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Abstract 

The study aims to examine how transformational leadership affects the level of psychological 
empowerment of employees. The participants of the study were teaching and non-teaching personnel 
of selected higher education institutions in Pampanga and they were selected using convenience 
sampling technique. Quantitative and causal research designs were used and partial-least square – 
structural equation modelling (PLS-SEM) was employed to measure the research hypotheses. The 
findings revealed that idealized influence and intellectual stimulation positively and significantly impact 
psychological empowerment. It can be argued that, when a leader of an organization behaves in a way 
he or she becomes a role model to his/her followers (idealized influence) and at the same time 
encourages innovation, creativity, and critical thinking (intellectual stimulation), employees exhibit a 
sense of perceived control, competence, and achievement of organizational goals (psychological 
empowerment). Implications of the study and future research direction were also included in the 
present study. 

 
Keywords:  transformational leadership; psychological empowerment; idealized influence; individualized consideration; 
intellectual stimulation 
 

 
1. Background of the Study 
The concept of leadership is considered one of the most widely debated and studied topics in the field 
of organizational behavior. Many of the previous researchers identified numerous factors that can 
contribute to effectiveness of leaders while others studied the different organizational phenomena that 
have something to do with leadership (Moorhead & Griffin, 2012). Despite the many questions that 
surround leadership, particularly on the aspect of why it should be studied, the everyday significance 
of leadership in an organization cannot be neglected. Moreover, regardless of the many unanswered 
queries on leadership, scholars have produced relevant undertakings identifying crucial factors that 
influence the effectiveness of leaders (Tichy & Bennis, 2007; Bass & Bass, 2009). With the 
complexities of workplaces, leadership plays a crucial role in influencing an organization toward 
attaining its vision, mission, and goals (Robbins & Judge, 2013).  

 
Leadership is an accumulation of continuous process of education, training, self-study, and experience 
(Bass & Bass, 2008). It is a process of influencing individuals to achieve organizational goals 
(Northouse, 2007) and it is at the same time a responsibility to attain organizational cohesion and 
cohesiveness through proper utilization of resources (Ololube, 2013). It is a form of non-coercive 
influence and a set of attributes where one uses influence successfully (Moorehead & Griffin, 2012). 
A good leader is characterized by a robust character and an altruistic devotion to the company (Jenkins, 
2013). Regardless of the type and size of the organization, trustworthiness is a principal factor and a 
key to good leadership (Lamb & McKee, 2004; Ivancevich, Konopaske, & Matteson, 2007). 
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Modern perspectives on leadership focus on how leaders are viewed by their followers. One of the 
most well-research leadership perspectives is transformational leadership (Gulati, Mayo, & Nohria, 
2013). It has gained attention among researchers and scholars in the last decades and is considered 
now as one of the most influential leadership theories (Mhatre & Riggio, 2014). A transformational 
leader engages and empowers his or her followers through promotion of the firm’s values and goals 
(Shamir, House, & Arthur, 1993; Kark, Shamir, & Chen, 2003) and through inculcation of self-
development, achievement, and fulfillment (Bass & Steidlmeier, 1999). A thorough understanding of 
the influence of transformational leadership on empowerment, job satisfaction, commitment, trust, 
self-efficacy beliefs, and motivation can lead everyone to a better knowledge on employee behavior 
and how employees can positively impact the organization (Givens, 2008). 
 
Aside from transformational leadership, employee involvement in the organization can impact 
motivation and this can be enhanced through empowerment.  Empowerment enables individuals to 
set their personal goals, make decisions, and find solutions within the scope of their job and authority 
(Moorhead & Griffin, 2012). It is formed by the context of the enterprise specifically by management 
practices and leadership behaviors (Arnold, Arad, Rhoades, & Drasgow, 2000; Ahearne, Mathieu, & 
Rapp, 2005; Seibert, Wang, & Courtright, 2011). It is a phenomenon that is both simple and complex. 
It is simple because it informs managers not to command employees too much but instead allow these 
individuals to do their jobs. It is complex because managers and workers are not usually trained to do 
that. A huge amount of time, training, and practice is needed to effectively empower people 
(Moorhead & Griffin, 2012). Looking at the concepts of transformational leadership and 
psychological empowerment, the fundamental goal of the present study is to examine how 
transformational leadership can affect employees’ psychological empowerment.  

 

There are myriad studies on transformational leadership and its effect on different organizational 
behavior factors. For example, the study of Atmojo (2015) examined how transformational leadership 
impacts job satisfaction, organizational commitment and employee performance. The findings 
revealed that transformational leadership positively impacts job satisfaction and organizational 
commitment. Moreover, the results also indicated that job satisfaction and organizational commitment 
affect employee performance. Moreover, Belias and Koustelios (2014) investigated the relationship 
between transformational leadership and job satisfaction in banking sector. The findings showed that 
the presence of transformational leadership increases job satisfaction of employees. Additionally, 
Eliophotou Menon (2014) examined the effect of transformational leadership on teachers’ job 
satisfaction. The results revealed that job satisfaction of teachers is attributed to transformational 
leadership.  Same is true with the study of Tesfaw (2014) who identified that Ethiopian secondary 
teachers’ job satisfaction is positively related to transformational leadership.  

 
Several studies have identified the relationship between transformational leadership and psychological 
empowerment. For instance, Özaralli (2003) examined how transformational leadership impacts 
empowerment and effectiveness of teams. The results showed that transformational leadership 
predicts empowerment and as the level of empowerment increases, team effectiveness likewise rises. 
On the other hand, Kaur (2013) analyzed the mediating effect of empowerment on the relationship 
between transformational leadership and employees’ self-esteem and vision. The findings revealed that 
transformational leadership is positively related to employees’ self-esteem and vision. Moreover, when 
included in the picture, empowerment enhances the direct link between transformational leadership 
and self-esteem and vision of the workers. A similar study was also conducted by Choi, Goh, Adam, 
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and Tan (2016) who examined the mediating role of empowerment on transformational-job 
satisfaction relationship among nurses. The findings indicated that empowerment augments the link 
between transformational leadership and job satisfaction. In short, transformational leadership 
impacts job satisfaction. This relationship is further enhanced because of empowerment. Moreover, 
Lan and Chong (2015) examined the interrelationships of transformational leadership, psychological 
empowerment, and work attitudes of employees. The results revealed that transformational 
leadership-psychological empowerment and psychological empowerment-work attitudes relationships 
are significantly related. More so, psychological empowerment partially mediates the transformational 
leadership-work attitudes link. 

 
On the other hand, Barroso Castro, Villegas Perinan, and Casillas Bueno (2008) examined the effect 
of transformational leadership to job satisfaction and affective commitment. Additionally, they 
measured the mediating effect of psychological empowerment on the transformational leadership-job 
satisfaction and transformational leadership-affective commitment relationships. The findings 
revealed that indeed, psychological empowerment has a mediating role on the transformational 
leadership-job satisfaction and transformational leadership-affective commitment relationships. 
Ismail, et.al. (2011) scrutinized the interrelationships of transformational leadership, empowerment, 
and organizational commitment. The findings showed that transformational leadership and 
empowerment are positively related and theses two (2) variables are both related to organizational 
commitment. Moreover, the results also showed that empowerment mediates the transformational 
leadership-organizational commitment relationship. On the other hand, the study of Gill, Flaschner, 
and Bhutani (2010) investigated the effects of transformational leadership and empowerment on job 
stress among employees in hotel industry in India. The results magnified that transformational 
leadership and empowerment decrease job stress.  

 
Balaji and Krishnan (2014) investigated the relationship between transformational leadership and 
empowerment among Indian employees. The results showed that transformational leadership is 
positively related to empowerment. Furthermore, Ibrahim, et.al. (2016) examined the effect of 
transformational leadership on psychological empowerment. Using partial least square structural 
equation modelling, the findings showed that the factors of transformational leadership, namely: 
idealized influence, individualized consideration, and intellectual stimulation, predict psychological 
empowerment. Another related study scrutinized how transformational leadership impacts 
empowerment in the hospital setting. The results revealed that the presence of transformational 
leaders can lead to psychological empowerment (Attari, 2013). Moreover, Gill, et.al. (2010) examined 
the relationship between transformational leadership and empowerment in hotel industry. The results 
showed that transformational leadership is positively related to empowerment. Mohammadnia, 
Khorami, and Teymourzadeh (2014) measured the relationship of transformational leadership and 
empowerment in a university. The results revealed that transformational leadership and empowerment 
are positively related, but no significant relationship was found in some aspects of transformational 
leadership – idealized influence, inspiration motivation, and intellectual encouragement – and 
empowerment.  
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Based on the extensive literature review, the following are the formulated research hypotheses: 
 

H1    Idealized influence is positively related to employees’ psychological empowerment. 
H2    Individualized consideration is positively related to employees’ psychological  
        empowerment. 
H3    Intellectual stimulation is positively related to employees’ psychological empowerment. 

 
Therefore, the primary objective of the study is to examine how the factors of transformational 
leadership affect psychological empowerment of the employees.  
 
Based on the hypotheses and objective of the study, the research framework was conceptualized. 
 
Figure 1 shows the relationship between transformational leadership and employees’ psychological 
empowerment. Specifically, it presents the relationship between the factors of transformational 
leadership – idealized influence, individualized consideration, and intellectual stimulation – and 
psychological empowerment.  

 

 
 

Figure 1. The proposed structural model of the study 
 

In the research framework, transformational leadership is characterized by idealized influence, 
individualized consideration, and intellectual stimulation (Robbins & Judge, 2013). Idealized influence 
is the degree to which the followers behave like their leader because their leader is admirable with his 
or her actions and exhibits strong conviction. Moreover, intellectual stimulation is the propensity of a 
leader to take risk and to challenge assumptions. Leaders who display intellectual stimulation 
encourage creativity and ask ideas from their followers. And lastly, individualized consideration is 
about leaders attending and listening to the needs of their followers and acting as coaches and mentors 
when needed (Judge & Piccolo, 2004). 

 
On the other hand, psychological empowerment or simply empowerment refers to intrinsic 
motivation where employees exhibit the following: meaning, competence, self-determination, and 
impact towards work (Pradhan, Panda, & Jena, 2017) 
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2. Method 
Quantitative and causal research designs were employed in the study to assess the relationship between 
the factors of transformational leadership and employees’ psychological empowerment. These 
research designs allow the researcher to quantitatively scrutinize the results of the study. 
 
2.1. Participants of the Study 
The respondents of the study were selected using convenience sampling technique and they are 
employees (teaching and non-teaching) of selected higher education institutions (HEIs) in Pampanga. 
Particularly, the participants of the study came from two (2) private higher education institutions, two 
(2) local colleges, and one (1) state university in Pampanga. Out of 250 floated questionnaires, only 
180 were properly filled out by the respondents, a response rate of 72%. Following Kock (2017), and 
using gamma-exponential and inverse square root methods with a significance level of 0.050 and 
statistical power of .800, the minimum sample size for a PLS-SEM model is within the range of 146 
to 160. Thus, the sample size of 180 is sufficient to support the results of the PLS-SEM.  

 
Table 1 presents the demographic characteristics of the respondents. Around sixty-one percent of the 
respondents were female. Most of the participants had 1 to 5 (63%) and 6 to 10 (22%) years of service 
in their respective institutions. Fifty-one percent of the total sample size was working in local 
universities/colleges and 34 percent was from private higher education institutions. Fifty-two percent 
of them were non-teaching personnel and 56 percent of the total respondents occupied permanent 
positions.  
 

Table 1. Demographic Profile of the Respondents 
Demographic Profile N % 

Sex   
Male 71 39.4 
Female 109 60.6 

Years of Service   
1-5 113 62.8 
6-10 40 22.2 
11-15 11 6.1 
16-20 9 5.0 
21-25 2 1.1 
26-above 5 2.8 

Institution’s  
Classification 

  

Private HEI 61 33.9 
State Universities &  
Colleges 

28 15.6 

Local Universities &  
Colleges 

91 50.6 

Employment  
Classification 

  

Teaching 86 47.8 
Non-Teaching 94 52.2 

Employment Status   
Permanent 100 55.6 
Non-Permanent 80 44.4 
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2.2. Research Instrument 
A survey questionnaire was used in the study. The instrument has three (3) parts. The first part includes 
the demographic characteristics of the respondents. The second part covers the three (3) aspects of 
transformational leadership which include idealized influence, individualized consideration, and 
intellectual stimulation. Idealized influence has five (5) items, individualized consideration has three 
(3) items, and intellectual stimulation has three (3) items. The third part of the instrument includes the 
four (4) items on psychological empowerment. All the items for the transformational leadership and 
psychological empowerment constructs were taken from the study of Ibrahim et al. (2016). All items 
were measured using a 5-point Likert scale ranging from 1=strongly disagree and 5=strongly agree. 
To measure the acceptability of the constructs, both reliability and validity tests were performed. For 
reliability tests, Cronbach’s alpha and Composite reliability were measured while for validity tests, both 
discriminant and convergent validity were gauged.  
 
2.3. Research Procedure 
The researcher first sought for an approval from identified HEIs in Pampanga, Philippines. A letter 
with the research instrument was sent to HEIs indicating the purpose for conducting the study. Upon 
the administration’s approval, the survey questionnaires were floated to the participants. An informed 
consent was given to each participant. When a respondent voluntarily signified his or her intention to 
answer the instrument, then a survey was given to him/her. Approximately 5 minutes is required to 
finish the questionnaire. The informed consent assures the confidentiality of the responses and 
anonymity of the participants. Once accomplished, the answered questionnaires were collected by the 
researcher. 

 
2.4. Data Analysis 
To assess the relationship of transformational leadership and psychological empowerment, a partial 
least square – structural equation modeling (PLS-SEM) was utilized. The partial least squares – 
structural equation modeling (PLS-SEM) is an approach where the variance of the latent variables, 
particularly endogenous variables, is maximized by partial model relationships estimation in an 
ordinary least squares (OLS) regressions. This technique is very much similar with regression analysis 
(Hair, Ringle, & Sarstedt, 2011). It is now widely used because it can solve problematic modeling 
issues, highly complex models, and non-normal data (Hair, Sarstedt, Hopkins, & Kuppelwieser, 2014). 
The data used in the study was processed using warp PLS 6.0. 

 
2.5. Ethical Consideration 
The participants were oriented on the objectives of the survey and the importance of their 
contribution to the study. Their permission to participate in the study was also sought. They were 
given survey forms which include a letter of permission before the actual conduct of the survey.  
Instructions was provided.  The participants were assured of the confidentiality of answers. 
 
3. Results 
In order to measure how idealized influence, individualized consideration, and intellectual stimulation 
affect psychological empowerment, a PLS-SEM was utilized.  
 
3.1. Model Fit and Quality Indices 
Table 2 presents the coefficients of the model fit and quality indices of the structural equation model. 
The general results indicate that the SEM estimates are within the acceptable range. 
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Table 2. Model Fit and Quality Indices 
Model Fit and Quality Indices Coefficients 

Average path coefficient (APC) 0.170, p = 0.005 
Average R-squared (ARS) 0.213, p< 0.001 

Average adjusted R-squared (AARS) 0.199, p< 0.001 
Average block VIF (AVIF) 2.075, acceptable if <= 5, ideally <= 3.3 
Average full collinearity VIF 

(AFVIF) 
3.827, acceptable if <= 5, ideally <= 3.3 

TenenhausGoF 0.403, small >= 0.1, medium >= 0.25, large >= 
0.36 

 
In order for the model to be acceptable, the p-values of the average path coefficient (APC), average 
R-squared (ARS), and average adjusted R-squared (AARS) must be equal to or lower than 0.05. 
Regarding average block VIF (AVIF) and average full collinearity VIF (AFVIF) indices, the 
recommended value is 3.3 or less (Kock, 2017).  In terms of Tenenhaus Goodness of Fit (GoF), an 
index showing the explanatory power of the model (Kock, 2017), the following thresholds are being 
followed: small if equal to or more than 0.1, medium if equal to or greater than 0.25, and large if equal 
to or more than 0.36 (Wetzels, Odekerken-Schroder, & van Oppen, 2009; Kock, 2017). The GoF is 
the square root of the product between the average communality index and the ARS (Tenenhaus, 
Vinzi, Chatelin, & Lauro, 2005). As shown by the results in Table 2, the fit and quality indices of the 
model are within the acceptable ranges. 
 
3.2. Reliability and Validity 
To assess the measurement model, reliability and validity (convergent and discriminant) results were 
analyzed. The assessment of construct reliability permits the evaluation of consistency of reflective 
item or a set of items in terms of what it intends to measure (Straub, Boudreau, & Gefen, 2004; Roldan 
& Sanchez-Franco, 2012). Composite reliability and Cronbach’s alpha are typically used in assessing 
construct reliability (Roldan & Sanchez-Franco, 2012; Kock, 2017). The values of the composite 
reliability (CR) and Cronbach’s alpha (CA) must be equal to or greater than 0.7 to reflect good 
reliability (Nunnally, 1978; Fornell & Larcker, 1981; Nunnally & Bernstein, 1994). In Table 3, the 
results revealed that the variables idealized influence (II), individualized consideration (IC), intellectual 
stimulation (IS), and psychological empowerment (PE) satisfied the criterion for reliability of the 
research constructs. 
 
On the other hand, convergent validity gauges the quality of the set of items or question statements 
in a research instrument. This means that the items or question-statements in each construct are 
understood by the participants in the same manner as they were intended by the designers of the items 
or question-statements (Kock, 2017). To achieve acceptable level of convergent validity, the p-values 
for each item should be equal to or lower than 0.05 and the loadings should be equal to or higher than 
0.5 (Hair, Anderson, & Tatham, 1987; Hair, Black, Babin, & Anderson, 2009; Kock, 2017). The item 
loading is the correlation between item and construct (Amora, Ochoco, & Anicete, 2016; Kock, 2017). 
In Table 3, the item loadings of all variables are statistically significant and higher than the 0.5 
requirement. 
 
Moreover, the average variance extracted (AVE) measures the amount of variance of each construct 
from its items relative to the amount due to measurement error (Chin, 1998; Amora, Ochoco, & 
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Anicete, 2016). The average variance extracted (AVE) for each latent variable is greater than 0.5, the 
threshold recommended for acceptable validity (Fornell & Larcker, 1981). The coefficients of AVE 
satisfied the acceptable validity. 
 

Table 3. Item Loadings, AVE, and Reliability of the Variables 
Constructs/Items Item   Loading AVE CA CR 

Idealized Influence  0.770 0.925 0.943 
II1 0.852 
II2 0.869 
II3 0.906 
II4 0.898 
II5 0.861    

Individualized Consideration  0.807 0.880 0.926 
IC1 0.897 
IC2 0.901 
IC3 0.898 

Intellectual Stimulation  0.822 0.891 0.933 
IS1 0.894 
IS2 0.926 
IS3 0.900 

Psychological Empowerment  0.655 0.822 0.883 
PE1 0.738 
PE2 0.872 
PE3 0.873 
PE4 0.743 

AVE – average variance extracted; CA = Cronbach’s alpha; CR = Composite reliability 

 
Table 4 depicts the correlations among variables with square roots of AVE coefficients to measure 
the discriminant validity of the instrument. Discriminant validity gauges if the statements associated 
with each latent variable are not confusing when respondents answer the questionnaire given to them. 
Moreover, it tests whether the statements related with one variable, for instance, are not confusing 
with the statements connected with other variables (Kock, 2017). For each variable, the square root 
of the AVEs should be greater than any of the correlations involving the said variable (Fornell & 
Larcker, 1981). Thus, the results indicate that the measures used in the study have discriminant validity. 
 

Table 4. Square Roots of AVE Coefficients and Correlation Coefficients 
 II IC IS PE 

II 0.877    
IC 0.885 0.898   
IS 0.804 0.822 0.907  
PE 0.210 0.155 0.270 0.809 

idealized influence (II), individualized consideration (IC), intellectual stimulation (IS), and psychological empowerment (PE) 
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3.3. Structural Model  
Figure 2 illustrates the structural model of the present study. Among the domains of transformational 
leadership construct, only individualized consideration showed no significant relationship with 
psychological empowerment (β = -0.01, p = 0.44).  
 

 
Figure 2. Structural Model with Parameter Estimates 

 
Table 5 presents the parameter estimates of the structural model. Analysis of the data showed that 
idealized influence affects psychological empowerment (β = 0.147, p = 0.022).  The positive 

relationship (IIPE) indicates that, as the level of idealized influence increases, psychological 
empowerment also rises. The effect size of idealized influence on psychological empowerment is small 
(Cohen’s f2=0.056). The finding suggests that H1 is supported. 

 
On the other hand, the findings revealed that individualized consideration does not significantly affect 
psychological empowerment (β = -0.01, p = 0.44). The result suggests that H2 is not supported. 

 
Lastly, the results showed that intellectual stimulation significantly affects psychological empowerment 

(β = 0.352, p<0.001). The positive path coefficient (ISPE) means that, as the level of intellectual 
stimulation rises, psychological empowerment moves on the same direction. The effect size of the 
path from intellectual stimulation to psychological empowerment is medium (Cohen’s f2=0.160). The 
finding suggests that H3 is supported. 

 
Table 5. Parameter Estimates of the Structural Model 

Hypotheses Path Coefficient p-value SE f2 

H1. IIPE 0.147 0.022 0.072 0.056 

H2. ICPE -0.011 0.439 0.074 0.004 

H3. ISPE 0.352 <0.001 0.069 0.160 
f2 is the Cohen’s (1988) effect size: 0.02=small, 0.15=medium, 0.35=large; SE = standard error, β=standardized path coefficient 
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4. Discussions and Conclusions  
From the findings of the study, it can be gleaned that idealized influence and intellectual stimulation 
positively impact psychological empowerment. This means that, when a leader of an organization 
behaves in a manner in which he or she becomes a role model to his/her followers (idealized influence) 
and at the same time encourages innovation, creativity, and critical thinking (intellectual stimulation), 
employees exhibit a sense of perceived control, competence, and achievement of organizational goals 
(psychological empowerment). These findings are supported by Ibrahim et al. (2016) who argued that 
idealized influence and intellectual stimulation are the two (2) transformational leadership dimensions 
which impact psychological empowerment. Furthermore, Attari (2013) also found out that the role of 
transformational leaders can lead to psychological empowerment.  

 
Several researches on transformational leadership and psychological empowerment have established 
the significant and positive relationship of the said constructs, which support the present study. For 
instance, Gill et al. (2010) indicated that, in the hotel industry, transformational leadership and 
psychological empowerment are significantly and positively related. Additionally, Mohammadnia et al. 
(2014) also argued that transformational leaders in universities greatly impact psychological 
empowerment of the employees.  

 
Indeed, transformational leaders psychologically empower employees (Ozaralli, 2003). Choi et al. 
(2016) even identified that, when existing in an organization, transformational leadership positively 
impacts job satisfaction of employees through the mediating effects of empowerment.  

 
The present study establishes that idealized influence and intellectual stimulation empowers 
employees. This only proves that transformational leaders play a role in molding and leading the 
people in an organization. The impact of transformational leadership on psychological empowerment 
transcends to higher education institutions. Higher education institutions need transformational 
leaders who will lead both teaching and non-teaching personnel in attaining their professional growth 
while achieving organizational vision, mission, and goals. The need for transformational leaders in the 
academe is vital because empowered workforce affect the clients (students) positively. 
Transformational leadership and empowerment are positively related and these two (2) variables are 
both related to organizational commitment (Mohamed, et al., 2011). Therefore, the role of 
transformational leaders in organizations cannot be underestimated. 

 
The present study is an important springboard in understanding how transformational leadership leads 
to empowerment among employees of private HEIs, SUCs, and LUCs. It adds additional literature 
on how transformational leaders can affect people in the academe.  

 
A similar study may be conducted in the future by exploring other factors than can impact 
empowerment of the employees. Other researchers may find interest in replicating the current study 
and apply it to wider research locale. 
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