§ sciendo ,Central European Management Journal”
Vol. 29, No. 4/2021, p. 196214, ISSN: 2658-0845, e-ISSN: 2658-2430

© 2021 Authors. This is an open access article distributed under the Creative Commons BY 4.0 license
(https://creativecommons.org/licenses/by/4.0)

Commitment in the German Banking and Consulting Industry:
Influence of Different Leadership Styles
on Employee Commitment

Vinzent Zerner!, Eckhard Marten?, Jens Brandt?

Submitted: 16.09.2019. Accepted: 16.08.2021

Abstract

Purpose: The success of a firm often largely depends on its employees. Therefore, we propose and
test the possibility of influencing affective and normative commitment by transactional, transforma-
tional, and passive leadership styles.

Implications: Demographic change is progressing slowly but steadily; here lies the crucial point. Our
results show that only transformational leadership influences the commitment dimensions positively.
That can help make the best use of scarce human resources to remain competitive in the long term.

Originality/Value: The article provides new information concerning the relationship between transfor-
mational and transactional leadership style and their influence on commitment within the banking
and consulting sector of the German service industry. It highlights the need for further research into
this topic across industries and demographics. For cross-cultural (USA-Germany) comparisons, the
article might help to understand differences and trends within globalization.

Methodology: To address this question, we conducted interviews with 197 employees of the financial
service sector in Germany to confirm the relationship between leadership styles and employee com-
mitment. In order to verify and extend previous research, we planned an explanatory study. We used
the multiple regression analysis to examine this relationship.

Findings: The results provide new evidence for German participants, which show (1) that transfor-
mational leadership is the “optimum” to facilitate commitment and is completely decoupled from
the other leadership styles. (2) Preliminary studies revealed a preference toward transactional leader-
ship, which correlated positively with affective and normative commitment. The present study cannot
confirm this correlation. (3) Passive leadership correlates negatively with commitment, which
indicates that the avoidance of passive leadership is essential. In sum, the correlation for different
leadership styles (except transactional leadership style) is higher than in the preliminary studies.
This indicates that the relationship between leadership styles and affective and normative commit-
ment is exceeding the assumptions.
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Introduction

Today, it is more important than ever for companies to compete for skilled specialists
and executives. Globalization, digitalization, and demographic changes are just a few
of the influencing factors. The currently hired employees often belong to Generation
Y. This group of young, well-trained people is accustomed to having numerous options
for just about everything, both in their private and professional lives (Sainger, 2018).
This shows a new and challenging aspect for their employers, especially in terms of
leadership (Tavakkoli, 2009). Moreover, due to globalization and digitalization, manage-
ment roles change along with business processes that constantly evolve: by utilizing
modern technology to create new processes (or modify existing ones), resulting in
a continually accelerating pressure to adapt (Ademola, 2016).

In this context, commitment is extremely valuable. It describes every employee’s
attachment to the company. This bond supports both the reduction of employee turn-
over and the increase of employee motivation to provide outstanding services for the
company (Westphal and Gmiir, 2009). According to Moser (1997), commitment describes
an action. A committed person shows a relatively stable behavior over a long period and
consciously rejects alternatives, such as other job offers (Asif et al., 2019).

In recent decades, transformational leadership is one of the most important leadership
concepts, and there is growing interest in how such a leadership style impacts employee
commitment. Consequently, we consider transformational leadership (Bass, 1985) to
be an appropriate starting point for this study.

However, it is of practical importance to better understand the impact of leadership
on “young professionals.” Gulluce et al. (2016) already studied the banking industry in
this light, but only with a general sample. In the long term, companies can only succeed
in recruiting desirable candidates if they communicate their employee orientation to
the outside world and pursue it based on an overall system of leadership, values, and
vision, but also personnel tools (Tavakkoli, 2009, p. 32).

This study offers first insights into how to lead and engage the next generation of
employees in the banking and consulting sector. Once qualified employees have been
recruited, they must be integrated into the corporate context. The direct superior plays
a big role in an employee’s integration into the company (Schuhmacher and Geschwill,
2014). Furthermore, the management or leadership style significantly impacts employee
turnover (Sprenger and Novotny, 2016). In short, this article gives a concrete guide on
how to motivate Generation Y, based on the literature review and own study findings.
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As aresult, our conclusions will support companies in navigating through the challeng-
ing times in which human capital becomes increasingly important.

Theoretical Background and Prior Research

In Germany, the influence of leadership styles on commitment was already demon-
strated by Felfe (2005). His model and empirical studies have so far been strongly
normative to the effect that a specific management style — the “transformational” style
—is the “best leadership style” to be pursued. According to the situational leadership
models introduced by Hersey and Blanchard (1969), we should differentiate that neither
can single employee groups (e.g. “industrial workers,” “emotional workers,” etc.) nor
“employees” themselves say that one style of leadership always leads to the best outcome
(Graeff, 1983; Asif et al., 2019).

Among others, Buil et al. (2019) show that commitment has an influence on various
factors, such as employee performance and company stock prices fluctuation rate. We
will investigate in more detail, how it can be increased by executives through leader-
ship (Lapointe and Vandenberghe, 2018; Buil et al., 2019; Farahnak et al., 2020). The study
aims to confirm both aspects mentioned above. Moreover, there are further findings
from the literature regarding employees working at consultancies and banks. The aim
is to verify or falsify additional hypotheses derived from the theoretical part. Lastly, we
will examine in more detail the less mentioned sub-areas like positive moderator effects
between different management styles and their consequences for the commitment.

Organizational Commitment

According to Mathieu and Zajac, organizational commitment (OC) can be defined as
“a bond or linking of the individual to the organization” (Mathieu and Zajac, 1990,
p. 171), with consideration of fundamental ideas (e.g. Becker, 1960; Salancik, 1977; Mow-
day, Porter, and Steers, 1982). Moser et al. (2014) argue that all approaches differ only
in how this bond to the company was made.

In this article, OC represents the dependent variable. The article aims to examine and
improve the comprehensibility of the factors that influence OC. Subsequently, we will
investigate different leadership styles as influencing factors in the next section.

Commitment to the company is divided into three dimensions: (1) affective commit-
ment, which describes an emotional linking; (2) continuance commitment, which
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refers to weighing up alternatives; and (3) normative commitment, which contains the
obligation to the company, e.g. due to corresponding socialization (Jaros, 2007; Gulluce
et al., 2016).

Meyer and Allen (1991) and recently Gulluce et al. (2016) show that the three dimen-
sions correlate with one another to a different extent. There is a very weak correlation
between continuance and affective commitment and between continuance and norma-
tive commitment, not to mention the study by Meyer and Allen (1991) even shows
negative correlations. However, affective and normative commitment show a positive
correlation (Meyer and Allen, 1991).

The sample examined in the present study focused on whether leadership directly
causes affective and normative commitment (Mowday et al., 1979). Therefore, these two
dimensions of commitment were used for the following survey. The continuance com-
mitment is based on a rational cost-benefit analysis, which in turn allows for a wide
range of influencing factors that can be excluded in this case (Moser, 1997).

We also included in our investigation the more recent studies, such as the one by
Solinger, van Olffen, and Roe (2008). However, the three-dimensional model by Meyer
and Allen (1991) is best suited for the present study as it provides statistical results from
the past (both for Germany and the USA), thus allowing for a comparison with pre-
vious studies.

Factors Influencing the OC. The work-related factors that influence OC refer to work situa-
tion characteristics: relationship to superiors, corporate culture, connection to col-
leagues, and type of work activity (Moser, 1997). The organization-related factors that
influence OC refer to the corporate structure determined by the company’s management
and the methods of human resource management, such as communication structure,
induction, further training measures, and career opportunities (Mowday et al., 1982).

Result Factors of OC. “Commitment plays an important role in predicting behaviour
at the workplace. As many literature reviews have shown, commitment correlates with
work outcomes” (Riketta and Dick, 2009, p. 69). Increased commitment appears when
the employee remains loyal to the company even in difficult times; hence, employee
turnover decreases, and employees take fewer sick days (Westphal and Gmiir, 2009).
Work performance means that the employee is willing to perform extra work and
advocates for the well-being of other employees (Mowday et al., 1979). Health and well-
-being were subsequently observed by Meyer et al. (2002) in reference to employee
health issues such as burnout.
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Trends within Globalization

Globalization combines many interconnected, far-reaching, and complex factors:
economic, political, sociocultural, demographic, linguistic, technological, and environ-
mental. These factors impact leadership paradigms and the societies in which they
operate. The positive effects of globalization include economic growth, technological
advancement, political and social integration, while the negative results include feel-
ings of disenfranchisement, injustice, hostility, and exclusion. Therefore, leaders must
not only be able to keep up with the critical and multifaceted global trends that impact
everything they do, but they should also be flexible and able to adapt to the ebb and
flow of the ever-changing forces of globalization in the twenty-first century (Litz, 2011).
Huber (2004) suggests that a transformational leader is more engaged with the people
performing the tasks, forging relationships, making a conscious effort to gain coopera-
tion and commitment, and actively influencing organizational culture. Achieving
collaboration with, engagement in, and active influence on company culture leads to
more cooperation, coherence, and independent teaching and learning of employees
(Huber, 2004). This might be one of the important factors that form the challenges
arising from globalization.

Employee OC in Management Consulting and Banking

The present study concentrates on employees in the consulting and banking industries
as its value is strongly linked to its employees’ knowledge and networks (Donnelly,
2006). Thus, in these sectors, it is of great importance to avoid the exchange of know-
ledge and know-how with competitors as this can result in enormous economic damage
for companies (Haller, 2015). Since new entrants generally have a higher turnover rate,
the proportion of this group of employees was deliberately kept high at around 60%
of the survey group. Moreover, knowledge management and free knowledge flow
within the company are especially important for the consulting and banking industry,
and they can be facilitated by appropriate leadership (Kumar, 2008).

Leadership as a Possible Cause for Affective
and Normative Commitment

To be more precise with leadership — as part of work characteristics — and the possible
extent of its influence on affective and normative commitment, we specified leadership
styles. Therefore, an integrating model of leadership styles — namely the Full Range of
Leadership Model (FRLM) — was used to establish the context of leadership as a pos-
sible cause for affective and normative commitment.
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Full Range of Leadership Model. The FRLM counts among the new leadership approaches.
According to the definition, the FRLM offers a complete range of leadership. By using
the “Multifactor Leadership Questionnaire 5x” (MLQ) that considers various influ-
encing factors — personality, influence, situational variables, and result variables — the
different dimensions are measurable (Felfe and Goihl, 2002b). The original model
(Burns, 1978) with its transactional and transformational concept was translated by
Bass (1985) from politics to business. Since this article considers the construct of leader-
ship and its impact on commitment, Bass’s construct appears as most suitable for our
needs (Nerdinger, 2019). The FRLM represents a holistic approach to leadership and
enables the investigator to make a clear statement about which leadership style posi-
tively influences commitment. There is no need to limitate any concept, which increases
the general validity of the examination. Moreover, this part ensures that the recom-
mended action is relevant for companies that consider as many management approaches
as possible.

Transformational Leadership Style. The transformational leadership style describes
how the transformation of values and attitudes results in increased performance,
namely eschewing selfish and individual goals for the sake of long-term overarching
corporate goals. In this style, the manager seeks to influence the intrinsic motivation
of his employees. Bass et al. (2003) enumerate four dimensions: idealized influence/
charisma, inspiring motivation, intellectual stimulation, and individual employee
orientation (Farahnak et al., 2020). In this study, the hypotheses were derived from
existing research in this area to provide empirical evidence. It was an “ex post facto
design” as the preconditions for quasi-experimental and experimental investigations
were not given. Because previous studies (e.g. Bass et al., 2003; Farahnak et al., 2020;
Felfe, 2006) and commitment management studies indicate that transformational
leadership and its effects on employees positively influence commitment, we expected
that it positively affects the commitment of employees in consulting and banking.

Hypothesis 1a: Transformational leadership is positively related to affective
commitment.

Hypothesis 2a: Transformational leadership is positively related to normative
commitment.

Transactional Leadership Style. The transactional leadership style describes an inter-
dependence between employees and managers. Transactional management focuses
on managers following their employees’ individual goals like salary to satisfy them, thus
raising employee goals to a higher level. Two categories determine the transactional
management style: conditional reward and active management by exception (Bass et
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al., 2003). Felfe (2006) confirmed that transactional leadership positively influences
German employees. Therefore, we expect a positive correlation between leadership
and commitment.

Hypothesis 1b: Transactional leadership is positively related to affective com-
mitment.

Hypothesis 2b: Transactional leadership is positively related to normative com-
mitment.

Passive Leadership Style. Since passive managers avoid influencing their employees,
this leadership style is also known as “non-leading.” The two components that deter-
mine this kind of leadership are passive management by exception and laissez-faire
(Bass et al., 2003). Because previous studies (e.g. Bass et al., 2003; Felfe and Goihl, 2002b;
Felfe, 2006) show that both dimensions of passive leadership have a negative impact
on commitment, we expect that the leadership style negatively relates to affective and
normative commitment.

Hypothesis 1c: Passive leadership is negatively related to affective commitment.
Hypothesis 2c: Passive leadership is negatively related to normative commit-
ment.

According to Bass (1985), transformational leadership promotes employee performance
beyond the effect of transactional leadership (augmentation effect). We postulated
above that transactional leadership style is positively correlated with affective commit-
ment and transformational leadership moderates this relation in a positive way. Because
we assumed that the transformational leadership style correlates more positively with
affective commitment than the transactional leadership style, we may consider a posi-
tive moderator effect. In other words, the level of the transformational leadership style
influences the effect of the transactional leadership style on affective and normative
commitment.

Hypothesis 3a: Transformational leadership positively moderates the relation-
ship between transactional leadership and affective commit-
ment. The affective commitment rises with the increase in
transformational leadership.

Hypothesis 3b: Transformational leadership has a positive moderator effect on
the relationship between transactional leadership and norma-
tive commitment. The normative commitment rises with the
increase in transformational leadership.
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Methods
Procedure

The study was conducted using an online survey via sosci-survey.de. Participants
were recruited through the authors’ network in the financial and consulting sectors;
the companies were asked to distribute the survey to their employees. Furthermore,
we questioned graduates who started working in the last two years and undergraduates
currently pursuing internships in the relevant industries. Since commitment primarily
originates from the first two years of employment, this group was essential (Klaffke
and Parment, 2011). Before the evaluation, the data set was cleaned. Incomplete data
was removed, as was data from participants who were unemployed or in an internship
at the time of the survey or who were self-employed and thus had no manager. Statis-
tical analysis was performed using SPSS software, and multiple regression analyses
were used to test the hypotheses, with moderation analysis as hierarchical regression.
Furthermore, this study employed an “ex-post facto design” as neither the prerequisi-
tes for quasi-experimental or experimental design were provided (Raab-Steiner and
Benesch, 2012).

Participants

The final sample size was N=197. Only employees from the consulting and banking
sectors were surveyed. Among the participants, 106 (53.8%) were men, and 91 (46.2%)
— women. For data protection reasons, age was recorded in categories to make the data
traceable. Participants 30 years old or younger comprised 58.9% of the survey group,
24.4% were between 31 and 40 years old, 11.2% were between 41 and 50 years old,
and 5.1% were over 50 years old. One participant did not provide the age. For statistical
analysis, participants were divided into two age groups: the group of younger partici-
pants (up to 30 years) represented 58.4% (N=115) of the sample, the group of older
participants (over 30 years) comprised 41.1% (N=81) of the sample. Employed partici-
pants formed 80.2% (N=158) of the surveyed group, and 19.8% (N=39) were complet-
ing an internship. The duration of employment at the current firm was distributed in
the sample as follows: 26.4% had been employed for less than one year, 47.7% for up
to five years, 19.8% for five to 10 years, and 6.1% for more than 10 years.

Measures

Questionnaires were administered in German, using well-validated scales in German.
Both questionnaires use a five-point scale, from 1 (never) to 5 (almost ever).
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Transactional and transformational leadership were measured with MLQ according
to Felfe and Goihl (2002b). To calculate the scale score for transactional leadership,
we used the seven items of the two subscales: contingent reward; active management
by exception. To calculate the scale score for transformational leadership, we used
five subscales: intellectual stimulation; inspirational motivation; idealized influence
attributed; idealized influence behavior; and individual consideration. Jointly, they
comprise 20 items.

To measure organizational commitment, we employed the German translation of the
affective commitment scale and the normative commitment scale by Schmidt, Holl-
mann, and Sodenkamp (1998). Since the results of the pre-test recommended short-
ening, each dimension of the questionnaire contained eight items.

Results

First, we examined the descriptive statistics, intercorrelations, and reliabilities (Table 1).
Affective commitment correlated with r = .575 to transformational leadership, thus
clearly showing the influence on affective commitment. Passive management correlated
negatively with affective commitment. All figures correlated with r < -.389, which
suggested a medium-strong negative correlation and was on average r = -.100 more
negative than Felfe’s (2006a) figures.

Table 1. Descriptive statistics

transf. transa. passive

MEAN SDV gender age aC nC

L. L. L.
gender 46 .50
Age 4 49 027
transformational L. 3.70 64 -16™ 01" (90)
transactional L. 3.28 45 07" -.08" 347 (47)
passive L. 2.27 .60 09" -04" -58" -39 (53
affective C. 3.76 .69 -.05™ 017" 56™ A4 -39 (72)
normative C. 3.42 .70 09" 06" 35" 1™ -26™ 54" (T71)

Note: N=197; Reliability (Cronbachs Alpha) in Brackets; * p < .05; ** p < .01; gender: 0 = male; 1 = female;
age: 0 = up to 30 years; 1 = over 30 years.

Source: own elaboration.
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The two main personal characteristics — gender and age — emerged as uncorrelated in
all three leadership styles and both dimensions of commitment.

All leaderships styles were correlated, while affective and normative commitment
were correlated, too. Transformational leadership was significantly positively correlated
with commitment, and passive leadership was significantly negatively correlated with
commitment. Only transactional leaderships correlated with commitment on a low level.

Table 2 shows the result of regression analysis to explain affective and normative com-
mitment by leadership.

Table 2. Regression analysis affective and normative commitment by leadership

affective commitment normative commitment
Step Predictors

Beta AR? Beta AR?

gender -.052""* -.089™""

1 age .009™" 057
.003" 0117

transformational 553" 300"

transactional -.090""" -.020"""

’ passive =107 -.085""
3417 119"

Note: N=197; ** p<.01, *** p<.001; gender: 0 = male; 1 = female; age: 0 = up to 30 years; 1 = over 30 years.
Source: own elaboration.

After excluding the impact of gender and age (both were dummy coded with 0 and 1),
the 34% variance of affective commitment was explained by the three leadership
styles, but only transformational leadership had a significant effect. Because of this
result, we could have confirmed hypothesis 1a but not hypotheses 1b and 1c. The three
leadership styles showed a 129 variance of normative commitment. After control, it
turned out to be the influence of gender and age. Thus, hypothesis 2a was confirmed,
while hypotheses 2b and 2c were rejected. Although the variance resolution is lower
for H2 than for H1, the pattern is the same: transformational leadership influences the
commitment dimensions; the other two styles have no effect.
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Table 3 shows the hierarchical regression analysis result to test the moderation effect
of transformational leadership on the relationship between transactional leadership
and commitment.

Table 3. Results from hierarchical regression analysis predicting affective
and normative commitment

affective commitment normative commitment
Step Predictors
BETA AR? BETA AR?

gender -.052"* -.089"*"

1 age .009™ 057"
003" 0117

transactional -.066™"" -.001""

2 transformational 606" 343"
3347 1147

Interaction -.084""* -.099™"
007" 010"

Note: N=197; ** p<.01, *** p<.001; gender: 0 = male; 1 = female; age: 0 = up to 30 years; 1 = over 30 years.
Source: own elaboration.

The analyses showed that the interaction term was not significant. Therefore, hypoth-
eses 3a and 3b were not supported.

Discussion

The study could not confirm whether prior research (Felfe and Goihl, 2002b; Felfe,
2006) identifies the preferred leadership style for employees in the consulting and
banking sectors. In conclusion, only transformational leadership leads to success in
these sectors.

Thus, we may assume that there is a correlation between transformational leadership
and affective commitment among employees of banks and consultancy agencies. This
result is higher than Felfe’s results (2006a). We may deduce that the transformational
leadership style has a more significant influence on the affective commitment of our
respondents than the one shown in Felfe’s study (2006b). According to our study, the
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transformational leadership style’s impact on the development of affective commitment
is even higher than already assumed. One reason for this could be the age of 59% of
the interviewees ranging from 20 to 30 years, while 25% were between 30 and 40, and
11% were between 40 and 50 (the rest was older). According to preliminary studies,
this age group is of great importance to high-quality leadership (Klaffke and Parment,
2011). Furthermore, a significant reason for this could be that the respondents come
from banking and consulting, representing customer contact employees. The influence
of “emotional” leadership is substantial here (Nerdinger and Pundt, 2018). The effect
of transformational leadership on respondents’ emotions is further directly supported
by empirical studies (Bono et al., 2007), which adequately explains the strong tendency
toward transformational leadership.

Therefore, the regression analysis delivers valuable insights to explain affective com-
mitment by leadership. The three leadership styles can explain 34% variance of affec-
tive commitment, but only transformational leadership shows a significant effect. This
underlines the finding that the positive impact of transformational leadership is detached
from transactional leadership; thus, hypothesis 1a can be confirmed while hypotheses
1b and 1c are not supported.

The result of the exemplary leadership described in this article has enhanced the the-
oretical assumptions. We assumed that the interviewed Germans would desire a dif-
ferent leadership than US-Americans, a population in which the MbEa (part of trans-
actional leadership) scale is much higher. Among US respondents, a drop on the CR
scale is typical, as shown in Felfe’s (2006a) study. Therefore, for the employees surveyed
in our study, the most efficient leadership style is similar to the leadership in the USA.

Due to these results, it is even more important to avoid passive leadership than to lead
in a transactional style (Felfe, 2006a).

In conclusion, the results of affective and normative commitments are similar. The
leadership styles correlate with r = .150 on average, namely stronger with affective
than normative commitment. What is particularly interesting is that the transactional
leadership style has no significant influence, but the CR scale retains great importance.
Therefore, the assumed preferred German leadership style could not be confirmed.
Moreover, the most efficient leadership described has similar characteristics to those
of Bass (1995).

On the one hand, this deviation from the expectation can be ascribed to the consult-
ing and banking sectors and their high degree of interlacing with US-American com-
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panies. On the other hand, the respondents’ age is likely to play a significant role:
about half of the respondents were 20 to 30 years old (Klaffke and Parment, 2011);
19.8% of them pursued an internship and just started their career, emphasizing the
importance of good leadership for career starters.

Since the USA often shapes modern leadership styles, we may assume that the link
between the younger generations and the American ideal leadership style is higher
than the interlacing with the older generation (Hilger, 2004). This process of Ameri-
canization is intensified by globalization (Otte, 2006). Furthermore, what increasingly
gains importance is networking with American companies, especially in the consult-
ing and banking sector. Today, it is very common to work in international teams.
Moreover, the exchange between employees is explicitly promoted in consultancies
and banks, which could further impact these deviating results.

Subsequently, we examined whether transactional leadership has a positive modera-
tor effect. Since transactional leadership did not correlate significantly with the two
dependent variables, the possibility of a significant positive moderator effect was
questionable from the outset. The hypotheses in this part were also rejected in favor
of the null hypothesis. In its definite form, transactional leadership has a slightly
negative effect on both commitment dimensions.

Overall, these results clarify that the transformational leadership style is mainly inde-
pendent of other leadership styles’ interaction effects. Moreover, the mere existence of
this type of leadership style positively contributes to the affective and normative com-
mitment of employees in the consulting and banking sector.

Summary

The analysis of previous studies (Felfe and Goihl, 2002a; Felfe, 2006a; Felfe, 2006b)
revealed that transactional leadership tends to be more desirable and correlates posi-
tively with affective and normative commitment. This statement could not be con-
firmed in our study. Furthermore, the assumption that the transactional leadership
style positively moderates transformative leadership could not be verified (Bass, 1985;
Podsakoff, MacKenzie, Moorman, and Fetter, 1990; Podsakoff, MacKenzie, and Bom-
mer, 1996; Felfe, 2006a).

While the transformational leadership style correlates positively with the surveyed employ-
ees’ affective and normative commitment, the passive leadership style has a negative
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effect. As a result, the transformational leadership style is the most suitable manage-
ment style to develop commitment. Therefore, the transformational leadership style
positively influences commitment and is not influenced by other management styles.

As highlighted in the theory, it is of great importance to avoid the exchange of knowl-
edge and know-how with competition while still enabling free knowledge flow within
the company. Kumar (2008) proved that for knowledge workers in India. Our article
shows that transformational leadership supports the following three success criteria:
(1) avoiding the exchange of knowledge with competitors; (2) reducing turnover rate;
and (3) enabling free knowledge flow within the company.

Theoretical Implications

The results show that the topic is highly relevant and should be addressed in future
research. The decisive factor is likely to be the demographic change having a constant
and inexorable impact. The demographic shift is increasingly forcing companies to
implement measures to optimally utilize scarce human resources to maintain competi-
tiveness (Ballwieser, 2007). Since transformational leadership has turned out to be
decisive for the affective and normative commitment of career starters and the asso-
ciated result factors, companies should be guided by this kind of leadership. Future
studies should focus on the younger generation and the influence of leadership on the
core success drivers defined in theory, thus reducing fluctuation and enhancing know-
ledge flow within the company.

Practical Implications

Future-oriented companies with the desire to be competitive and innovative through
the creative skills and ability of young employees are advised to train their managers
in transformational leadership.

Sosik and Jung (2010) describe that transformational leadership could be conveyed
with training methods. Bass (1985) already indicated that we can develop a transac-
tional leader into a transformational one by using the right combination of training
and subsequent 360° feedbacks (Bass, 1999).

Transformational leadership could currently be described as “the optimal leadership,”
which serves as a significant benchmark for companies and managers. Our results
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show that only transformational leadership has an impact on commitment dimensions.
Leading with emotions in banking and consulting is particularly important since they
are service industries (Buil et al., 2019), which is why transformational leadership is
indispensable. The techniques especially crucial for leaders are: (1) idealized influence
that explicitly targets the pride and respect that employees experience; (2) inspirational
motivation that emphasizes evoking enthusiasm and optimism in employees; (3) indivi-
dualized treatment reinforces the positive emotions triggered by the employee by
addressing his or her needs. In short, leadership helps to achieve overall company
goals by stimulating central drivers for success.

Limitations

This article considers the affective and normative commitment components, focusing
on the independent variable of leadership. A study of other foci was not included.
Nevertheless, such a study could help researchers to elaborate on the importance of
leadership in further investigations. Our study only considered the influencing factor
of leadership. An extension of possible independent variables in the area presented
in this article can further highlight the significance of leadership in contrast to other
influencing variables, such as job characteristics. After all, the revealed reliabilities
of both transactional and passive management were low (<.6), which should future
studies in the field should take into consideration.
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