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ABSTRACT

The aim of this study is to understand servant leadership’s relationship with organizational
commitment and to evaluate the moderating role of work exhaustion throughout a research in Turkish
cultural context. The study assumed that work exhaustion would deteriorate the positive effect of
servant leadership on organizational commitment and would moderate the relationship between
perceived servant leadership and organizational commitment. A questionnaire involving the servant
leadership scale by Vidaver-Cohen, Reed and Colwell (2010), organizational commitment scale by
Meyer, Allen and Smith (1993) and work exhaustion scale by Moore (2000) were applied to a sample
of respondents working in institutions from banking, insurance, and education sectors and those who
report to one supervisor/manager in their institution. Results indicated that a positive relationship
exists between perceived servant leadership and organizational commitment and perception of work
exhaustion moderates that relationship. The higher the perception of work exhaustion weakens the
relationship between perceived servant leadership and organizational commitment. Small sample size
and drawbacks of self-report technique are the limitations of this study.
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OZET

Bu ¢alismanmin amaci algilanan hizmetkdar liderlik ile orgiitsel baghlik arasindaki iligkinin
arastirilmast ve ise yonelik tiikenmenin bu iligkideki diizenleyici etkisinin Tiirk kiiltiirel yapisinda
degerlendirilmesidir. Bu c¢alisma, ise yénelik tiikenmenin, hizmetkdr liderligin orgiitsel baghhk
tizerindeki olumlu etkisini azaltacagi ve bu iligkide diizenleyici degisken roliiniin olacagi varsayimlart
tizerine kurulmugtur. Calismada Vidaver-Cohen, Reed and Colwell ‘in (2010) hizmetkar liderlik
olcegi, Meyer, Allen and Smith’in (1993) orgiitsel baghlik 6lcegi ve Moore un (2000) ise yonelik
tiilkenme 6lgegini iceren bir anket banka, sigorta ve egitim sektorlerinde calisanlardan olugan bir
ornekleme uygulanmistir. Elde edilen sonuglar, algilanan hizmetkar liderlik ve orgiitsel baghlik
arasinda olumlu bir iliski bulundugunu ve ise yonelik tiikenmenin bu iligkide diizenleyici etkisinin
oldugunu gostermigstir. Ise yonelik tiikenme arttikca algilanan hizmetkar liderlik ve orgiitsel baghilik
arasindaki iliski zayiflamaktadir. Bu ¢alismamin kisitlayici noktalari, dar bir 6rnekleme sahip olmasi
ve 0z degerlendirme teknigi ile uygulanmis olmasidur.
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1. INTRODUCTION

Servant leadership has been examined as one transformational leadership style in modern
organizations promoting employee achievement. Servant-leadership is a unique approach,
and it is based on the leader/manager being at the center of the organization rather than at
the top of a hierarchical pyramid (Cunningham, 2008:21). It requires that the servant-leader
be able to bear pain inflicted by conflict, be a steward of resources, be an effective listener,
and be the developer of skills of those within the organization (DePree, 1989). Following
that approach, servant leadership has been defined for the increasing need of more
humanistic leadership conceptualization. Servant leadership is viewed as a valid and current
theory of organizational leadership but we suppose that still it lacks empirical support.
Therefore, the current study seeks to provide empirical support for this approach to
leadership by investigating servant leadership’s relationship with organizational
commitment and perceived work exhaustion in the workplace.

2. LITERATURE REVIEW AND RESEARCH HYPOTHESES
2.1. Servant Leadership and Related Variables

Greenleaf’s concept of servant leadership places the leader in a non-focal position within a
group such that resources and support are provided to followers without expectation of
acknowledgement. The motivation of servant leaders arises from an underlying attitude of
egalitarianism (Smith, Montagno, and Kuzmenko, 2004:86). That is, servant leaders
sincerely believe they are no better than the organizational members they lead. Spears
(2010) has described the servant leadership characteristics as listening, empathy, healing,
awareness, persuasion, philosophy, conceptualization, foresight, stewardship, commitment
to the growth of people, and building community. Graham (1991:105) indicated that
servant-leadership encourages followers’ intellectual and skill development and enhances
moral reasoning capacity so followers become autonomous agents. In the workplace,
servant leaders are sensitive to the needs and desires of organizational stakeholders, hold
themselves accountable, and encourage the intellectual and moral development of those
around them (Graham, 1991:105). Servant leadership theory has been investigated mostly
among education, religious institutions and health organizations. In their comprehensive
literature review, Parris and Peachey (2013) refered to the previous researches that servant
leadership fosters leader trust, organizational citizenship behaviors, team effectiveness,
leadership effectiveness, collaboration, employee job satisfaction, employee creativity and
helping behaviors, commitment, decreases employee turnover and is also positively
associated with procedural justice and positive work climate.

Giicel and Bege¢ (2012) made research about the effects of the servant leadership on
organizational citizenship behavior in a high-level education setting, a private university in
Turkey. They used servant leadership as independent variable with three dimensions;
vision, empowerment and serve and organizational citizenship behavior as dependent
variable with five dimensions; altruism, courtesy, conscientiousness, sportsmanship and
civic virtue. For assessing servant leadership ESLS (Executive Servant Leadership Scale)
that was developed by Dennis and Winston (2003) and translated by Aslan and Ozata
(2011) was used and for measuring organizational citizenship behavior OCBS
(Organizational Citizenship Behavior Scale) by Vey and Campbell (2004) was used.
Results demonstrate that vision and serve dimensions of servant leadership has significant
positive effect on sportsmanship and civic virtue of organizational citizenship behavior. An
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interesting and unexpected result is that empowerment dimension was found to influence
civic virtue negatively.

An empirical study showing the importance of psychological satisfaction was done on 186
MBA students in Chinese University of Science and Technology. It indicates that servant
leadership is positively correlated with employee loyalty. This study has also examined the
intervening mechanisms between these two variables. It has also found out that employee
satisfaction plays a strong mediating role between servant leadership and employee loyalty
(Ding, Lu, Song and Lu, 2012).

Salameh (2011) studied teachers’ perceived servant leadership practice among school
principals in Jordanian educational directorate. The results indicate that building
community, displaying authenticity, and sharing leadership are in high levels of servant
leadership practices. Furthermore, the study results showed that there is difference in
teachers’ servant leadership among school principals about sex and experience.

Jackson (2008) investigated the effects of servant leadership in the context of nursing by
claiming that servant leadership is effective for the development of research capacity
among nurses. As Jackson (2008) implied servant leadership is a framework for successful
supervision and development of research higher degree students and nurturing early career
researchers such as mentoring.

Jones (2012) tested the role of servant leadership in organizations for customer relations
and outputs. For this aim, a qualitative study was done in the United States with 21 senior
managers from 16 business organizations. The results of in-depth, unstructured interviews
suggest that servant leadership increasing organizations’ profits by decreasing customer
turnover and enhancing organizational trust and also affecting employee satisfaction
positively. However; as Jones points out unavailability of replication and generalization of
the study are considered as limitations.

Moreover, another research done by Roberts (2013) studied the effects of servant leader
workplace spiritual intelligence (SLWSI) on job stress and workforce engagement in a
sample of 77 human resource and city manager respondents. They define SLWSI from
servant leadership description, as the integration of Christian spiritual and religious values,
principles and practices to leadership practice. Four characteristics of SLWI were stated; as
an overall life orientation that is in balance with the will of God, a love based altruistic
work motivational system, God-honoring golden rule work behaviors and using moral
performance standards to measure motives, behaviors and results. 60 item additive survey
scale was used to assess SLWI, and the dimensions of the scale were accountability,
forgiveness, humility, faith, integrity, empowerment, support, and patience. They found
that respondents with higher levels of SLWI showed more effective stress coping and
adaptation strategies which create decreased levels of physical, emotional and spiritual
stress symptoms. Also the results indicate that higher levels of SLWI produce more
favorable job attitudes (satisfaction with peers, satisfaction with job challenge,
organizational commitment, organizational loyalty, motivation to improve performance,
and overall performance level).

A study that was carried out in Turkish business context on 305 white-collar mid-level
managers in Istanbul shows that perception of servant leadership and paternalistic
leadership (leader has the role of a father in the family; i.e. expect obedience in return for
the protection and care for the followers) for their immediate supervisors are positively
correlated with each other. The result of the study contributes to the understanding that
perceptions of leadership are contingent. In Western context, these two leadership styles are
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perceived as mutually exclusive whereas in Turkish context these two leadership style have
intersecting and consistent meanings (Oner, 2012).

With that respect, from the literature it can be inferred that people who have servant
leadership attributes will contribute to their organizations in many ways. In the following
part of the study, the variables (e.g. organizational commitment) that we have focused as
being related with servant leadership will be introduced and defined.

2.2. Organizational Commitment

In the literature, there are some studies that explored the relationship of servant leadership
with organizational commitment. Due to the interpretation of the previous finding related to
those relationships, in this research, the relationship between servant leadership and three
forms of organizational commitment is studied. For the aim of this research, before
introducing the conceptual framework of the study, the concept of organizational
commitment and its relation with other concepts will be highlighted.

Meyer and Allen (1991) studied the nature of the concept of commitment in the literature.
They referred to the previous researches that examined commitment from two distinct
approaches; namely, attitudinal and behavioral. From the attitudinal perspective,
commitment is a mental evaluation that people compare the compatibility of their aims,
desires and values with that of the organization. Whereas from the behavioral perspective,
commitment can be explained through the repetition of certain behaviors by which people
are tied into their organizations.

In their study, Meyer and Allen (1991) analyzed organizational commitment in a rather
different way. They described it as a psychological condition and developed three
dimensional categorization of organizational commitment. The measure that was developed
in their study (1990) validated the multidimensional model. According to their
conceptualization, organizational commitment was comprised of affective, continuance and
normative commitment. Each of these three forms of commitment signifies distinct
relationship of one’s to the organization. Whereas affective commitment entailed desire to
work for the organization, continuance commitment is related to one’s need to maintain
employment in the organization and normative commitment signifies one’s feeling
obligated to work for the organization. In their study (1991) it was mentioned that when
these different forms of ties taken into consideration, commitment can be explained more
thoroughly because each has distinct relations with antecedent or consequent variables of
commitment. In another study (Meyer et al., 1993), it was also stated that employees may
have varying degrees of strength of organizational commitment and its types.

Furthermore, Meyer and Allen (1991) explained that employees who have satisfying results
that lead to feelings of comfort or personal competency will likely to develop affective
commitment whereas if they feel their past services for their organization will be lost or
they recognize their job skills that were accumulated will not be marketable and therefore
they will have limited job alternatives, their commitment will continue due to the necessity.
If they think the right thing is to work for the organization either for loyalty or for
exchanging of the benefits provided by the organization, people will tend to develop a
sense of normative commitment. Later in 1993, Meyer, Allen and Smith conceptualized
occupational commitment. They defined the phenomenon as an individual’s attachment to
one’s occupation. They examined occupational commitment as a three-factor model and
explained it in similar terms with organizational commitment. In their study (1993)
statistical analysis showed that the independent constructs of occupational and
organizational commitment have quite different effects on professional activity and work.
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An example of commitment studies in the Turkish context, Wasti and Can (2008) in their
research assessed affective and normative commitment in terms of their foci namely,
commitment to supervisor, coworker and organization. They conducted two studies with
total of 430 employees in six different branches of an automotive retailer in Istanbul. In
theoretical background part of their research, first they referred to researches about cultural
hypothesis and compatibility principle. The results are in line with the compatibility
argument and accordingly it indicated that while commitment to the organization will
explain global outcomes such as turnover intentions, local outcomes such as supervisor-
oriented citizenship behaviors and also job stress which is both a global outcome and a
function of supervisor-related antecedents will be predicted only by commitment to
supervisor.

A study in Iranian educational setting empirically tested the relationship of organizational
commitment with servant leadership (Mezarci, Hoshyar, and Nourbakhsh, 2013). 205
physical education teachers were selected as participants and they evaluated their managers
in terms of servant leadership styles. Meyer, Allen and Smith’s (1993) organizational
commitment scale and Gholipour and Hazrati (2010) servant leadership questionnaire were
used in the study. Results have indicated that a positive and significant relationship exists
between servant leadership style of managers and organizational commitment of physical
education teachers. Also the results have demonstrated that components of servant
leadership (trust, kindness and humility) can predict organizational commitment.

On the other side, in contrast with the previous findings, Drury (2004) found out that there
is a negative relationship between organizational commitment and servant leadership. Four
levels of employees in a college setting (top leadership, managers/supervisors, faculty
members and hourly workers) rated six paged questionnaire which was composed of
Laub’s Organizational Leadership Assessment Tool (1999) (for measuring job satisfaction
and servant leadership) and Meyer’s organizational commitment scale. Results indicate that
the employees differ in terms of perceived servant leadership in the organization. Hourly
workers perceived significantly lower on servant leadership whereas faculty members rated
highest in this aspect. Job satisfaction is correlated with servant leadership in all four levels,
but servant leadership didn’t have a positive relationship with organizational commitment
but instead was inversely correlated. Moreover, Cunningham (2008) has conducted a study
which aimed to determine what relationship exists between the servant-leadership behavior
of the elementary school principal, school climate, and student achievement. The
population of that study consisted of 206 randomly selected teachers from elementary
schools in Michigan. The results indicated a weak negative relationship between the servant
leadership behavior of elementary school principals and the health of the school climate.

However, still organizational commitment had not been compared with servant leadership
before, yet had numerous studies linking it with job satisfaction (Drury, 2004). For
example, in a meta-analysis of organizational commitment, Mathieu and Zajac (1990)
found two significantly consistent correlates for commitment: intrinsic and extrinsic job
satisfaction. Employee commitment was also found to be positively correlated with
organizational performance (Benkhoff, 1997), a variable of high interest to organizational
leaders. So as to fill a gap in literature, it is aimed to look at the relationship between
perception of servant leadership of employees and their organizational commitment. For a
thorough understanding, all three forms of organizational commitment as conceptualized by
Meyer and Allen (1991) were included in our study.

Therefore, based on the previous literature findings and the relevant rationality, the
following hypothesis is suggested in the current study.
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Hypothesis 1: There is a positive relationship between perceived servant leadership and
organizational commitment.

2.3. Work Exhaustion

Work exhaustion as a concept intertwined with stress may affect many work outcomes.
Moore as an important name for his studies in work exhaustion, referred in his study (2000)
to the history of concept for which the word “tedium” was used originally. It described the
situation of long term physical, emotional, and mental fatigue resulting from continuously
handling burdensome conditions. Generally, in life, probability of occurrence of positive
and negative events is the same. However when the balance is disturbed and negative
events exceed positive events in one’s life or perceived distress exceed perceived support
people get exhausted.

Burnout as an important part of stress literature describing a type of the psychological
symptoms of stress has previously defined as Moore (2000) mentioned in the literature as
the tedium’s emotional exhaustion dimension deriving from long-term involvement with
people. In his study, as many researchers did in the field he also referred to the model that
Maslach and Jackson (1981, 1986) developed for measuring three components of job
burnout. According to this model, people work in people service occupations may
experience psychological fatigue, detachment from others, decreasing performance and
success. He also referred to the revised conceptualization of burnout by Schaufeli, Leiter
and Kalimo (1995). The model can be applied to many professions and entailed general
exhaustion measure: exhaustion which explains that depending on the fatigue of mental
resources one’s inability to make use of them, cynicism that is one’s distancing oneself
mentally from his/her work and reduced self-efficacy regarding work that is decreased
professional efficacy to one’s abilities to complete a work task.

Moore referred in his study (2000) to the previous various researches which showed that
role conflict and role ambiguity, role overload, interpersonal conflict, lack of autonomy and
rewards are preceding variables for emotional exhaustion and tedium. Moore (2000)
highlighted that instead of personality variables, work related variables plays an important
role in predicting work exhaustion. Furthermore Moore added that many researches in the
literature indicated the outcome variables for emotional exhaustion which are decreased
self-esteem, decreased job satisfaction, and organizational commitment, and increased
turnover and turnover intention (Moore, 2000).

Moore mentioned in his another study (2000) that professionals in information technology
business were found to be vulnerable to work exhaustion in the literature. Therefore, he
conducted his study regarding work exhaustion with IT specialists and managers. The
sample consisted of 270 of these workers in U.S.A from different sectors. Moore (2000)
used Maslach and Jackson’s (1981) emotional exhaustion scale, however, modified it to
cover all aspects of exhaustion and exclude references regarding people from the original
scale. The results of the study indicated that professionals who experienced higher levels of
exhaustion also showed higher intention to quit the job and work exhaustion played a
partial mediator role on the relationship between workplace factors and turnover intention.
Among many variables that effect work exhaustion such as work overload, role ambiguity,
role conflict, lack of autonomy and rewards, work overload was found to have the strongest
effect on work exhaustion in the research sample. Resource and staff inadequacy were
indicated as main causes for work overload and exhaustion (Moore, 2000).
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In the following paragraphs, some studies in the exhaustion literature will be mentioned.
These studies which are relevant for the subject of this article pave the path to understand
the exhaustion concept with work-related variables.

A study done with a certain amount pastors and their spouses in a large subdivision of
Switzerland reveals that low workload, emotional dissonance, and high spatial work-home
boundaries were related to detaching oneself from work activities and thoughts during non-
work time. Psychological detachment in turn predicted low levels of emotional exhaustion
and need for recovery. It is seen that detaching oneself and to find ways to experience
psychological detachment from work during non-work times is good to reduce strain levels
(Sonnentag, Kuttler, and Fritz, 2010).

Another study that investigateed the relations of exhaustion with other work-related
variables was done with 5819 municipal employees in various occupations with an age
range between 40-60 year-old in Helsinki, Finland. Results have suggested that Karasek’s
job control, organizational injustice, and workplace bullying (namely study’s *“psychosocial
work factors”) are related with exhaustion. Moreover, the findings revealed that among
women the associations were strong still when adjustments for age, occupational class,
physical work factors, and also mutual adjustment for psychosocial work factors were done.
Regarding job control, there is differences for men and women since among men job
control lost its association with exhaustion after mutual adjustment for the three
psychosocial work factors. As authors stated men’s being smaller in sample size than of
women needs to be taken into consideration for this finding. In addition, it was stated that
for men job control’s being correlated with other two psychosocial work factors and not
having distinct relation to exhaustion but than to other health problems. Whereas, regarding
organizational injustice and witnessing bullying at workplace, these two psychosocial work
variables have strong associations with exhaustion for both men and women. Generally, in
the study it was found out that physical factors’ adjustment’s effect on associations was
only slight diminishing effect. Authors claimed that this might be explained by findings of
the previous literature that work exhaustion is being intertwined with work-related
psychosocial and mental experiences instead of physical ones. The results of the study
provided insight for grasping and preventing what creates base for exhaustion to prevent
further burnout also (Helkavaara, Saastamoinen, and Lahelma, 2011).

A study that was carried out with 219 teachers in Belgium shows that emational exhaustion
has a positive correlation with emotional job demands and surface acting. However
emotional job demands has explained more of the variance in emotional exhaustion than of
emotional labor did and the emotion work was found to be relatively more important than
emotion regulation.

In a study that is done with 256 health care personnel in public hospitals’ emergency
services with a capacity of 50 or more beds in Kocaeli, Turkey revealed that low levels of
emotional exhaustion and high levels of perceived job satisfaction lead to high levels of
affective commitment (Akpinar, Tas and Okur, 2013).

Another study that was conducted in Turkey with 219 nurse managers drawn from 17
hospitals with a capacity of 100 or more beds in Istanbul demonstrated that the sample has
generally low levels of emotional exhaustion and depersonalization and high levels of
personal accomplishment. However, in public hospitals, the scarcity of resources and
rewards, and less participation to decision making due to the autocratic structure of these
hospitals is related with nurse’ managers having more levels emotional exhaustion and
depersonalization. As an another important finding, education was not found to affect
burnout levels among nurse managers. Moreover, workplace and administrative experience
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had an impact on emotional exhaustion which may be explained by the increasing
responsibilities of the nurse managers. In addition, age, organization, work and
administrative experience had an influence on depersonalization, and administrative
experience had an influence on the feeling of personal accomplishment. The authors have
suggested that reasons for burnout can be investigated with further studies that use
qualitative methodology and taken these factors into consideration further steps can be
taken to reduce and/or eliminate the factors that lead to burnout among nurse managers
(Altuntas, Seren and Baykal, 2009).

In one of the studies the job- and institution-related attitudes of academician nurses were
reviewed. It was found out that from five different attitude dimensions, namely; job
satisfaction, organizational commitment, job engagement, motivation, and intent to stay,
the most studied one is job satisfaction in the sample of academicians, nurses, and
academician nurses. Summarily in literature, role conflicts and job demands were found to
be important stressors. Emotional exhaustion was found to be related with being satisfied
with work environment, depersonalization was found to be related with work pressure, and
personal accomplishment was found to be related with job satisfaction. Furthermore, role
satisfaction was found to be intertwined with organizational commitment. The authors
stated that for the sake of nurse academicians’ developing positive attitudes for the job and
organization, it is needed to be responsive to these factors and findings that are responsible
for affecting their attitudes and taking steps for amelioration of their conditions (Cam and
Yildirim, 2009).

As seen in aforementioned paragraphs, perception of servant leadership behavior is
expected to affect positively the employee outcomes such as employee commitment.
However work exhaustion with its positive relations with negative work outcomes may
deteriorate this relationship. This study aims to understand the moderating effect of work
exhaustion on the relationship between servant leadership perception of employees and
organizational commitment.

As such, based on the previous literature evidences, the second hypothetical proposition is
presented as follows and the theoretical research model of the relationships among the
research variables is illustrated with Figure 1.

Hypothesis 2: There is a negative relationship between perceived work exhaustion and
organizational commitment.

Hypothesis 3: Work exhaustion moderates the relationship between perceived servant
leadership and organizational commitment. (The higher the work exhaustion, the weaker
the relationship between perceived servant leadership and organizational commitment)

Figure 1: The Proposed Research Model

Perceived Servant Organizational
Leadership Commitment

\ 4

Work Exhaustion

314



C.20,S.3 An Investigation Of The Moderating Effect Of Work Exhaustion On The Relationship

3. METHODS
3.1. Sample and Procedure

For this study population considered were employees working in different sectors such as
education, banking and insurance institutions. The sample consisted of the respondents
working in a university and a bank in Istanbul-Turkey who report to one
supervisor/manager in their institution. Thus, the data was collected from banking and
insurance employees and academic staff working in universities. A sample of 150
employees was considered for analysis and received back 102 questionnaires with response
rate of 75%. The structured questionnaire was constructed with the scales of servant
leadership, organizational commitment and work pressure. The questionnaires were
delivered by face to face meetings with the respondents and via electronic mail system.

3.2. Measures

Although there were number of typologies, categorization and instrumentation for
measuring servant leadership, organizational commitment and work exhaustion, the most
reliable and valid measures were identified for the research aim of the current study. The
relevant measures are described as follows.

Dependent Variable; Organizational Commitment:

The dependent variable, organizational commitment was measured using the widely-used
revised Organizational Commitment Scales (Meyer, Allen and Smith, 1993) that is, the
Affective Commitment Scale (ACS), the Continuance Commitment Scale (CCS) and the
Normative Commitment Scale (NCS) with 18 questions on 5-point Likert scales. The
authors of this study translated each of the items in Turkish and also independent
academicians evaluated the Turkish translation for enhancing a cross check. The Affective
Commitment Scale measured affective organizational commitment and examples for the
items are “This organization has a great deal of personal meaning for me”, “I really feel as
if this organization’s problems are my own”. The internal consistency for the Affective
Commitment Scale was .85 (Meyer and Allen, 1997). The Normative Commitment Scale
measured normative organizational commitment. The scale consisted items such as “I
would feel guilty if I left my organization now”, “This organization deserves my loyalty”.
The internal consistency for the Normative Commitment Scale was .73 (Meyer and Allen,
1997). The Continuance Commitment Scale measured continuance commitment. “It would
be hard for me to leave my organization right now, even if | wanted to” and “Too much of
my life would be disrupted if | decided | wanted to leave my organization right now” were
the examples of the items of the scale. The internal consistency for the Continuance
Commitment Scale was .79 (Meyer and Allen, 1997). 18 items were rated on a 5- point
Likert scale, with 1 representing “strongly disagree” and 5 representing “strongly agree.”

Independent Variable; Servant Leadership:

Servant leadership was measured using Vidaver-Cohen, Reed, and Colwell’s (2010) 25-
item executive servant leadership instrument. That instrument was preferred for being one
of the up-to-date measures and being well-suit for the purpose of the study. The valid and
reliable scale measures employee perceptions of five dimensions of their immediate
supervisor’s servant leadership: (a) interpersonal support, (b) building community, (c)
altruism, (d) egalitarianism and (e) moral integrity. The 25 items are rated on a 4-point
Likert scale, with 1 representing “strongly agree” and 4 representing “strongly disagree”.
However, in this study, for providing the coherence of the all measures it was used as a 5-
likert type scale. The authors of this study translated the well-suit measure for the purpose
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of the study in Turkish and also independent academicians evaluated the Turkish translation
for enhancing a cross check. The examples of the items for each of the dimensions of the
scale are presented below.

Interpersonal Support: “Recognizes when employee morale is low”, “Nurtures employee
leadership potential”.

Building Community: “Considers effects of organizational decisions on community
stakeholders”, “Values diversity and individual differences”.

” o«

Altruism: “Sacrifice personal benefit to meet employee needs”, “Serves others willingly
with no expectation of reward”.

Egalitarianism: “Encourages debate of his/her ideas”, “Invites constructive criticism”.

Moral Integrity: “Inspires employee trust”, “Refuses to use manipulation or deceit to
achieve personal goals”.

Moderating Variable; Work Exhaustion:

The scale developed by Moore (2000) was used to measure the perceived work exhaustion
of the employees. That instrument was preferred since it is not only short, easy to answer,
as Moore (2000) mentioned valid and reliable as but also not very commonly used in
Turkish literature. The authors of this study translated each of the items in Turkish and also
independent academicians evaluated the Turkish translation for enhancing a cross check.
The example of items for the scale are; “I feel used up at the end of the work day” and “I
feel fatigued when | get up in the morning and have to face another day on the job.” In
original scale, it was a 6-likerty type scale. However, in this study, consistently with other
measures it was used as a 5-likert type scale and a higher score represents greater work
exhaustion.

4. RESULTS
4.1. Descriptive Statistics

The study sample consisted of 102 individuals working in different sectors of academic
institutions (public and private), banking companies, and insurance sector companies in
Istanbul. Data were collected by convenience sampling. About 41.2% of the respondents
were male and 58.8% were female. The sample included a wide age range and the mean of
the age was 32. Majority of the samples (50%) were married and 44.1% were single. The
work experience of the respondents varied between 1 and 17 years. About 65.7% of the
respondents had been working for 1-5 years, 17.6% were working for 6-10 years, 10.8%
were working for 11-16 years, and 5.9% were working for more than 17 years in their
current organization. Descriptive statistics of the variables are shown below in Table 1.

Table 1: Means, Medians, Modes and Standard Deviations of the Variables

Work Servant Leadership Org.Commitment
Exhaustion Total Total
Mean 2,596 3,298 2,741
Median 2,400 3,440 2,750
Mode 2,20 3 2,560
St. Deviation ,893 ,848 ,521
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4.2. Factor Analyses and Reliability Tests

The factor analyses were conducted for the scales used in the study and the reliability
values were assessed (Table 2, Table 3, Table 4).

Table 2: Factor Analysis Results and Reliability of Servant Leadership Scale

Explained

Item . - Factor Cronbach
No Servant Leadership gz)arlance Loading
Factor 1: Integrity and Support 35,591 93
Q20  Values integrity more than profit or personal gain ,811
Q15  Treats all employees with dignity and respect. ,783

Welcomes ideas and input from employees at all
Q24 Jevels of the organization. 75

Values diversity and individual differences in the

Q23 organization. 756
Promotes transparency and honesty throughout the

Q18 organization. 735

016 Ensures greatest decision-making control given to 793
employees most affected by decision. '
Models the behavior he/she expects from others in

Q% the organization. 712

Q19  Listens carefully to others. 711

Q22 Believes our organization has a duty to improve the 696

community in which it operates.
Refuses to use manipulation or deceit to achieve
QL pisier goals. 650

Seems able to tell if something is going wrong in

Q10 the organization. 648
Q12  Encourages a spirit of cooperation among 634
Q14  Places the interests of others before self-interest. 592
Q17 Freely admits his/her mistakes 582
Q13 Inspires organizational commitment. ,553
Factor 2: Altruism 31,399
Q4 Sacrifices personal benefit to meet employee needs. 814
Q5 Encourages debate of his/her ideas. 766
Q7 Inspires employee trust. ,750
Q3 Looks for ways to make others successful. 722
Q8 Invites constructive criticism. 712
Q6 Serves others willingly with no expectation of ,705
Q2 I":i{?'c:E)bAnizes when employee morale is low without 686
Q9 Nurtures employee leadership potential. 661
01 Considers the effects of organizational decisions on 570
Q21  Prefers serving others to being served by others. 544

KMO=,865 Chi-Square Bartlett's Test=
236,3021 P=,000
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Table 3: Factor Analysis Results and Reliability of Organizational Commitment Scale

Explained
Item - . . Factor Cronbach
No Organizational Commitment gzarlance Loading @
Factor 1: Continuous-Affective 27.491 79

Q4 I really feel as if this organization’s problems are 777

mv own. '
01 This .organlzatlon has a great deal of personal 770

meaning for me.
Q9 | owe a great deal to my organization. ,750
Q2 | \{vould b!a ha_lppy to spend the rest of my career in 720

this organization.
Q7 I would feel guilty if | left my organization now. ,661

Even if it were to my advantage, | do not feel it
Q11 . Al ,655

would be right to leave my organization now.
012 I would not leave my organization now because | 623

have a sense of obligation to the people in it. '

I do not feel “emotionally attached” to this
Q6 organization. 622

Factor 2: Normative Commitment 16,569 73

One of the few negative consequences of leaving

Q14 this organization would be the scarcity of ,789
available alternatives.

Too much in my life would be disrupted if I decided

Q17 - ,769
to leave my organization now.
18 Right now, staying with my organization is a matter 769
Q of necessity as much as desire. '
Q16 | belleve_ that _I have _too_few options to consider 768
leaving this organization.
Factor 3: Continuous Commitment 10,531 71
If | had not already put so much of myself into this
Q15 organization, I might consider working elsewhere. 850
It would be hard for me to leave my organization
Q13 right now, even if | wanted to. 676
Factor 4: Affective Commitment 9.460 66
I do not feel like “part of the family” at my
Q3 organization. 765
05 I do _not_feel a strong sense of belonging to my 629
organization.
KMO=,784

Chi-Square Bartlett's Test= 638,651 P=0,000

Principal Component’s analysis is primarily used followed by confirmatory Principal Axis
Factoring analysis. Initially, the items which have factor loadings less than .50 were
excluded, and then items with equal factor loadings or weights were eliminated. At last,
items which were loaded as a single item in one factor were considered to be excluded from
the analyses. The sampling adequacy is tested by Kaiser- Meyer Olkin (KMO) coefficient
which is expected to exceed, 60; and by Bartlett’s test of Sphericity to be significant.
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Findings of “servant leadership” scale can be seen in Table 2. In original scale, five factors
were found (interpersonal support, building community, altruism, egalitarianism and moral
integrity). However, in this study two factors are inferred which were discussed in detail at
discussion part of this study. The first factor explains 35,591% of variance and Cronbach o
is ,93. Factor loadings are between ,811 and ,553.

Due to the concern of validity and the probability of the exclusion of any of the items,
factor analysis was done for the “work pressure” scale. The factor analysis report of the
work exhaustion scale revealed that the total variance explained was as %66,104 and the
Cronbach o value of the scale was ,87. As a result, none of the items were excluded and the
remained 5 items were evaluated as the work exhaustion perception construct. Factor
loadings were between ,871 and ,706. Table 4 presents the factor loadings and the internal
reliability of the scale of work exhaustion.

Table 4:Factor Analysis and Reliability Results of Work Exhaustion Scale

Factor % Variance Cronbach

Loading Explained o

Item
No. Factor 1: Work Exhaustion 66,104 0,829

| feel emotionally drained from my work. ,871

| feel burned out from my work. ,869

| feel used up at the end of the work day. ,821

| feel fatigued when | get up in the morning and

have to face another day on the job. 787

Working all day is really a strain for me. ,706

KMO=,865

Chi-Square Bartlett's Test= 236,021

P=0,000

4.3. Correlations and Hypotheses Testing

After the factor and reliability analyses, Pearson Correlation Analysis was conducted with
all the variables of the research, in order to see the significance, direction and strength of
the relations among the concepts of the research model (Table 5).

Table 5: Pearson’s Correlation Results

VARIABLES: 1 2 3
1.Servant Leadership 1 ,210* -,159
2.0rganizational Commitment ,210* 1 -,034
3.Work Pressure -,159 -,034 1

*Correlation is significant at the 0,05 level (2-tailed). All the variables are scored on a 1 to 5 point
scale. (N: 102)

The result of the correlation analysis showed that total construct of servant leadership was
positively correlated to total construct of organizational commitment. A significant, weak
and positive relationship was revealed between perceptions of servant leadership and
organizational commitment (r= ,21; p<.05). On the other hand, the moderating variable
work exhaustion was negatively correlated to both dependent and independent variables of
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the research model. In Table 5, it is seen that the total of organizational commitment and
the work exhaustion are related to each other with “Pearson Correlation r value” of -0,034
which indicates a correlation on the very weak level. Table 5 also indicates that total of
servant leadership and the work exhaustion are related to each other with “Pearson
Correlation r value” of -0,159 which shows a correlation on the very weak level.

According to the correlation test, it can be suggested that first hypothesis of the study is
supported which was “H1: There is a positive relationship between perceived servant
leadership and organizational commitment”. The relationship is found to be positive. In
addition, the results of the correlation test indicated that perceived work exhaustion had
negative weak relationship with organizational commitment, thus the second hypothesis of
the study which stated that “H2: There is a negative relationship between perceived work
exhaustion and organizational commitment” is supported.

With the third hypothesis it was proposed that perception of work exhaustion moderates the
relationship between perceived servant leadership and organizational commitment. For
testing this hypothesis regression analysis was conducted. An indication of a significant
correlation between dependent variable and independent variables is one of the assumptions
of the regression analysis. With that respect, to explore the relationships between
independent (servant leadership) and dependent variable (organizational commitment),
simple regression analyses were performed and to test the role of the moderating variable,
hierarchical multiple regression analyses were conducted.

In order to see the affect of servant leadership perceptions of the employees on their
organizational commitment level, simple regression analysis was conducted. In addition,
multiple regression analysis was conducted for evaluating the affects of two dimensions of
servant leadership with the construct of organizational commitment.

Table 6: Multiple Regression Analysis Results for Dimensions of Servant Leadership
and Organizational Commitment

Dependent Variable: Organizational Commitment

Independent Variables Beta tvalue p value
Integrity and Support 0,175 4,060 0,000
Altruism 0,054 1,341 0,022

R=0,341; R?=0,205; F=88,404; p=0,000

Table 6 indicates that dimensions of servant leadership explain 20,5% of the variance in
organizational commitment construct and it is seen that integrity and support dimension
significantly explains organizational commitment with the p value of 0,000< 0,05.
Similarly, p value of “altruism” is 0,022 > 0,05 for organizational commitment which
represents that the dimension is statistically significant in explaining the construct of
organizational commitment. In addition, as the results show in Table 6, total servant
leadership construct has significant effect on organizational commitment construct with the
p value of 0,044 < 0,05 and the explanatory power of 4,4%.

Table 7: Simple Regression Analysis Results for Servant Leadership
and Organizational Commitment

Dependent Variable: Organizational Commitment

Independent Variable Beta tvalue pvalue
Servant Leadership - Total 0,210 2,046 0,000
R=0,20; R?=0,044; F=4,1187, p=0,000
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Moreover, in order to test the third hypothesis of the study, the moderating role of work
exhaustion on the relationship between servant leadership and organizational commitment
was evaluated. After conducting hierarchical multiple regression analysis, it was seen that
the second hypothesis of the study which was “Perception of work exhaustion moderates
the relationship between perceived servant leadership and organizational commitment” was
supported.

Table 8: Hierarchical Multiple Regression Analysis Results:
The Moderating Role of Work Exhaustion

Dependent

Variable: Organizational Commitment

Independent

Variables R? AR? F Beta T p

1.Servant Leadership 0,044 0,033 4,187 0,210 2,046 0,044

2. Servant Leadership 0,044 0,023 2,076 0,201 1,536 0,000
Work Exhaustion -0,014 -1,105 0,025

3. Servant Leadership 0,063 0,032 2,006 ,091 ,589 0,000
Work Exhaustion -,669 -1,333 0,000
Servant Leadership
X Work Exhaustion -,610 -1,352 0,04

In the first stage, the independent variable “servant leadership” was entered to the model
and in the second step, the moderator “work pressure” was added to the model. In the third
stage of the hierarchical regression, the interaction term was introduced which contributed
to an increase in R? (from 0,044 to 0,063) for the organizational commitment construct.
This change in R? represents the increase in the explanatory of the research model. As a
result of statistically significant interaction effects shown in Table 8, work exhaustion was
found to moderate the relationship between servant leadership and organizational
commitment. Even the explanatory power of the model increases with a small change
(1,9%), the model is significant and thus, it is indicated that the higher the perception of
work pressure, the weaker the relationship between perceived servant leadership and
organizational commitment.

4.4. Comparative Analysis of Gender in Terms of Organizational Commitment

For an additional analysis, a comparative analysis was done for the dependent variable of
the research model. To examine the possible significant differences between the
participants’ gender groups in terms of the dependent variable (organizational commitment)
of the current study, independent samples t-test was performed. When the grouping variable
is gender which is measured on a nominal scale and the dependent variable is
“organizational commitment” which is measured with an interval scale, there is a
significant difference (with the p value of 0,02 and t value of 2,371) between male and
female employees. The mean values indicate that female employees’ organizational
comitment level is higher than the male employees’ commitment level (4,328 > 4,056). As
such, the significant results for gender groups and organizational commitment are presented
with below Table 9.
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Table 9: Independent Samples T-Test Results for Organizational Commitment and Gender

Standard t p
N Mean Deviation  value value
L Female 60 4,328 1,196
Organizational
Commitment  Male 42 4,056 1,215 2,371 0,02

5. DISCUSSION

The purpose of this study is to examine the moderating effect of perceived work exhaustion
on the relationship between perceived servant leadership and organizational commitment.
For this reason, a survey design was used. Participants were recruited from different sectors
mainly banking-insurance employees and academic staff. Although the sample size was not
large, significant results were gained which reveals that the data is well enough. Due to the
narrow sample size we did not do any comparative analysis among the institution groups.

Before the test of hypotheses, explanatory factor analyses were conducted for the study
variables. The factor structures were found different from the original scales in both
perceived executive leadership and commitment measures as can be seen in Table 2 and 3.
Regarding perceived executive servant leadership measure two factors instead of five
factors were found out. Moral integrity and interpersonal support dimensions are combined
as one factor which is called in our study as “Integrity and Support” dimension. Altruism
has remained as another dimension. Building community and egalitarianism dimensions
which entail subtopics such as being aware and thoughtful of the effects of organizational
decisions on community network, being open to criticisms and different ideas, and
appreciating diversity are dispersed in these two factors. This finding might be intrinsic to
the Turkish cultural “servant leader” image which puts the emphasis much more on the
relationship-orientation. Integrity and support dimension includes virtues such as valuing
honesty, being transparent in ways to achieve aims, being a good listener, welcoming
contributions of all employees regardless of their levels in the organization, valuing and
encouraging diversity, cooperation, and commitment in organization. Altruism dimension
includes the virtues such as serving altruistically, understanding employee morale, creating
and maintaining supportive and trusted relations in organization, developing employee
success and leadership potential, being aware and thoughtful in effects for decision of
organizations on community, and being open to different ideas, debates and self-criticism.

Regarding commitment scale, a fourth dimension was emerged as both a combination and
an intersection of continuous, affective commitment and even normative commitment
according to the items of original scale. This dimension includes the themes of seeing
organization’s problems as own problems, giving it to a personal meaning, owing a great
deal to it, willing to spend rest of his/her career in the organization, feeling guilty if he/she
leaves organization, even it is to his/her advantage, leaving the organization is a
wrongdoing, and feeling a sense of obligation and also feeling an emotional attachment. As
can be seen, these expressions require another commitment style which might entail the
complexity and multitude of feelings and ideas which are intertwined. Whereas this study’s
affective commitment dimension only includes the two items which are feeling like part of
family and feeling a strong sense of belonging. This finding can be explained by the
original scale’s affective commitment item such as “this organization has a great deal of
personal meaning to me” is not enough to create an affective bond for this sample
population. It might relate to the Turkish cultural characteristic that emphasizes the
importance of the family and its strong positive relation with affection. In addition, study’s
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findings show that continuous commitment dimension entails the themes of putting a lot to
organization and finding it hard to leave the organization even the person wants to leave the
organization. Lastly, normative commitment dimension includes the commitment due to the
scarcity of available alternatives, too few other options, necessity and for life’s not to be
disrupted. However, feeling guilty if person leaves the organization which is found in
original scale under normative category is in affective-continuous category in our sample.
These findings are crucial in the sense that showing cultural specific perceptions for
commitment and perception of servant leadership.

According to the descriptive statistics of the sample group, it was revealed that majority of
the sample was women and the data indicated that perceived work exhaustion had a
moderating effect on the relationship between perceived servant leadership and
organizational commitment. Although in original scale, five factors were found, in our
factor analysis, two factors were inferred. The first factor “integrity and support” explained
35,591 of variance and Cronbach a is .93. The second factor was named as “altruism”.
Organizational commitment has studied a lot in the literature, and it has three factors.
However, in the current analysis four factors were inferred. Affective commitment and
continuance commitment items were loaded in the same factor. Even though, as the
hypothesis of this study defined organizational commitment as one construct, the difference
on factor structure is not a problem.

In order to see if there is an item threatening the overall internal consistency of the work
exhaustion variable, factor analysis was conducted too. Work exhaustion was found as one
factor and used as a moderator. It was seen that, internal consistency was high, therefore no
item was excluded.

Then, for the aim of hypothesis testing of the study, correlation and regression analysis
were done. The results have revealed that the relationships between the variables are
significant but weak. Especially the weak effect of servant leadership on organizational
commitment seems interesting. Our results were different from some of the literature
studies which have revealed weak or negative relationship between servant leadership and
organizational commitment such as Drury’s (2004) study that showed a negative
relationship between organizational commitment and servant leadership.

In addition to observe the relationships between the variables, regression analysis was done
for investigating the moderating effect of work pressure. The explanatory power of
perceived servant leadership on the variance of organizational commitment was found 44%.
R? indicated that the explanatory power of the perceived servant leadership on the variance
of 4%. Even it is a low explanatory power, it is significant. Here, it can be suggested that
there are many other variables that have effect on this relationship as we can suppose.

We also wanted to see the effect of work exhaustion on organizational commitment. It was
seen that work exhaustion has negative effect on organizational commitment. In order to
test the second hypothesis, hierarchical regression analysis was conducted. It is seen that
the explanatory power of the model increased, after the inclusion of the interaction term of
perceived servant leadership and work exhaustion (from 0.44 to 0.63). Work exhaustion has
created a weak effect. However, this results have indicated that the higher the exhaustion,
the weaker the positive relationship between perceived servant leadership and
organizational commitment. Thus second hypothesis was supported.

According to the results that have been gained in this sample, perceived servant leadership
and work exhaustion had weak effects on organizational commitment. The results reveal
that servant leaders are perceived as people who have supportive attitudes, integrity, and
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who are altruistic and that positive perception of servant leadership affects organizational
commitment in our study, whereas this relationship weakens if employees themselves feel
exhausted.

6. CONCLUDING REMARKS

As a concluding remark, it is suggested that this study has also organizational implications.
When leaders are perceived as servants, this makes a positive effect on employees’
commitment to organization. However, demanding aspects of work may result in
exhaustion, lack of motivation and withdrawal (De Beer, Rothmann, and Pienaar, 2012).
Therefore, it was proposed that high work exhaustion has negative effects on positive
employee attitudes and its diminishing effect on the positive relationship between perceived
servant leadership and organizational commitment was found out.

As a contribution to the literature, no study has examined the moderating effect of work
exhaustion on the relationship between perceived servant leadership and organizational
commitment before in Turkey. We recommend to future studies to include other variables
as individual variables (self-efficacy, self-esteem, personality) and contextual variables
(organizational justice). Obviously, many moderator variables may be included.

This study used self-report technique. In further studies, multiple resources technique can
be used. Due to the sample size of the study, the results cannot be generalized. In order to
increase the generalizability of the results, the future studies can add participants from
different sectors, scales and occupations. As an example, workers in other demanding jobs
such as call center and sales may also require servant leaders to further work and
communication-related process efficiently and effectively within the teams, national and/or
multinational companies. In recruitment processes, the ten attributes that was mentioned by
Spears (2010) can be assessed and evaluated. In addition, with feedbacks and trainings
these attributes can be developed which will in return not only beneficial to the
organization but to the community as a whole.
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