularly
in sectors like business process outsourcing (BPO)
(Yadav & Joshiya, 2021). In today’s dynamic business
landscape, organizational success in both the short and
long term is closely linked to the leadership qualities
and skills demonstrated by managers and executives.
As indicated by Urme (2023), well-structured
organizations increasingly recognize the pivotal role
of effective leadership in driving employee engagement,
commitment, satisfaction, and retention. Consequently,
there is a growing emphasis on implementing
sustainable strategies and practices that promote
positive relationships between leaders and employees,

ultimately contributing to enhanced organizational Neglecting low-performing employees in talent

productivity, competitive advantage, and long-term
business sustainability. Within the context of BPO
companies, where employee turnover rates can be high
and employee commitment and talent retention are
significant concerns, effective leadership becomes even
more crucial in nurturing a supportive and motivating
work environment that fosters long-term stability.

retention efforts can result in low morale and increased
turnover, threatening the sustainability of the workforce
(Meira & Hancer, 2021). Transformational leaders
must strike a balance to avoid creating disparities and
subsequent dissatisfaction within the workforce (Minai
et al., 2020). The level of employee retention is closely
tied to organizational leadership goals, as evidenced by



the impact of neglecting certain employee segments
on overall turnover rates. Understanding the factors
influencing employee commitment and retention is
imperative. Commitment, a precursor to retention,
requires emotional attachment and involvement to
increase motivation to stay with the organization (Naz
et al., 2020). Failure to prioritize commitment can lead
to talent loss and long-term organizational instability,
disrupting business continuity and sustainability (Mir
et al., 2020).

High commitment promotes stronger employee-
employer relationships, resulting in greater
compatibility, efficiency, and effectiveness (Silva et al.,
2023). Sustainable retention strategies aim to prevent
valuable knowledge and skills from leaving with
departing employees, ensuring long-term organizational
growth. The cost and effort of recruiting and training
new talent emphasize the economic importance of
retaining existing employees as a means of promoting
workforce sustainability (Muithya & Muathe, 2020;
Nuo & Hee, 2020). Leadership plays a pivotal role in
aligning the workforce with sustainable organizational
policies and strategies, contrasting with management’s
focus on planning, control, and monitoring (Osuji
et al., 2020). Transformational leadership emerges
as a vital force, with leaders inspiring positive
commitment to retain employees, thereby enhancing
organizational profitability, workforce stability, and
long-term sustainability in a dynamic socio-economic
environment (Mwesigwa et al., 2020).

Transformational leadership has been consistently
linked to enhanced employee commitment and
retention, with empirical evidence supporting its
positive influence on organizational outcomes and
long-term sustainability (Almas et al., 2020; Zaki et
al., 2021). Through key components such as idealized
influence, inspirational motivation, intellectual
stimulation, and individualized consideration, leaders
practicing transformational leadership can significantly
strengthen employee commitment and retention levels,
ensuring the sustainability of the workforce (Park et
al., 2022). When leaders attend to the needs of their
employees, the reciprocal impact on commitment
and retention notably becomes evident, underscoring
the crucial role of transformational leadership as an
antecedent to employee commitment and long-term
business sustainability (Afshari, 2022). The perceived
extent of transformational leadership practices,
which encompass leaders’ behaviors and their ability
to instill value in employees regarding their roles,
becomes a determining factor in the level of employee
commitment and retention (Park et al., 2022). It is
essential to recognize that organizational efficiency,
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driven by employee commitment and retention, is
intrinsically linked to the quality of leadership provided
by organizational leaders, ultimately shaping the long-
term sustainability and success of the organization.

Literature Review

Transformational Leadership Practices

Transformational leadership has been consistently
linked to positive employee and organizational
outcomes. Yiicel (2021) asserted that transformational
leaders improve performance by aligning employee
goals with the organization’s vision, resulting in
higher commitment and reduced turnover. Abolnasser
et al. (2023) reinforced this by demonstrating that
transformational leadership is associated with
enhanced job satisfaction and well-being, factors
critical for a sustainable workforce. Jiang, Zhao, and
Ni (2017) further highlighted how such leadership
tfosters employee engagement and organizational
citizenship behavior, thereby boosting long-term
productivity. In addition, Qiao, Li, and Hong (2024)
found that transformational leadership in technology-
driven environments fosters innovation and a sense of
purpose among employees, amplifying their loyalty and

contribution to organizational goals.

Employee Commitment

Meyer and Allen’s (1991) three-component model of
affective, continuance, and normative commitment
has been foundational in understanding employee
allegiance. Van Der Horst (2023) validated the model
by showing that affective and normative commitments
enhance prosocial behavior and reduce attrition.
Sabuhari et al. (2020) linked high organizational
commitment to improved adaptability and productivity,
especially in dynamic work settings. Complementing
these, Dimitriou (2022) found that employee
commitment is significantly influenced by inclusive
workplace practices and leadership responsiveness,
which build emotional and moral obligation among
employees, particularly in service industries.

Employee Retention

Retention has become a strategic imperative in
high-turnover sectors like the BPO industry. Croes
et al. (2025) emphasized that job security and career
advancement are core predictors of retention. Emanuel
and Harrington (2024) demonstrated that investment
in employee training substantially reduces exit rates

in call centers. Oladimeji (2024) highlighted the



Transformational Leadership Influence on Employee Commitment and Retention ... 3

long-term impact of recognition, career development,
and organizational support on retention, which
surpassed even that of compensation. Supporting
this, Boutmaghzoute and Moustaghfir (2021) found
that retention rates improve when employees feel that
their personal values align with the company’s mission,
suggesting that cultural fit and purpose are emerging
dimensions in retention strategies.

Relationship between Transformational
Leadership and Employee Commitment

'The relationship between transformational leadership
and commitment is complex and often mediated by
contextual variables. Senjaya and Anindita (2020)
emphasized that cultural alignment influences how
transformational leadership affects commitment.
Kamara et al. (2024) found that the perceived
authenticity of leadership significantly alters employee
attitudes, cautioning against superficial applications
of leadership behaviors. Al Basyir, Madhakomala,
and Handaru (2020) pointed to job design and
communication as crucial mediators in this relationship.
Additionally, Gorgens-Ekermans and Roux (2021)
established that emotional intelligence in leaders
enhances the commitment impact of transformational
leadership, suggesting that the leader’s emotional
competence is a key moderating factor.

Relationship between Employee Commitment
and Employee Retention

While commitment often precedes retention, the
relationship between the two is not always direct. Meyer
and Allen (1991) warned that without supportive
organizational conditions, even committed employees
may leave. Khuong and Linh (2020) reported that
external opportunities and internal dissatisfaction can
override high commitment levels. O’Keefe et al. (2025)
reiterated the multidimensional nature of employee
retention decisions, combining personal, professional,
and organizational variables. Expanding on this, Kim
(2020) found that commitment leads to retention only
when employees perceive a clear growth trajectory and
teel psychologically safe within the organization.

Contrary to the common view that high employee
commitment boosts retention, Muhammad et al.
(2020) found a negative correlation between the
two, indicating a more nuanced relationship. Highly
committed employees may still leave if they feel
undervalued, lack growth opportunities, or seek better
career prospects due to their ambition and self-efficacy.
Similarly, Chiedu et al. (2022) observed negative links

between job satisfaction, commitment, and turnover

intentions, suggesting that even satisfied or committed
employees may consider leaving if their efforts are
not recognized. Notably, organizational commitment
was identified as a key factor in turnover decisions,
especially when employees feel misaligned with
leadership or organizational values.

Empirical models reveal that the influence of
transformational leadership on retention is often
mediated by employee commitment. Karimi et
al. (2023) observed that innovation and retention
outcomes occur only when emotional engagement,
a proxy for commitment, is present. Hauer, Quan,
and Liang (2021) demonstrated that retention is a
tunction of leadership-induced trust and commitment.
Decuypere and Schaufeli (2021) concluded from a
meta-analysis that transformational leadership
enhances psychological engagement, which then drives
retention. Complementing these, Jun, Lee, and Lee
(2024) found that, in Nigerian firms, commitment
tully mediates the effect of leadership on retention,
reinforcing the need to treat commitment as a pivotal
bridge between leadership and retention outcomes.

Overall, despite the breadth of research on
transformational leadership, commitment, and
retention, several gaps remain. Most studies concentrate
on Western or Asian contexts, with limited empirical
evidence from Sub-Saharan Africa, particularly
Nigeria’s BPO sector. Additionally, many studies assume
a direct linear relationship between transformational
leadership and retention, often overlooking mediating
variables, like employee commitment, or moderating
factors, such as cultural context and job design. Very
tew incorporate sustainability frameworks in analyzing
these HR practices. This study fills these gaps by
examining the extent, nature, and interrelationships
of transformational leadership, commitment,
and retention within Nigerian BPO firms while
integrating organizational sustainability, a critical but
underexplored aspect in current literature.

Research Questions

1) To what extent are the four dimensions
of transformational leadership
(idealized influence, inspirational
motivation, intellectual stimulation,
and individualized consideration)
demonstrated in the identified
Nigerian BPO organizations?

2) What is the assessed level of
employee commitment (affective,



continuance, and normative) among
employees in the identified Nigerian
BPO organizations?

3) What is the reported level of
employee retention (compensation,
training, promotion, and job
security) in the identified Nigerian
BPO organizations?

4) What is the nature and strength of the
relationship between the demonstrated
dimensions of transformational
leadership and the assessed level
of employee commitment in these
BPO organizations?

5) What is the nature and strength
of the relationship between the
demonstrated dimensions of
transformational leadership and the
reported level of employee retention
in these BPO organizations?

6) What is the nature and strength of the
relationship between the assessed level
of employee commitment and the
reported level of employee retention
in these BPO organizations?

Research Framework

The research framework is grounded in Bass’s (1985)
transformational leadership theory, which refines
Burns’s (1978) concept of leadership as a partnership
between leaders and followers to achieve higher
motivation and determination. Bass (1985) defines
transformational leadership as the ability of leaders to
instill trust and confidence, driving outcomes beyond
organizational expectations. This study focuses on its
tour key dimensions—idealized influence, inspirational

Transformational Leadership

a) Idealized
Influence

b) Inspirational
Motivation

c) Intellectual
Stimulation

d) Individualized
Consideration
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motivation, intellectual stimulation, and individualized
consideration (Kariuki, 2022)—to analyze employee
commitment and retention in the BPO industry.

Transformational leadership inspires employees
to exceed expectations by reshaping attitudes,
behaviors, and values (Feranita et al., 2020). Leaders
who embody this style act as catalysts for change,
fostering innovation, trust, and collaboration, which
in turn enhance commitment and retention (Budur,
2020). Beyond immediate organizational benefits,
transformational leadership also contributes to
workforce sustainability by fostering a stable, engaged,
and motivated talent pool. Sustainable leadership
practices ensure long-term organizational resilience
by promoting ethical leadership, employee well-being,
and continuous professional development, thereby
reducing turnover and strengthening institutional
knowledge retention.

Bass’s (1985) theory emphasizes ethical leadership,
positive role modeling, intellectual stimulation, and
individualized support to drive organizational success.
By embracing this framework, another study revealed
how transformational leaders inspire and empower
employees, promoting trust, engagement, and long-
term commitment, ultimately improving organizational
sustainability, workforce stability, and retention (Sabella
et al., 2021).

Methodology

This study employed a descriptive-correlational
research design to address its research questions. It
tocused on employees from two BPO companies
in Lagos State, Nigeria. As of 2023, Lagos had 25
BPO companies registered with the Association of
Outsourcing Professionals of Nigeria (AOPN), with
a total workforce of approximately 15,700 employees.
'The two BPO companies were purposely chosen due
to their significant market share, established operations,

Employee Commitment
a) Affective Commitment
b) Continuance Commitment
¢) Normative Commitment

Employee Retention
a) Compensation
b) Training
¢) Job Security

d) Promotion

Figure 1: Research Framework
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and accessibility for the research. These two firms
collectively employed approximately 785 individuals
who formed the population for this study.

Research Instrument

'This study utilized a structured survey questionnaire
organized into four sections aligned with the research
objectives as the primary data collection tool. The
first section, developed by the researchers, included
four items on respondents’ socio-demographics. The

second section, adapted from Kariuki (2022), Cahyono

et al. (2020), and Datche (2015), assessed employees’

perceptions of transformational leadership using eight
statements across four dimensions: idealized influence,
intellectual stimulation, inspirational motivation,
and individualized consideration. The third section,
adapted from Owan et al. (2020), examined employee
commitment across three dimensions—affective,
continuance, and normative—using eight statements
for each. The fourth section, adapted from Mwikamba
and Simiyu (2018), assessed employee retention based
on four dimensions—compensation, training, job
security, and promotion—with five statements for each.
All items used a four-point Likert scale.

Content validity was ensured through expert
review by three teachers, which yielded a weighted
mean of 3.33, indicating that the questionnaire
effectively captured the study constructs. A pilot test

with 30 employees from different BPO firms in Lagos
(excluded from the main study) was conducted, and
reliability testing using Cronbach’s alpha produced a
score of 0.8577, confirming high internal consistency.

However, the study has limitations. It employed
purposive sampling from only two BPO firms in
Lagos, which may limit the generalizability of findings
due to unique organizational contexts. Also, its cross-
sectional design captures perceptions at a single point
in time, lacking insights into long-term changes
or causality. Future research should consider larger,
more diverse samples across multiple firms and adopt
longitudinal methods for broader applicability and
stronger causal inference.

Results

Respondents’ Demographic Information

'The demographic data of the 259 respondents in this
study reveals several insights relevant to understanding
the workforce dynamics within Nigerian BPO firms
(see Table 1). A significant proportion of respondents
(40.54%) are between the ages of 24 and 27, followed
by 37.84% who are aged 20-23. This indicates a
predominantly young workforce, which is typical of the
BPO industry due to its fast-paced and technology-
driven nature. Gender distribution is skewed, with
temale respondents making up 71.81% of the total

Indicators Frequency Percent (%)
Age
20-23 years 98 37.84
24-27 years 105 40.54
28-31 years 20 7.72
32 years+ 36 13.90
Gender
Female 186 71.81
Male 73 28.19
Education

Bachelor’s Degree 199 76.83
Master’s Degree 60 23.16

How long have you been working in this organization?

1-2 years
3—4 years

5 years+

138 53.28
91 35.14
30 11.58

Table 1: Respondents’ Demographic Information



sample, suggesting that women play a dominant role
in this segment of the industry. In terms of educational
background, most employees hold a bachelor’s degree
(199 individuals), while a smaller group (60) has
attained a master’s degree, indicating that the sector
attracts relatively well-educated talent.

Work tenure data shows that a majority of
respondents (53.28%) have been with their current
organization for 1-2 years, while 35.14% have worked
tor 3—4 years, and only 11.58% have stayed for five years
or more. This suggests high turnover rates, which is a
critical concern in the BPO sector. The short duration
of employment could be a reflection of either a lack
of long-term career prospects or inadequate retention
strategies, reinforcing the importance of effective
leadership in promoting employee commitment.

Extent of Transformational Leadership Practices

'The findings from Table 2 indicate that transformational
leadership is widely perceived among employees
in the BPO sector. The high mean scores across all
four dimensions—individualized consideration,
inspirational motivation, idealized influence, and
intellectual stimulation—suggest that leaders in this
sector are actively engaging in behaviors that uplift,
mentor, and inspire their teams. In the context of
sustainability, this leadership style supports the long-
term development of human capital, an essential
element for the sustained growth and competitiveness
of BPO firms. By promoting a culture of support,
innovation, and shared purpose, transformational
leadership contributes to organizational resilience
and social sustainability through improved employee
morale and reduced attrition.

The implications of these findings reveal key
consequences for the sector’s operational sustainability.
Strong transformational leadership yields increased
employee engagement and commitment, which in turn
promotes workforce stability, a critical factor in a labor-
intensive industry like BPO. A stable and motivated
workforce helps organizations reduce the costs
associated with high turnover, such as repeated hiring,
onboarding, and training. Furthermore, intellectual
stimulation nurtures a learning-oriented environment,
enhancing employee adaptability in the face of
technological changes and shifting client demands. This
capability supports the long-term sustainability of the
organization by embedding continuous improvement
into its culture and operations.

These results are corroborated by prior studies.
Yiicel (2021) revealed that transformational leaders
enhance performance by aligning employees’ goals
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with those of the organization, which leads to
stronger commitment and lower turnover. Similarly,
a study by Abolnasser et al. (2023) found that
transformational leadership is positively associated
with employee well-being and job satisfaction, two
elements crucial to sustainable workforce management.
Moreover, research by Jiang, Zhao, and Ni (2017)
demonstrated that transformational leadership
significantly predicts employee engagement and
organizational citizenship behavior, reinforcing its
role in achieving both productivity and long-term
organizational sustainability.

Dimensions Mean Description
Individualized
consideration 3.49  Strongly Agree
Insp v atlf)nal 3.46  Strongly Agree
motivation
3 Idealized influence 3.30  Strongly Agree
Intellectual
stimulation 3.30  Strongly Agree
Grand

Weighted Mean 3.39  Strongly Agree

Table 2: Extent of Transformational Leadership Practices

Level of Employee Commitment

The findings in Table 3 reveal that employees in
the BPO sector exhibit a high level of commitment
across all three dimensions of normative, affective,
and continuance commitment. It is evident that
BPO employees feel a strong moral obligation
(normative), emotional attachment (affective), and
a sense of necessity (continuance) to remain with
their organizations. This high level of commitment
suggests a more stable and motivated workforce aligned
with the long-term vision of the company, which is
essential for sustaining organizational knowledge,
client relationships, and service quality in the highly
competitive and dynamic BPO industry.

The implications of these findings point to
significant consequences for sustainability within
the BPO sector. High employee commitment leads
to lower turnover rates, reduced hiring costs, and
improved consistency in service delivery. Normative
and affective commitment strengthen organizational
culture and loyalty, while continuance commitment,
though necessity-driven, ensures retention during
critical operational periods. Together, these dimensions
support workforce sustainability, which in turn enables
companies to maintain long-term client contracts
and operational efficiency. Moreover, a committed
workforce is more adaptable to change and likely to
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contribute positively to innovation and organizational
learning, further strengthening the sector’s ability to
sustain growth in a fast-evolving global environment.

These findings align with previous research.
Meyer and Allen (1991) established that the
three-component model of affective, continuance,
and normative commitment is strongly linked to
retention and performance outcomes. In a similar
study, Van Der Horst (2023) found that affective and
normative commitment significantly predict prosocial
behaviors and reduce intentions to leave, supporting
operational continuity. Additionally, Sabuhari et al.
(2020) concluded that high levels of organizational
commitment contribute to improved adaptability and
productivity, both of which are essential for sustaining
long-term success in service-oriented sectors like BPO.

Dimensions Mean Description
1 Norn?atlve 3.46  Strongly Agree
commitment
2 Aﬁe?tlve 3.43  Strongly Agree
commitment
3 Contlr}uance 3.32  Strongly Agree
commitment
Grand
Weighted 3.40  Strongly Agree
Mean

Table 3: Level of Employee Commitment

Level of Employee Retention

The findings in Table 4 indicate that employee
retention in the BPO sector is perceived positively.
Among the indicators, training, job security, and
promotion received high ratings, while compensation
was slightly lower but still favorable. This suggests that
non-monetary factors such as professional development
opportunities, stability, and career advancement play a
more significant role in employee retention within the
BPO environment. A strong retention framework built
around these factors contributes to a stable workforce,
which is essential for maintaining service quality,
reducing turnover costs, and ensuring continuity in
client support, all of which are crucial for long-term
organizational viability in the fast-paced BPO sector.

'The implication of this finding is that sustainable
workforce practices in the BPO industry depend
not only on financial incentives but also on creating
a secure, growth-oriented work environment. When
employees perceive that they are being trained, have
upward mobility, and enjoy job security, they are more
likely to remain loyal, reducing disruptions caused
by high attrition. This stability supports operational

resilience and service consistency, which are critical
for maintaining long-term contracts and customer
satisfaction. Moreover, such a work environment fosters
employee well-being and organizational learning, both
of which contribute to the sustainable growth of BPO
firms in a competitive global marketplace.

These findings corroborate earlier research.
According to Croes et al. (2025), job security and
career advancement are among the strongest predictors
of employee retention, especially in high-turnover
industries. A study by Emanuel and Harrington (2024)
found that training investments significantly reduce
employee exit rates in call centers, a core segment of the
BPO industry. Similarly, Oladimeji (2024) established
that while compensation is important, factors like
recognition, development, and organizational support
have a stronger and more sustainable impact on long-
term retention.

Indicators Mean Description
1 Training 3.42 Strongly Agree
2 Job security 3.40 Strongly Agree
3 Promotion 3.33 Strongly Agree
4 Compensation 3.20 Agree
Weigﬁ:taezci'\llean 3.34  Strongly Agree

Table 4: Level of Employee Retention

Nature and Strength of the Relationship
between Transformational Leadership and
Employee Commitment

The Pearson correlation analysis presented in
Table 5 reveals a statistically significant but low
negative correlation (r = -0.378; p = 0.000) between
transformational leadership practices and employee
commitment in the BPO sector. This suggests that
while transformational leadership is present, it may not
be contributing positively to employee commitment as
expected. This weak inverse relationship may indicate a
disconnect between leadership strategies and employee
expectations, potentially challenging the creation of a
stable and committed workforce necessary for long-
term operational efficiency and organizational growth

in the BPO industry.

'The implication of this finding is that employee
commitment may not be increasing as intended despite
the implementation of transformational leadership
practices, potentially leading to unstable employee
retention and engagement patterns. Over time, this
could result in increased turnover, reduced institutional
knowledge, and higher training costs, all of which
can undermine organizational sustainability. The



consequence is that BPO firms may struggle to build
long-term loyalty and internal culture if leadership
efforts are not effectively aligned with employee needs
and values.

This result aligns with earlier studies. For
instance, Senjaya and Anindita (2020) noted that
the effectiveness of transformational leadership
depends heavily on the cultural and organizational
context, and may not lead to stronger commitment
in some cases. Similarly, Kamara et al. (2024) found
that transformational leadership can sometimes
produce inconsistent effects on employee attitudes,
particularly when employees perceive leaders’behaviors
as inauthentic or overly idealistic. Moreover, Al Basyir,
Madhakomala, and Handaru (2020) suggested that the
impact of transformational leadership is mediated by
other factors such as job design and communication
climate. If these are absent or weak, it could lead
to a misalignment between leadership style and
employee response.

Transformational Leadership

Variables Practices and Employee
Commitment
Correlation -
Coefficient -378
Quallt_atl_ve Low
Description
P-value 0.000

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

Table 5: Nature and Strength of the Relationship between

Transformational Leadership and Employee Commitment

Nature and Strength of the Relationship
between the Dimensions of Transformational
Leadership and the Reported Level of
Employee Retention

'The Pearson correlation analysis presented in Table
6 indicates a statistically significant yet negligible
negative correlation (r = -0.092; p = 0.000) between
transformational leadership practices and employee
retention in the BPO sector. The relationship is very
weak and negative, although significant, suggesting
that transformational leadership has minimal or
even slightly adverse influence on the retention
of employees in this context. The finding could be
signalling a misalignment between leadership style
and the practical needs or expectations of the BPO
workforce, which may hinder efforts to establish long-
term stability and talent continuity, both of which are
critical for sustainable operations in high-turnover

industries like BPO.
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The implication of this weak relationship is
that transformational leadership behaviors, such
as inspirational motivation or individualized
consideration, are not substantially contributing to
employees’ decisions to remain within the organization
despite their active implementation. This has direct
consequences for organizational sustainability, as low
retention rates can disrupt workflow, increase hiring
and onboarding costs, and undermine team cohesion
and institutional memory. In the fast-paced BPO sector,
where knowledge retention and process consistency are
crucial, these outcomes can reduce competitiveness and
long-term viability.

These findings are corroborated by prior studies.
Raziq, Rizvi, and Mahjabeen (2021) revealed that
while transformational leadership often improves
engagement, its direct effect on retention is limited if
tangible job factors like compensation and job security
are not addressed. Buttressing this point, Tian et al.
(2020) found that transformational leadership does
not strongly influence retention unless coupled with
supportive HR practices. In line with this view, De
Jesus et al. (2023) suggested that employee retention
is more heavily influenced by career development
opportunities and job satisfaction than leadership style
alone, especially in industries with demanding work
environments like BPOs.

Transformational Leadership

Variables Practices and Employee Retention
Correlation s
Coefficient 0092
Qualitative f o
Description Negligible or Very Low

P-value 0.000

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

Table 6: Nature and Strength of the Relationship between the
Dimensions of Transformational Leadership and the Reported
Level of Employee Retention

Nature and Strength of the Relationship between
Employee Commitment and Employee Retention

'The Pearson correlation analysis presented in Table
7 shows a statistically significant but low positive
correlation (r = 0.205; p = 0.000) between employee
commitment and employee retention in the BPO
sector. This suggests that while employee commitment,
encompassing normative, aftective, and continuance
dimensions, does play a role in influencing retention,
its impact is limited. Within the BPO context, this
means that even when employees feel loyal, emotionally
attached, or obligated to stay, these factors alone are
not strongly predictive of whether they will remain
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with the organization in the long term. From a
sustainability standpoint, this implies that internal
loyalty may be insufficient to stabilize the workforce
if other structural or motivational aspects critical to
retention are not addressed.

'The implications of this finding point to a potential
vulnerability in workforce sustainability. Despite efforts
to cultivate a committed workforce, BPO companies
may continue to experience attrition due to external
job opportunities, stress, lack of growth, or unmet
expectations. The consequence is a constant cycle of
recruitment and training, which not only increases
operational costs but also disrupts service quality
and client satisfaction. Over time, this undermines
organizational sustainability, as the inability to retain
committed employees weakens institutional capacity
and resilience.

These findings are supported by earlier studies.
Meyer and Allen (1991) theorized that while
commitment is necessary, it is not sufficient for retention
unless reinforced by supportive conditions such as
career development and fair compensation. Similarly,
Khuong and Linh (2020) found that committed
employees still leave if external job alternatives are
more attractive or if internal dissatisfaction persists.
Additionally, the study by O’Keefe et al. (2025) noted
that employee decisions to stay or leave are multifaceted
and influenced by a mix of organizational and personal
factors, not commitment alone.

Employee Commitment and

Variables Employee Retention
Correlation ok
Coefficient 205
Qualitative

tati Low
Description
P-value 0.000

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

Table 7: Nature and Strength of the Relationship between
Employee Commitment and Employee Retention

Regression and Mediation Analysis Showing
the Relationships among Transformational
Leadership (TL), Employee Commitment (EC),
and Employee Retention (ER)

'The regression and mediation analysis results in Table
8 provide an insightful interpretation of the dynamics
between transformational leadership, employee
commitment, and employee retention in the BPO
sector. The direct effect of transformational leadership
on employee retention is negative and significant
(B =-0.251; p < 0.01), indicating that transformational
leadership practices, as implemented in this context,
may not encourage retention directly. However, the
introduction of employee commitment as a mediating
variable slightly lessens the negative effect (§ = -0.194)
and reveals a significant positive effect of commitment
on retention (B = 0.185; p = 0.01). This suggests
that transformational leadership indirectly supports
retention when it first builds employee commitment. In
terms of sustainability, these findings imply that eftorts
to promote long-term workforce stability and reduce
turnover in the BPO sector must consider the pivotal
role of commitment-building, rather than relying solely

on leadership style.

The implication of these findings for the BPO
sector is that leadership strategies focused only on
transformational approaches without addressing how
these translate into emotional or normative bonds
for employees may inadvertently lead to retention
challenges. This misalignment between leadership
intention and retention outcomes can strain
organizational sustainability, particularly in high-
turnover environments like BPO companies, where
human capital continuity is essential. The results
also suggest that transformational leaders might
unknowingly create high-performance demands
without sufficiently reinforcing retention drivers unless
they also cultivate strong employee commitment.
If not managed, this disconnect could lead to
operational instability, loss of talent, and increased

TL EC
Model R-Squared Coefficient Coefficient p-value TL  p-value EC
I(DTifI‘th_)EEﬁ%t 0.109 -0.251 - 0.0000017 -
h?’?%afrgét)h 0.163 -0.311 - 0.000000003 -
(TLFélSlanl\éoiflER) 0.139 -0.194 0.185 0.00052 0.0104

Table 8: Regression and Mediation Analysis Showing the Relationships among Transformational Leadership (TL), Employee
Commitment (EC), and Employee Retention (ER)
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recruitment and training costs, undermining long-term
organizational sustainability.

These findings are supported by past studies.
For instance, Karimi et al. (2023) found that
transformational leadership increases innovative
behavior only when employees are emotionally
engaged, revealing the mediating role of commitment.
'This was supported by Hauer, Quan, and Liang (2021),
who revealed that leadership influences retention only
when it successfully promotes employee trust and
commitment. Moreover, Decuypere and Schaufeli
(2021) noted in a meta-analysis that transformational
leadership’s positive effects are largely contingent on
how it enhances psychological engagement, which
supports the notion that commitment is a necessary
bridge to sustainable retention outcomes.

Exploratory Factor Analysis

'The Exploratory Factor Analysis in Table 9 confirms
the structural validity of the measurement scales used
in assessing transformational leadership, employee
commitment, and employee retention in the BPO
sector. The results show that each item loaded
significantly on its intended factor, with minimal
cross-loading, indicating that the constructs are
well-defined and empirically distinct. Specifically, all
transformational leadership indicators loaded highly
on Factor 1 (ranging from 0.76 to 0.83), commitment
items on Factor 2 (0.79 to 0.84), and retention

Factor 1
Item (Transformational
Leadership)
TL1: Idealized Influence 0.81
TL2: In‘spir:ational 0.78
Motivation
TL3:‘ Intellfectual 0.76
Stimulation
TL4: Individualized
) . 0.83
Consideration
EC1: A.ffective 0.12
Commitment
EC2: Nc?rrnative 0.10
Commitment
EC3: Cor}tinuance 0.08
Commitment
ER1: Training 0.05
ER2: Job Security 0.03
ER3: Promotion 0.02
ER4: Compensation 0.01

Kalu Umachi Umachi & Leilani I. de Guzman

indicators on Factor 3 (0.74 to 0.80). This clear factor
structure suggests that the BPO workforce perceives
these concepts as separate and meaningful, revealing the
effectiveness of the transformational leadership model
in influencing specific workforce outcomes. From a
sustainability standpoint, the validated measurement
structure supports the notion that leadership behaviors,
emotional commitment, and strategic HR practices
(e.g., training and job security) are foundational in
developing long-term, sustainable workforce systems
in high-turnover environments like the BPO industry.

Conclusions and Recommendations

The study concluded that while transformational
leadership practices are rated highly among employees
in the selected BPO companies in Lagos, Nigeria,
their direct effect on employee retention is negligible,
although they moderately influence employee
commitment. Furthermore, employee commitment
itself positively affects retention, indicating that
long-term employee attachment is fostered more by
emotional and normative bonds than by leadership
alone. The findings reiterate the need for a more holistic
approach where leadership, organizational support, and
sustainable human resource practices are integrated to
retain talent and build institutional longevity in the
BPO sector.

Factor 2 (Employee  Factor 3 (Employee

Commitment) Retention)
0.10 0.04
0.08 0.03
0.09 0.05
0.11 0.06
0.84 0.08
0.82 0.09
0.79 0.07
0.05 0.80
0.04 0.77
0.03 0.75
0.02 0.74

Table 9: Exploratory Factor Analysis
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To address these findings sustainably, BPO
management should institutionalize leadership
development programs that emphasize ethical
leadership, transparency, and long-term employee
growth. This promotes a culture of trust and
psychological safety, which is key to sustainable
workforce engagement. Second, reinforcing employee
commitment through inclusive decision-making,
tlexible work options, and consistent recognition
supports not just retention but also social sustainability
by valuing human capital as a renewable resource. Third,
embedding sustainability in employee retention means
linking training, job security, and promotion policies
with long-term career development, which reduces
turnover and the environmental footprint associated
with frequent recruitment and onboarding. Fourth,
compensation structures should reflect not only market
standards but also equity and well-being, encouraging
a sense of belonging and reducing financial stress,
both of which are integral to a sustainable workplace.
Lastly, integrating corporate sustainability goals into
HR practices, such as green workplace initiatives and
wellness programs, will position BPO firms as socially
responsible employers, thereby enhancing employee
loyalty and organizational resilience over time.
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