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ABSTRACT 

This study investigates the impact of transformational leadership on employee burnout and 

workplace well-being within a private-sector Algerian enterprise, SARL Rodane. Grounded in the 

positivist paradigm and adopting a quantitative cross-sectional design, data were collected from 

all 40 employees of the organization during the period April–May 2025 using a structured self-

administered questionnaire. Four validated scales were employed to measure transformational 

leadership (adapted MLQ-5X), employee burnout (adapted MBI-GS), workplace well-being, and 

job satisfaction. Data were analyzed using reliability analysis, descriptive statistics, Pearson 

correlation, and simple linear regression via IBM SPSS Statistics Version 32. 

The findings reveal that transformational leadership exerts a statistically significant positive effect 

on both workplace well-being (β = .489, p = .001) and job satisfaction (β = .535, p = .002), 

accounting for approximately 24% and 29% of variance in these outcomes respectively. The 

relationship between transformational leadership and employee burnout was negative and in the 

expected direction (β = −.296), though it did not reach conventional statistical significance (p = 

.064), likely attributable to the limited sample size and the moderating influence of structural and 

cultural factors characteristic of the Algerian private sector. These results are broadly consistent 

with the international literature and contribute original empirical evidence from an 

underrepresented organizational and cultural context. 

Keywords: transformational leadership, employee burnout, workplace well-being, job satisfaction, 

organizational psychology, Algeria, SARL Rodane, MBI-GS, MLQ-5X. 
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 ملخص 

تهدف هذه الدراسة إلى استقصاء أثر القيادة التحويلية على الاحتراق الوظيفي ورفاهية العمال في بيئة العمل، وذلك في سياق  

مؤسسة هي  خاصة،  جزائرية  كمي  .SARL Rodane مؤسسة  بحثي  تصميم  على  واعتماداً  الوضعي،  النموذج  من  انطلاقاً 

، وذلك 2025موظفاً خلال الفترة الممتدة بين أبريل ومايو  40مقطعي، جُمعت البيانات من جميع موظفي المؤسسة البالغ عددهم  

التحويل القيادة  لقياس  أربعة مقاييس موثقّة  استخُدمت  ذاتياً.  استبيان منظم معتمد  استبيانمن خلال  المعدلّة من  النسخة   ية وفق 

MLQ-5Xوالاحتراق الوظيفي وفق النسخة المعدلّة من مقياس ، MBI-GS .فضلاً عن رفاهية بيئة العمل والرضا الوظيفي ،

وقد خضعت البيانات للتحليل باستخدام اختبارات الثبات والإحصاء الوصفي ومعامل ارتباط بيرسون والانحدار الخطي البسيط  

 .32الإصدار  IBM SPSS Statistics رنامجعبر ب

والرضا   (β = .489  ،p = .001) كشفت النتائج أن للقيادة التحويلية أثراً إيجابياً دالاً إحصائياً على كل من رفاهية بيئة العمل

% من التباين في هذين المتغيرين على التوالي. في المقابل، 29% و 24، إذ فسّرت ما يقارب (β = .535 ،p = .002) الوظيفي

، غير أنها لم تبلغ (β = −.296) جاءت العلاقة بين القيادة التحويلية والاحتراق الوظيفي سلبية الاتجاه وفق ما تفترضه النظرية

المتعارف عليه الدلالة الإحصائية  العوامل  (p = .064) مستوى  العينة وتأثير  إلى محدودية حجم  ، ويعُزى ذلك على الأرجح 

نسجم هذه النتائج في مجملها مع الأدبيات الدولية، وتضُيف أدلة تجريبية البنيوية والثقافية المميزة للقطاع الخاص الجزائري. وت

 .أصيلة من سياق تنظيمي وثقافي نادراً ما يحظى بالتمثيل الكافي في البحث العلمي

التنظيمي، الجزائر،   :الكلمات المفتاحية النفس  التحويلية، الاحتراق الوظيفي، رفاهية بيئة العمل، الرضا الوظيفي، علم  القيادة 

 .MLQ-5X ، استبيانMBI-GS ، مقياسSARL Rodane مؤسسة
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INTRODUCTION 

 

1. Background of the Study: 

Leadership paradigms have undergone significant transformations over the decades, shifting from 

authoritative command-and-control models to more inclusive and inspiring approaches. This shift 

is documented by researchers such as (Masal, 2014), who noted the transition toward shared 

leadership models. The 21st century has introduced a complex business environment characterized 

by rapid change and high pressure, where the mental health of the workforce has become as critical 

as operational efficiency. This modern reality is highlighted by (Omale, 2023), who argue that 

emotional involvement and psychological support are now essential for organizational 

performance. Consequently, human resource management is transcending traditional 

administrative roles to focus on psychological well-being and organizational culture. This 

transition is supported by (Guest, 2017), who defines a new framework for HR that prioritizes 

employee well-being as a core strategic objective. 

In this context, Transformational Leadership has emerged as a pivotal style in modern 

management. Unlike transactional leadership, which focuses on exchanges and compliance, 

transformational leadership involves inspiring employees to exceed their own self-interest for the 

good of the organization (Bass, Bernard M.; Riggio, Ronald E., 2006).This leadership style is 

increasingly recognized for its potential to alleviate workplace stress and foster a supportive 

environment. 
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Recently, organizations have begun to prioritize employee well-being as a strategic asset. The 

World Health Organization (WHO) has classified burnout as an "occupational phenomenon," 

highlighting the severity of chronic workplace stress that has not been successfully managed 

(World Health Organization, 2019). This has sparked fear and concern among employers regarding 

retention rates and productivity losses. Empirical evidence suggests that transformational 

leadership serves as a buffer against these negative effects; specifically, it has been found to 

moderate the relationship between emotional exhaustion and turnover intentions (Green et al., 

2013). Furthermore, transformational leadership has a significant positive relationship with work 

performance while simultaneously reducing social loafing and burnout (Khan et al., 2020).This 

suggests that transformational leaders can enhance the resilience and satisfaction of their teams. 

By fostering trust and self-efficacy, leaders improve the affective well-being of their followers 

(Nielsen & Munir, 2009).By leveraging these behaviors, leaders can not only reduce exhaustion 

but also cultivate a culture of well-being where employees feel valued and motivated. 

This topic is driven by several converging motivations rooted in organizational psychology and 

human resource management. First, there is an urgent need for Algerian enterprises, specifically 

in the private sector, to adopt modern leadership practices that protect their human capital. Second, 

while leadership styles have received considerable attention in the global literature, a gap remains 

in understanding how these concepts apply within the Algerian cultural context. Third, employee 

mental health is frequently overlooked in local management studies, underscoring the value of 

research that addresses the intersection of leadership and psychological well-being and provides a 

foundation upon which future scholarly work in this area can build. 



3 
 

1.2 Problem statement: 

 In recent years, the pressure on employees to perform in competitive markets has increased 

drastically, leading to higher rates of physical and emotional exhaustion. This trend aligns with the 

growing recognition of "burnout" as a critical organizational issue, defined by dimensions of 

exhaustion, cynicism, and inefficacy (Maslach & Leiter, 2016). The application of 

Transformational Leadership is poised to catalyze significant improvements in how these pressures 

are managed. This initiative seeks to move beyond mere supervision to what is often denoted as 

"supportive leadership." 

Nevertheless, management practices, particularly within many Algerian businesses, often maintain 

a traditional, transactional character and remain relatively distant from the adoption of 

transformational strategies. This reality poses a genuine problem and serves as an obstacle to 

fostering a culture of well-being. Challenges include a lack of awareness regarding how leadership 

behaviors influence the process of employee burnout (Hentrich & Zimber, 2017). 

Additionally, the psychological aspects of utilizing transformational leadership, such as building 

trust and ensuring psychological safety, must be carefully considered to avoid misunderstanding 

or resistance from traditional management structures. Without a shift in leadership, the reliance on 

high job demands without sufficient resources leads to chronic stress (Bakker & Demerouti, 2007). 

Therefore, this study investigates the role of transformational leadership in reducing employee 

burnout and fostering a culture of well-being at SARL Rodane. 

1.3 Research Questions: 

This research study will attempt to provide answers to the following questions: 



4 
 

1. What is the impact of transformational leadership on reducing employee burnout at SARL 

Rodane? 

Null Hypothesis: (H0): Transformational leadership has no effect on employee burnout at SARL 

Rodane.  

Alternative Hypothesis (H1): Transformational leadership helps reduce employee burnout at 

SARL Rodane. 

2. How does transformational leadership contribute to fostering a culture of well-being within 

the organization? 

Null Hypothesis (H0): Transformational leadership does not help create a culture of well-being 

at SARL Rodane.  

Alternative Hypothesis (H1): Transformational leadership directly improves and supports a 

culture of well-being at SARL Rodane. 

1.4 Research Objectives: 

1. To explain how transformational leadership influences employee burnout levels. 

2. To understand the specific mechanisms and potential advantages linked to the integration 

of transformational leadership practices in fostering well-being at SARL Rodane. 

1.5 Scope of the study: 

 This study will be conducted during the internship period from April 15 to May 15, and it will 

focus on the employees and management at SARL Rodane. 
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1.6 Significance of the Study 

This study holds significance as it delves into the influence of leadership styles on the 

psychological health of the workforce in Algeria. In simpler terms, transformational leadership is 

like having a "supportive engine" that drives employee motivation while protecting them from 

stress. Its importance lies in how it transforms the work environment from a place of pressure to a 

place of growth. 

In Algeria, just like in many places around the world, employee well-being has become a crucial 

factor for organizational success. Transformational leadership simplifies the complexity of 

managing human emotions, making it easier for managers to handle their team's needs. Picture it 

as a protective shield that enhances the way work stress is processed and managed; moreover, the 

study also explores how this leadership approach impacts the overall culture of the company. 

As the business world evolves, leaders need to adapt to new psychological contracts with their 

employees. Transformational leadership, in this case, serves as a driving force for professional 

satisfaction, enhancing the capabilities and mental resilience of individuals. So, in essence, this 

study is all about understanding how this leadership style is changing and improving the work 

atmosphere at SARL Rodane, making it more effective, healthy, and better suited to the needs of 

the modern workforce. 

1.7 Organization of the study 

This thesis is divided into three chapters. Chapter one (the literature review) includes section 1.1 

(the concept of leadership), section 1.2 (transformational leadership), section 1.3 (dimensions of 

transformational leadership), and section 1.4 (the impact of transformational leadership on 

employees). 
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Chapter two (employee burnout and the culture of well-being) includes section 2.1 (historical 

context and theoretical genesis), section 2.2 (burnout: definition and distinction from other 

conditions), section 2.3 (main dimensions of burnout), section 2.4 (the concept of workplace well-

being), section 2.5 (the role of leadership in preventing burnout), section 2.6 (theoretical 

frameworks underpinning burnout), and section 2.7 (Measuring Burnout: Instruments and 

Psychometric Tools) 

Chapter three (research methodology and data analysis) includes section 3.1 (introduction), section 

3.2 (research methodology), section 3.3 (data analysis), and section 3.4 (discussion of results). 
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CHAPTER ONE TRANSFORMATIONAL LEADERSHIP IN ORGANIZATIONS 

 

Introduction: 

 

This chapter examines the theoretical foundations of leadership in modern organizations. It begins 

by tracing how leadership paradigms have evolved over time, clarifying the line between basic 

management and true leadership. From there, the discussion moves through early trait and 

behavioral concepts before looking at situational and contingency models. The main focus, 

however, is the Transformational Leadership framework. After outlining its historical roots, the 

chapter breaks down its four main elements: idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration. Finally, the section evaluates how 

transformational leaders shape employee motivation, commitment, and performance, framing this 

leadership style as a vital protective resource for organizations. 

 

1.1 The Concept of Leadership:  

 

(Yukl, Leadership in Organizations, 2006) conceptualizes leadership within organizational studies 

as having evolved from a focus on stable individual traits to a more dynamic understanding of 

leadership as an emergent social process. This shift reflects the growing recognition that leadership 

is not merely a function of formal authority or inherent personality characteristics, but rather a 

reciprocal and interactive phenomenon embedded within a collective social context. (Northouse, 

Peter G., 2010) similarly defines leadership as a process of influence through which individuals or 

groups mobilize others toward the achievement of shared objectives. Such perspectives underscore 

the inherently relational and co-constructed nature of leadership, challenging traditional 

unidirectional models that portray leadership as the unilateral exercise of power. Consequently, 

leadership can be understood as a democratized process, wherein influence is not confined to 

formal positional roles but emerges through effective engagement within the dynamic interplay 

between leaders, followers, and situational factors. 
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1.1.1 Definition of leadership in the literature: 

Leadership, fundamentally defined as a process of social influence whereby an individual enlists 

the aid and support of others in the accomplishment of a common task (Chemers, 2014), has 

evolved significantly from early trait-based theories to contemporary complexity-based 

paradigms. Historically, leadership was often conflated with management, yet modern 

organizational psychology distinguishes the two; while management focuses on coping with 

complexity through planning and budgeting, leadership is defined by its capacity to cope with 

change by setting direction and aligning people (Northouse, 2021). (Bass, Bernard M.; Riggio, 

Ronald E., 2006) further expanded this definition by emphasizing the transformative nature of the 

leader-follower relationship, wherein leaders motivate followers to transcend their own self-

interests for the greater good of the organization. 

In the contemporary era, the definition has shifted toward relational and distributive frameworks. 

(Yukl, 2013) argues that leadership is a mutual influence process that occurs at multiple levels 

within an organization, not merely a top-down mandate. This perspective is particularly critical in 

the context of the Maghreb, and specifically Algeria, where leadership dynamics are deeply 

influenced by a confluence of traditional collectivist culture, a historical legacy of hierarchical 

administrative structures, and the current imperative for economic diversification. 

In Algerian organizational settings, the definition of leadership often encounters a tension between 

traditional, paternalistic models and the modern requirement for participative management. As 

noted by (Bouguerra, 2020), Algerian leadership styles are frequently shaped by a high-power 

distance culture, where respect for authority remains paramount. However, research suggests that 

to successfully navigate the transition toward a more knowledge-based economy, local leaders are 

increasingly adopting "servant leadership" characteristics, prioritizing the growth and well-being 
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of people and the communities to which they belong (Spears, 2010; Benahmed & Belkacem, 

2022). Furthermore, the integration of emotional intelligence defined as the ability to monitor one's 

own and others' feelings has emerged as a vital component of effective leadership in the Algerian 

public sector, facilitating better conflict resolution and team cohesion amidst organizational 

restructuring (Goleman, 2017; Hamadi, Emotional intelligence and its impact on leadership 

effectiveness: A study of Algerian managers, 2023). 

 

1.1.2 Difference between leadership and management: 

The distinction between leadership and management remains one of the most debated dichotomies 

in organizational literature. While the two roles often overlap in practice, their theoretical 

foundations and functional objectives are distinct. Management is primarily characterized by the 

pursuit of order, consistency, and efficiency. According to (Kotter, 2012), management involves 

mastering complexity through the implementation of structured processes such as planning, 

budgeting, and problem-solving. In contrast, leadership is centered on the production of movement 

and adaptive change. (Bennis, 2009) famously encapsulated this difference by stating that 

"managers do things right, while leaders do the right thing," highlighting the manager’s focus on 

the bottom line versus the leader’s focus on the horizon. 

From a functionalist perspective, management relies on formal authority and legitimate power 

within a hierarchy, whereas leadership is a process of social influence that transcends formal titles 

(Northouse, 2021). (Rost, 1991) argued that while management is an authority relationship 

designed to produce and sell goods or services, leadership is an influence relationship aimed at 

achieving real changes. This differentiation is further refined by (Zaleznik, 1977), who posited that 
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managers are "reactive" and work toward stabilizing the status quo, while leaders are "proactive" 

and seek to alter the psychological and social landscape of the organization. 

In the specific context of the Algerian economycharacterized by a legacy of bureaucratic 

centralization and a current shift toward market-led reformsthis distinction is particularly poignant. 

Historically, Algerian enterprises have been perceived as prioritizing administrative control over 

visionary guidance (Bouguerra, 2020). The traditional model in Algeria often emphasizes strict 

adherence to regulations and risk aversion, traits synonymous with management. However, as the 

Algerian government pushes for digital transformation and industrial modernization, the need for 

leadership specifically the ability to inspire a vision and navigate uncertainty has become a national 

priority (Belkacem & Benahmed, 2023). 

Research within the Algerian public sector suggests that the inability to distinguish between these 

two roles can lead to "managerialism," where the focus on procedure stifles the innovation required 

for competitive advantage (Dahmani, 2022). Effective organizational development in Algeria now 

requires a dual approach: maintaining the robust management systems necessary for operational 

stability while fostering a new generation of leaders capable of mobilizing human capital through 

transformational and authentic influence (Zerrouki, 2023; Hamadi, 2024). Ultimately, as argued 

by (Mintzberg, 2013), the most successful Algerian organizations will be those that integrate both, 

recognizing that management without leadership encourages stagnation, while leadership without 

management results in disconnected chaos. 

1.1.3 Leadership Styles: An Overview 

Leadership scholars have long recognized that no single style of leadership is universally effective; 

rather, different contexts, goals, and follower characteristics call for distinct approaches. The study 
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of leadership styles represents one of the most practically consequential areas of organizational 

research, as style directly shapes how leaders communicate, motivate, and exert influence over 

their teams (Northouse, 2021). Broadly, leadership styles can be organized along a spectrum 

ranging from highly directive to highly participative. At one end, autocratic leadership involves 

centralized decision-making and close supervision, with the leader retaining full authority over 

organizational choices (Lewin et al., 1939). While this approach can yield rapid results in crisis 

situations, it tends to suppress employee creativity and intrinsic motivation over time (Bass & 

Bass, 2008). At the opposite end, laissez-faire leadership, characterized by the near-complete 

delegation of authority to followers, is consistently associated with low effectiveness and 

organizational disorganization (Judge & Piccolo, 2004). 

Between these poles lies a rich constellation of styles. Democratic or participative leadership 

involves followers in the decision-making process, thereby increasing their sense of ownership 

and organizational commitment (Lewin et al., 1939). Servant leadership, popularized by 

(Greenleaf, 1970) and further developed by (Spears, 2010), inverts the traditional power hierarchy 

by placing follower needs at the center of the leader’s role. Transactional leadership, formalized 

by (Burns, 1978) and later operationalized by (Bass, 1985), operates through a system of 

contingent rewards and corrective feedback, maintaining performance standards through clearly 

defined exchanges. Finally, transformational leadership transcends the transactional model by 

inspiring followers to go beyond self-interest for the greater organizational good (Bass & Riggio, 

2006). Each of these styles produces distinct organizational outcomes, and contemporary 

leadership research increasingly advocates for an integrative, contextually sensitive approach, 

wherein effective leaders draw selectively on multiple styles according to situational demands 

(Yukl, 2013). 
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1.1.4 Trait vs. Behavioral Approaches to Leadership 

The earliest systematic attempts to explain leadership effectiveness focused on the inherent 

characteristics of the individual leader, giving rise to the trait approach. Drawing on the “great 

man” theory of the 19th century, early researchers sought to identify a universal set of stable 

personal attributes that distinguished leaders from non-leaders. (Stogdill, 1948) foundational 

review of the trait literature identified qualities such as intelligence, dominance, self-confidence, 

and sociability as consistent correlates of leadership emergence. However, this first wave of trait 

research was criticized for its inability to account for situational variability and for its failure to 

demonstrate that any single set of traits was reliably predictive of leadership effectiveness across 

all contexts (Stogdill, 1948). A subsequent revision of the trait perspective by (Lord et al., 1986) 

offered a more sophisticated picture, demonstrating that certain traits, particularly intelligence, 

dominance, and extraversion, do hold moderate predictive value across a broad range of settings. 

In response to the limitations of trait theories, behavioral approaches shifted attention from who 

the leader is to what the leader does. Landmark studies conducted at Ohio State University and the 

University of Michigan during the 1940s and 1950s identified two fundamental dimensions of 

leader behavior: consideration (i.e., relationship-oriented behaviors that demonstrate care and 

trust) and initiating structure (i.e., task-oriented behaviors that organize work and define roles) 

(Fleishman, 1953); (Likert, 1961). The Ohio State studies demonstrated that these two dimensions 

were relatively independent, meaning that an effective leader could score high on both 

simultaneously. The University of Michigan studies similarly distinguished between employee-

centered and production-centered leadership, arriving at comparable conclusions (Likert, 1961). 

(Blake & Mouton, 1964) Managerial Grid synthesized these findings into a practical framework, 

mapping leadership styles along axes of concern for people and concern for production and 
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identifying the “team management” style (high on both dimensions) as the most effective 

approach. While behavioral theories represented a significant advance by suggesting that 

leadership could be learned and developed, they were subsequently criticized for underweighting 

the role of contextual factors, a limitation that set the stage for situational and contingency 

approaches (Northouse, 2021). 

1.1.5 Situational and Contingency Theories of Leadership 

Situational and contingency theories of leadership emerged from the recognition that the 

effectiveness of any particular leadership style is not absolute but depends fundamentally on the 

characteristics of the situation. (Fiedler, 1967) Contingency Model was among the first formal 

frameworks to propose that leadership effectiveness is determined by the match between the 

leader’s style, measured along a task versus relationship orientation dimension, and the degree of 

situational favorability, defined by factors such as leader-member relations, task structure, and 

positional power. Fiedler’s model made the provocative claim that leader style is relatively fixed, 

and that organizational effectiveness is therefore best achieved by engineering situations to match 

the leader’s dominant orientation, rather than attempting to change the leader (Fiedler, 1967). 

In contrast, (Hersey & Blanchard, 1969) Situational Leadership Theory proposed a more adaptive 

model, arguing that leaders must actively vary their style, from directing through coaching and 

supporting to delegating, in response to the developmental level, or “readiness,” of their followers. 

This model enjoyed considerable practical uptake in management training, as it offered a 

prescriptive and learnable framework (Northouse, 2021). (House, 1971) Path-Goal Theory further 

advanced situational thinking by proposing that effective leaders clarify the path to goal 

achievement for their followers by adapting their behavior to the specific motivational needs 

created by environmental contingencies. Four distinct leader behaviors, namely directive, 
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supportive, participative, and achievement-oriented, are proposed, each suited to different 

combinations of follower and task characteristics (House, 1996). Despite their intuitive appeal, 

contingency theories have faced empirical challenges related to the operational definition of 

situational variables and the difficulty of validating complex interaction effects in organizational 

field studies (Yukl, 2013). Nevertheless, their core insight, that leadership effectiveness is 

inherently relational and context-dependent, remains foundational to contemporary leadership 

science and underlies the design of modern leadership development programs. 

 

1.1.6 The Evolution of Leadership Theories 

The history of leadership theory can be understood as a progressive expansion of scope, moving 

from a narrow focus on the individual leader’s fixed attributes toward increasingly relational, 

systemic, and contextually embedded conceptualizations. (Bass & Bass, 2008) document this 

evolution across five broad generations of theory. The first generation, spanning the early 20th 

century, was dominated by the trait paradigm and the “great man” theory, which conceptualized 

leadership as the exclusive property of exceptional individuals born with natural gifts of charisma 

and command. The second generation shifted toward behavioral models during the 1940s and 

1950s, guided by the landmark Ohio State and Michigan studies, introducing the insight that 

effective leadership behaviors could be empirically described and potentially trained (Fleishman, 

1953); (Likert, 1961). 

The third generation, spanning the 1960s and 1970s, was defined by contingency and situational 

theories, which demonstrated that no single behavioral pattern was universally effective and that 

leadership must adapt to follower readiness and environmental demands (Fiedler, 1967); (Hersey 
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& Blanchard, 1969). The fourth generation, beginning in the late 1970s and reaching maturity in 

the 1980s and 1990s, marked a paradigm shift toward the neo-charismatic and transformational 

models, most notably through the foundational contributions of (Burns, 1978) and (Bass, 1985). 

These theories reintroduced the motivational and moral dimensions of leadership, moving beyond 

transactional exchanges toward the inspiration of followers’ higher-order needs and shared visions 

(Bass & Riggio, 2006). The fifth and current generation encompasses a diverse range of post-

transformational theories, including authentic leadership (Avolio & Gardner, 2005), ethical 

leadership (Brown et al., 2005), servant leadership (Spears, 2010), and complexity leadership 

theory (Uhl-Bien et al., 2007), all of which share an emphasis on the leader’s responsibility toward 

followers, organizational stakeholders, and broader social systems. Across this evolutionary arc, 

the field has progressively incorporated insights from social psychology, organizational behavior, 

positive psychology, and cross-cultural management, reflecting the growing recognition that 

leadership is a deeply human, culturally embedded, and morally consequential social phenomenon 

(Yukl, 2013); (Northouse, 2021). 

1.2 Transformational Leadership: 

1.2.1 The Historical Genesis of Transformational Leadership: 

The conceptual roots of transformational leadership represent a significant departure from 

traditional management theories that prioritized hierarchy and simple economic exchanges. The 

term "transformational leadership" was first introduced in 1973 by the sociologist J.V. Downton, 

who sought to understand the mechanisms by which certain leaders could inspire followers to 

move beyond their own self-interests (Downton, 1973). However, it was the Pulitzer Prize-winning 

historian and political scientist James MacGregor Burns who popularized and codified the theory 

in his 1978 seminal work, Leadership. (Burns, 1978) 



16 
 

(Burns, 1978) developed his theories through a qualitative analysis of iconic political figures, 

observing that leadership was not merely a matter of power or dominance, but a reciprocal 

relationship rooted in mutual purpose. He distinguished between two primary modes of leadership: 

transactional and transformational. Transactional leadership involves an exchange process where 

leaders provide rewards or punishments based on the performance of followers, effectively 

maintaining the status quo. In contrast, transformational leadership occurs when leaders and 

followers engage in such a way that they raise one another to higher levels of motivation and 

morality. Burns posited that this style addresses the fundamental needs and aspirations of 

followers, transforming them into leaders themselves. 

The theory was significantly expanded and adapted for organizational contexts by (Bass, 1985) 

While Burns viewed transactional and transformational leadership as mutually exclusive ends of 

a spectrum, Bass argued that they were distinct dimensions and that effective leaders often utilized 

both styles, although transformational behaviors led to superior outcomes. Bass focused on the 

psychological mechanisms underlying these behaviors and introduced a structured framework for 

measuring leadership effectiveness through what became known as the "Four I's" of 

transformational leadership. 

1.3 Dimensions of Transformational Leadership: 

1.3.1The Four Pillars of the Transformational Framework: 

The modern understanding of transformational leadership rests on four essential behavioral 

components (Bass, Bernard M.; Avolio, Bruce J., 1994). These dimensions enable leaders to create 

a vision, foster trust, encourage innovation, and support individual growth. 
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Idealized Influence 

Idealized Influence, often associated with charisma, describes leaders who act as strong role 

models for their followers. These leaders exhibit high standards of ethical and moral conduct, 

which instills a sense of trust and respect among subordinates (Avolio, Bruce J.; Bass, Bernard M., 

2004). Followers do not simply obey out of obligation; they identify with the leader and seek to 

emulate their behavior. In an organizational setting, this means the leader is consistent, maintains 

integrity between their words and actions, and is willing to sacrifice personal gain for the collective 

good. 

Inspirational Motivation 

Inspirational Motivation is the ability of a leader to articulate a compelling and optimistic vision 

for the future. Transformational leaders use symbols, emotional appeals, and clear communication 

to connect followers to a higher purpose (Bass, Bernard M.; Riggio, Ronald E., 2006). By painting 

a vivid picture of what the organization can become, they foster a sense of shared destiny and team 

spirit. This visionary approach provides the psychological energy required to navigate uncertainty 

and encourages followers to work toward outcomes previously thought impossible. 

Intellectual Stimulation 

Intellectual Stimulation involves the leader’s effort to encourage creativity, innovation, and critical 

thinking among their team. Rather than providing all the answers, the transformational leader 

questions long-held assumptions and invites followers to approach old problems from new 

perspectives (Yukl, 2013). A key element is creating a psychologically safe environment where 

followers are not criticized for ideas that differ from the leader’s or for making mistakes during 

experimentation. 
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Individualized Consideration 

Individualized Consideration focuses on the leader's role as a mentor or coach who recognizes that 

each follower has unique needs and development paths. The leader practices active listening and 

provides personalized support, helping individuals develop their strengths and fulfill their potential 

(Rafferty, Alannah E.; Griffin, Mark A., 2004).This one-on-one attention ensures that followers 

feel valued as individuals, fostering loyalty and a continuous pipeline of future leaders. 

 

1.4 Impact of Transformational Leadership on Employees 

Transformational leadership serves as a primary catalyst for organizational change by focusing on 

the development and inspiration of followers. This style is defined by four behaviors: idealized 

influence, inspirational motivation, intellectual stimulation, and individualized consideration 

(Bass, Bernard M.; Avolio, Bruce J., 1994). Leaders using this approach act as ethical role models 

and communicate an evocative vision, encouraging employees to prioritize collective goals over 

personal interests (Nasir et al., 2020). By fostering a climate of trust and mutual respect, 

transformational leaders enable their teams to navigate complex environments effectively 

(Ahwireng Koomson et al., 2022). 

Employee Motivation 

The impact of transformational leadership on employee motivation is centered on satisfying 

fundamental psychological needs for autonomy and competence (Deci & Ryan, 2000). Leaders 

cultivate intrinsic motivation by encouraging followers to find inherent value in their tasks rather 

than working solely for external rewards (Xue et al., 2022).Intellectual stimulation is particularly 
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effective in this process, as it prompts employees to approach problems with creative mindsets and 

take ownership of their work (Ahwireng Koomson et al., 2022). 

Additionally, these leaders enhance an individual's self-efficacy, or the belief in their ability to 

succeed at specific tasks (Walumbwa et al., 2004).Through supportive feedback and mentorship, 

leaders build the internal psychological resources required for employees to remain proactive (Fan, 

2023). In various organizational contexts, this leadership style is recognized as a key driver of 

workforce drive and morale (Raziq & Maulabakhsh, 2020). 

Organizational Commitment 

Organizational commitment is strengthened when transformational leaders align a company’s 

mission with the personal values of its employees (Buil et al., 2019).This alignment fosters 

affective commitment, characterized by a deep emotional attachment to the organization (Bass, 

Bernard M.; Avolio, Bruce J., 1994).The quality of the leader-member exchange (LMX) acts as a 

critical bridge in this relationship, as high-quality bonds built on professional respect lead to 

increased loyalty (Keskes et al., 2018) 

Furthermore, leaders who champion corporate social responsibility enhance an employee's sense 

of pride and organizational identification (Hameed et al., 2020).By treating each subordinate as a 

unique individual and addressing their specific developmental needs, leaders ensure that 

commitment remains high even during times of transition (Malik, 2024) 

Work Performance 

Transformational leadership drives work performance through an "augmentation effect," inspiring 

effort that goes beyond what is achieved through standard rewards (Bass, 1985).This style has a 

profound impact on contextual performance, such as organizational citizenship behaviors, by 
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fostering a mission driven identity among staff (Nasir et al., 2020).In complex or uncertain 

environments, transformational leaders outperform traditional managers because they provide the 

vision and support necessary for adaptive flexibility (Birasnav, 2018). 

Work engagement and psychological empowerment serve as essential mechanisms through which 

leadership influence is translated into high-quality output (López-Zapata et al., 2024)Leaders who 

encourage "taking charge" and proactive job crafting see significant improvements in how 

employees handle change-oriented tasks (Malik, 2024). Ultimately, by cultivating employee 

creativity and self-efficacy, transformational leaders ensure that the workforce is both productive 

and capable of contributing to long-term innovation (Veasna et al., 2024). 
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CHAPTER TWO: EMPLOYEE BURNOUT AND THE CULTURE OF WELL-BEING 

 

2.1 Historical Context and Theoretical Genesis:  

The conceptualization of burnout as a distinct psychological phenomenon emerged as a clinical 

response to shifts in professional labor during the late 20th century (Bakker et al., 2023). Herbert 

J. Freudenberger first introduced the term in 1974 to describe a specific state of physical and mental 

depletion observed among staff in alternative healthcare settings (Maslach & Leiter, 2016). He 

characterized this condition as being exhausted by making excessive demands on one’s energy or 

resources within the workplace (Freudenberger, 1974). His initial observations noted that burned-

out workers frequently presented with symptoms like irritability and sleeplessness (Bakker & de 

Vries, 2021). The transformation of burnout into a measurable construct was facilitated by social 

psychologist Christina Maslach in the late 1970s (Maslach, 2017). Maslach shifted the focus 

toward a multidimensional syndrome that involves an interplay between an individual’s internal 

resources and their environment (Maslach et al., 2001).In 1981, the publication of the Maslach 

Burnout Inventory provided a rigorous tool for assessing emotional exhaustion and 

depersonalization (Maslach & Jackson, 1981).Burnout was originally viewed as a syndrome 

affecting caring professions such as social work and nursing (Maslach & Leiter, 2016). However, 

modern research recognizes it as an occupational phenomenon applicable to nearly all sectors 

(2025). This shift is reflected in the transition from the ICD-10’s vague "vital exhaustion" to the 

detailed characterization in the ICD-11 (World Health Organization, 2019). 
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2.2 Burnout: Definition and Distinction from Other Conditions 

Defining burnout necessitates clearly distinguishing it from general life stress and identifying it as 

a specific occupational syndrome (Tagay, 2025). In contrast to conditions such as generalized 

anxiety or depression, burnout is inherently rooted in the workplace context (World Health 

Organization, 2024).It reflects a prolonged reaction to chronic emotional and interpersonal 

stressors encountered on the job (Maslach et al., 2001).Importantly, burnout is not considered a 

psychiatric medical disorder but is instead categorized as an occupational phenomenon (World 

Health Organization, 2019). It arises from workplace stress that has not been effectively managed 

over time (World Health Organization, 2024). This phenomenon significantly affects both 

individual health and overall well-being, while also imposing substantial economic costs (Mental 

Health UK, 2025). Estimates indicate that burnout may cost the United States economy up to $500 

billion each year (NeuroLaunch Editorial Team, 2024). 

From a multidimensional theoretical perspective, burnout is defined as a psychological syndrome 

marked by intense exhaustion and a sense of cynicism (Maslach & Leiter, 2016). It generally 

develops as a prolonged response to persistent work-related stress (Maslach & Jackson, 1981). 

This conceptualization also incorporates feelings of reduced effectiveness and diminished 

professional achievement (Maslach et al., 2001). (World Health Organization, 2019) classifies 

burnout strictly as an occupational phenomenon rather than a medical condition. Within the ICD-

11 framework, it is specifically described as the result of chronic workplace stress that has not 

been successfully managed (World Health Organization, 2024). This definition underlines that 

burnout is confined to the occupational domain and should not be used to describe experiences in 

other areas of life. 
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Recent perspectives in 2025 further conceptualize burnout as a late-stage response to prolonged 

stress, during which individuals activate self-protective mechanisms (Tavella & Parker, 2025). It 

reflects a gradual decline in engagement, where work becomes increasingly unpleasant and 

unfulfilling (Maslach & Leiter, 1997). In the contemporary context, burnout is also influenced by 

the rapid expansion of artificial intelligence within professional environments (Spelman, 2025). 

 

2.3 Main dimensions of burnout: 

Burnout is widely recognized in contemporary occupational psychology as a complex, pervasive 

psychological syndrome. It primarily results from chronic workplace stress that has not been 

successfully managed or mitigated over time (Edú-Valsania et al., 2022). The conceptualization of 

this phenomenon is predominantly rooted in a well-established tri-dimensional model. These three 

core dimensions operate in tandem, feeding into one another to progressively undermine both an 

individual’s personal well-being and their overall organizational functionality. This interrelated 

conceptual framework continues to be heavily supported by recent empirical investigations across 

various professional fields (Salessi et al., 2023). 

 

2.3.1 Emotional Exhaustion 

As the first and most prominently reported dimension, emotional exhaustion represents the core 

individual stress component of the syndrome (Frick & Rief, 2024). 

• Manifestation: It appears as a profound, often debilitating depletion of a worker’s core 

emotional and physical resources. This severe drain leaves the individual feeling 
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chronically overextended, fatigued, and fundamentally incapable of meeting their standard 

daily job demands (Edú-Valsania et al., 2022). 

• Impact: Recent research utilizing granular experience sampling methods highlights the 

day-to-day reality of this dimension. It shows that persistently high chronic levels of 

exhaustion severely and continuously drain an employee's capacity to invest necessary 

effort, focus, and cognitive energy into their daily workplace tasks (Frick & Rief, 2024). 

• Trigger: Exhaustion is frequently cited as the primary catalyst for the syndrome's 

subsequent dimensions. It typically arises when there is a severe, ongoing misalignment 

between the employee's inherent capabilities, their available energy, and the heavy or 

unrealistic workplace demands placed upon them (Pavlova, 2023). 

2.3.2 Cynicism (or Depersonalization) 

Following the onset of exhaustion, individuals often develop cynicism, which captures the 

interpersonal context of burnout through a negative, callous, or excessively detached response to 

the job (Maslach & Leiter, 2022). 

• Function: Cynicism serves essentially as a maladaptive psychological coping mechanism. 

It occurs when employees attempt to build a defensive shield to protect themselves from 

further emotional depletion by actively distancing themselves from their work 

environment, colleagues, and even clients (Bakker & Demerouti, 2023). 

• Consequence: However, recent longitudinal studies indicate a significant downside to this 

protective strategy. This deliberate detachment ultimately fosters counterproductive, self-

undermining behaviors that directly exacerbate the employee's negative perception of their 
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job demands and heavily increase the likelihood of damaging interpersonal conflicts 

(Bakker & Demerouti, 2023). 

2.3.3 Reduced Personal Accomplishment (or Professional Inefficacy) 

The final dimension represents the self-evaluative component of the condition, defined by a 

persistent decline in feelings of workplace competence and success (Brunsting, 2024). 

• Internal Experience: Employees experiencing high levels of inefficacy often suffer from 

a profoundly diminished sense of professional self-worth. Over time, they begin to harbor 

the pervasive, defeating belief that they are no longer making a meaningful contribution or 

achieving their career goals (Brunsting, 2024). 

• Development: Contemporary data suggests that this feeling of inefficacy does not always 

occur last; rather, it can develop in parallel with emotional exhaustion and cynicism. Its 

progression is heavily influenced by a systemic lack of access to critical workplace 

resources, such as adequate professional autonomy, constructive feedback, and robust 

social support networks (Edú-Valsania et al., 2022) 

 

 Ultimately, fully understanding the nature of burnout necessitates viewing these three dimensions 

not as isolated or independent symptoms, but as a deeply interrelated triad. Because these 

dimensions compound one another, addressing the syndrome effectively requires moving beyond 

individual blame and implementing holistic, systemic organizational interventions (Maslach & 

Leiter, 2022). 
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2.2 Causes of Burnout: 

The etiology of occupational burnout reflects a complex interplay of individual, interpersonal, and 

organizational variables that progressively accumulate through extended temporal exposure. 

Recent investigations employing longitudinal research designs and sophisticated statistical 

modeling have illuminated the multifaceted pathways through which workplace stressors 

culminate in burnout manifestation. Contemporary scholarship emphasizes that burnout represents 

not merely an individual psychological response but rather a systemic organizational phenomenon 

rooted in fundamental misalignments between job demands and available resources, compounded 

by inadequate recognition mechanisms and dysfunctional organizational structures (Aronsson et 

al., 2020). 

2.2.1 Work Overload: 

Work overload represents a primary causative mechanism in occupational burnout development, 

characterized by persistent conditions wherein task volume, complexity, and temporal demands 

systematically exceed individual employee capacity for effective management. This phenomenon 

extends considerably beyond episodic elevation in workload, instead constituting chronic 

circumstances wherein organizational expectations perpetually surpass realistic completion 

parameters. Contemporary research utilizing experience sampling methodologies and real-time 

monitoring systems demonstrates that sustained excessive workload correlates significantly with 

progressive emotional exhaustion trajectories, particularly when such conditions persist without 

intervening recovery intervals (Virtanen et al., 2021). The digitalization of workplace 

environments has substantially intensified this dynamic through technologies creating perpetual 

connectivity expectations, asynchronous communication demands that fragment cognitive focus, 

and temporal boundary dissolution between professional and personal life domains. Research 
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synthesizing organizational data from multiple industries indicates that employees experiencing 

chronic work overload demonstrate elevated cortisol dysregulation, compromised immune 

functioning, and progressive depletion of emotional reserves (Salvagioni et al., 2020). 

Furthermore, sustained work overload engenders temporal poverty wherein individuals lack 

sufficient opportunity for psychological recovery mechanisms, generating cumulative fatigue 

accumulation across consecutive work cycles without adequate restoration periods. 

2.2.2 Organizational Stress: 

Organizational stress mechanisms operate through systemic structural and relational pathways that 

transcend individual employee characteristics, generating psychological strain through 

institutional design deficiencies, communication dysfunction, role ambiguity, and lack of 

participatory autonomy. Role conflict wherein individuals receive contradictory expectations from 

multiple organizational constituents generates persistent cognitive dissonance and affective 

distress as employees attempt to simultaneously satisfy incompatible performance standards and 

competing organizational objectives. Simultaneously, role ambiguity characterizes situations 

wherein expectations remain undefined or vague, preventing employees from developing coherent 

performance strategies and generating chronic uncertainty regarding evaluation criteria and 

success definitions. Contemporary organizational contexts increasingly generate substantial stress 

through rapid change implementation, technological disruption, and institutional restructuring 

processes executed without meaningful employee participation in decision-making frameworks 

(De Clercq et al., 2023). The psychological impact of organizational change intensifies when 

change initiatives lack transparency regarding implementation rationales, temporal timelines, or 

personal implications for individual employees. Organizations undergoing substantial digital 

transformation frequently experience accelerated stress manifestation when technology 
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implementation precedes process redesign and workforce capability development, creating 

scenarios wherein employees encounter new system demands without adequate training or support 

infrastructure. Research examining multilevel organizational systems reveals that stress emanating 

from structural deficiencies produces effects comparable to or exceeding those generated by 

individual workload factors (Aronsson et al., 2020). 

2.2.3 Lack of Recognition: 

A lack of meaningful recognition acts as a severe stressor that systematically erodes an employee's 

self-efficacy and motivation (Maslach et al., 2001). When hard work goes unacknowledged, it 

creates a "reciprocity gap"an imbalance where workers feel their investment far exceeds the 

rewards received (Siegrist, 2016). 

Recognition includes both formal systems, like promotions, and informal gestures like peer 

appreciation. Chronic recognition deficits are proven to cause a sharp decline in organizational 

commitment and higher turnover intentions (Fernet et al., 2022). Especially in rigid hierarchies, 

specific and sincere appreciation is essential for sustaining long-term engagement (Grawitch et al., 

2006). Without this validation, workers eventually lose their sense of professional accomplishment 

and value. 

2.3 Consequences of Burnout: 

The consequences of occupational burnout permeate organizational systems at multiple 

hierarchical levels, generating substantial individual psychological distress alongside significant 

organizational economic costs and performance deterioration. Burnout consequences manifest 

through interconnected pathways affecting employee physical health, psychological functioning, 

behavioral patterns, social relationships, and organizational performance metrics. Recent research 
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employing longitudinal designs with extended follow-up intervals demonstrates that burnout 

consequences extend substantially beyond occupational contexts into personal life domains, 

affecting family relationships, leisure activity engagement, and overall life satisfaction trajectories 

(Salvagioni et al., 2020). 

2.3.1 Effects on Employees: 

Employee-level burnout consequences encompass profound psychological deterioration 

characterized by emotional exhaustion, depersonalization manifestations, and diminished sense of 

personal accomplishment, operating through multiple interconnected psychological pathways. At 

the physiological level, burnout activates chronic stress response systems, elevating cortisol levels, 

suppressing immune function, and increasing susceptibility to both acute infectious illness and 

chronic disease development including cardiovascular pathology, gastrointestinal disorders, and 

musculoskeletal conditions. Longitudinal investigations employing biological marker assessment 

and cardiovascular outcome monitoring demonstrate that burnout trajectories predict subsequent 

cardiovascular event incidence through mechanisms of prolonged sympathetic activation and 

inflammatory pathway dysregulation (Virtanen et al., 2021). Psychological consequences extend 

substantially beyond occupational contexts, with burnout trajectories demonstrating strong 

predictive relationships with subsequent depressive symptomatology development, anxiety 

disorder emergence, and substance use disorder manifestation. The cognitive impairments 

accompanying burnout include working memory capacity reduction, executive function 

deterioration, attention regulation compromise, and decision-making accuracy decline, creating 

organizational contexts wherein cognitively depleted employees inadvertently amplify their 

perceived occupational stress through suboptimal coping strategy selection. Quality-of-life effects 

manifest through sleep architecture disruption, interpersonal relationship deterioration within 
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family systems, reduced leisure activity engagement, and generalized life satisfaction reduction 

across personal life domains (De Clercq et al., 2023). Furthermore, burnout generates behavioral 

consequences including increased absenteeism, presenteeism manifestation wherein employees 

remain physically present but psychologically absent and disengaged, elevated error rates in both 

technical and interpersonal work domains, and reduced organizational citizenship behaviors. 

2.3.2 Effects on Organizations: 

The economic and operational fallout from employee burnout extends far beyond simple fatigue, 

manifesting as a systemic organizational crisis. The most immediate impact is staff turnover; 

replacing burnt-out staff incurs massive recruitment costs and erodes institutional knowledge, with 

total replacement expenses often reaching several times an employee's annual salary. Beyond 

turnover, burnout triggers a decline in service quality and an increase in operational errors, which 

directly compromises customer satisfaction and safety. 

Cultural and administrative consequences are equally severe: 

• Cultural Erosion: Emotionally exhausted employees often model cynical behaviors that 

spread throughout a team, progressively undermining collective morale and psychological 

safety (Salvagioni et al., 2020). 

• Stifled Innovation: Cognitively depleted workers lack the "mental surplus" required for 

the creative problem-solving and experimentation necessary for organizational growth. 

• Administrative Burdens: Organizations face ballooning expenditures from increased sick 

leave, workers' compensation claims, and rising health insurance premiums. 
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• Reputational Damage: In an era of workplace transparency, a high prevalence of burnout 

damages an organization’s "employer brand," making it difficult to attract elite talent and 

maintain stakeholder trust (De Clercq et al., 2023). 

2.4 The Concept of Workplace Well-Being: 

Contemporary conceptualizations of organizational well-being represent a paradigmatic shift from 

deficit-based models emphasizing illness prevention toward asset-oriented frameworks 

prioritizing human flourishing and optimal functioning within occupational contexts. Workplace 

well-being integrates multiple dimensional components encompassing employee physical health 

status, psychological functioning, social relationship quality, professional development trajectory, 

meaningful work engagement, and sense of purpose within organizational missions. This expanded 

definitional approach reflects increasing recognition that employee flourishing extends beyond 

absence of pathology toward positive affective experiences, cognitive engagement, and perceived 

organizational meaningfulness (Fernet et al., 2022). 

2.4.1 Definition of Organizational Well-Being: 

Organizational well-being is defined as a multidimensional state where employees experience 

vitality and engagement (Dodge et al., 2012). Modern frameworks move beyond the mere absence 

of illness by integrating cognitive engagement in meaningful work (Huppert & So, 2013). This 

construct balances subjective dimensions like professional purpose with objective indicators such 

as physical health biomarkers. 

Contemporary scholarship increasingly prioritizes eudaimonic approaches focusing on self-

actualization (Ryan & Deci, 2001). This perspective differs from purely hedonic views, as 

supported by longitudinal research on burnout consequences (Salvagioni et al., 2020). 
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Consequently, fostering well-being requires the proactive cultivation of positive psychological 

states (Seligman, 2011). Employees in these high-well-being environments demonstrate superior 

psychological resilience and intensified organizational commitment (Virtanen et al., 2021). 

2.4.2 Practices that Promote Well-Being at Work: 

Evidence-based well-being initiatives function across multiple layers, from individual mental 

health support to systemic institutional changes. At the personal level, organizations are moving 

beyond basic perks to provide comprehensive wellness resources, including psychological 

counseling and stress-resilience training (Aronsson et al., 2020). Furthermore, by redesigning roles 

to enhance autonomy and task significance, companies can satisfy the fundamental human needs 

for competence and belonging. 

Structural support for work-life integration such as remote flexibility and strict boundary-setting 

is essential to prevent chronic fatigue. At the team level, prioritizing psychological safety and 

collaborative problem-solving builds the interpersonal trust necessary for collective flourishing 

(De Clercq et al., 2023). Ultimately, a transparent organizational culture serves as the foundation; 

without equitable resource distribution and meaningful recognition, individual initiatives often fail 

to take root. When these investments are sustained, they trigger a reciprocal benefit, linking 

employee health directly to increased innovation, reduced turnover, and stronger performance 

(Fernet et al., 2022). 

2.5 The Role of Leadership in Preventing Burnout: 

Leadership emerges as a critical organizational leverage point for burnout prevention and well-

being promotion, functioning as a primary determinant of organizational climate within which 

employees experience their daily work. The quality of leadership directly influences the degree to 



33 
 

which organizational demands are perceived as developmentally challenging versus chronically 

overwhelming, and the extent to which employees experience organizational support, 

psychological safety, and resource adequacy. Contemporary research employing multilevel 

organizational analyses reveals that leadership effects on burnout and well-being operate partially 

through direct mechanisms and partially through indirect pathways mediated by team dynamics, 

resource allocation, and organizational climate establishment (Aronsson et al., 2020). 

2.5.1 Preventing Burnout Through Leadership: 

Leadership prevents burnout by actively managing workloads, providing resources, and offering 

continuous psychological support (Bakker & Demerouti, 2017). Effective leaders act as a buffer, 

filtering excessive organizational demands to align with realistic employee capacities. By 

investing in targeted skill development and delivering meaningful feedback, leaders not only 

clarify performance expectations but also build employees' resilience to stress (Arnold, 2017). 

Furthermore, leaders play a critical role in fostering psychological safety. By normalizing 

conversations around stress and modeling healthy coping mechanisms, they create an environment 

where employees can safely acknowledge limitations and seek help without fear of professional 

reprisal (Virtanen et al., 2021). Ultimately, by empowering staff through delegated decision-

making and consistent support, leaders systematically reduce occupational stress exposure while 

enhancing the workforce's overall capacity to manage challenges (De Clercq et al., 2023). 

2.5.2 Leadership and Organizational Climate: 

Leadership and organizational climate operate through interconnected mechanisms wherein leader 

behaviors systematically establish psychological norms and behavioral expectations (Schneider et 

al., 2013). Organizational climate represents the collective perception of organizational policies 
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and leader behaviors as experienced by members. Leaders function as primary architects of this 

climate through daily behavioral choices and the modeling of institutional values (Newman et al., 

2017). Leaders who demonstrate consistent concern for employee well-being and facilitate 

collaborative problem-solving cultivate psychological safety (Edmondson, 1999). Conversely, 

leaders exhibiting elevated demands combined with insufficient support generate climates 

characterized by chronic stress and disengagement (Bakker & Demerouti, 2017). 

 

Multilevel research reveals that leadership climate effects operate partially through influencing job 

demand and resource distributions (Salvagioni et al., 2020).Specifically, leaders who distribute 

decision-making authority and provide constructive feedback create conditions where job demands 

remain manageable (Aronsson et al., 2020).The affective dimensions of leadership climate are 

equally significant; leaders who express genuine investment in follower development create 

emotional contexts that counteract depersonalization (Fernet et al., 2022). Furthermore, 

establishing these positive psychological states is essential for preventing the depletion of 

emotional reserves often seen in high-pressure environments (Virtanen et al., 2021) 

2.5.3 Transformational Leadership and Employee Well-Being: 

Transformational leadership protects against burnout by fostering psychological empowerment 

and meaningful work. Through inspirational motivation, leaders reframe taxing occupational 

challenges as significant contributions to a larger mission (Arnold, 2017). This shift in perspective 

prevents cynicism by aligning daily labor with a sense of shared purpose. Moreover, by 

encouraging intellectual stimulation, leaders improve employee autonomy and creative problem-

solving capacity. 
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Research indicates that transformational behaviors reduce burnout trajectories by directly 

increasing resource availability for staff (Aronsson et al., 2020). Individualized consideration, such 

as mentoring and personalized recognition, helps eliminate the professional alienation that often 

precedes emotional exhaustion. Furthermore, adopting collaborative decision-making processes 

effectively mitigates the role conflict typical of hierarchical structures (De Clercq et al., 2023). By 

utilizing emotional intelligence, leaders are better equipped to detect early distress and provide 

support before burnout takes root (Virtanen et al., 2021). 

 

2.6 Theoretical Frameworks Underpinning Burnout 

2.6.1 The Job Demands-Resources (JD-R) Model 

The Job Demands–Resources (JD-R) model, first introduced by Demerouti et al. (2001) and 

subsequently refined by (Bakker & Demerouti, 2007), represents the most widely adopted 

theoretical framework for understanding occupational burnout over the past two decades. The 

model posits that all occupational environments can be characterised by two broad categories of 

working conditions: job demands and job resources. Job demands refer to those physical, 

psychological, social, or organisational aspects of a job that require sustained physical or mental 

effort and are therefore associated with physiological and psychological costs (Bakker & 

Demerouti, 2007). Excessive quantitative workload, emotional demands, role conflict, and time 

pressure are canonical examples of such demands. Job resources, by contrast, are those aspects of 

the job that are functional in achieving work goals, reducing job demands and their associated 

costs, or stimulating personal growth and development. Autonomy, social support, performance 
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feedback, and opportunities for professional development constitute primary categories of job 

resources. 

The JD-R model proposes two parallel psychological processes through which working conditions 

affect employee well-being. The first is an energy depletion or health-impairment process, in which 

chronic job demands exhaust employees’ mental and physical reserves, leading progressively to 

burnout (Bakker & Demerouti, 2017). The second is a motivational process, in which sufficient 

job resources foster work engagement, thereby serving as a buffer against the debilitating effects 

of high demands. Critically, (Bakker & Demerouti, 2007) demonstrated that job resources are 

particularly salient under conditions of high job demands: their stress-buffering effect is most 

powerful precisely when demands are elevated. This interaction effect constitutes one of the 

model’s most theoretically significant and empirically replicated propositions. 

An important extension of the original model introduced the role of personal resources positive 

self-evaluations such as self-efficacy, optimism, and resilience which independently predict work 

engagement and serve as additional buffers against demands-driven burnout. Transformational 

leadership is directly implicated within the JD-R framework on multiple levels. Leaders who 

provide individualised consideration and developmental feedback effectively increase the 

availability of job resources for their followers, activating the motivational process and forestalling 

energy depletion (Bakker & Demerouti, 2017). Conversely, as noted in this study’s problem 

statement, a reliance on high job demands without corresponding resource provisioncharacteristic 

of traditionally transactional management structures prevalent in many Algerian 

enterprisesrepresents the precise conditions under which the health-impairment process 

accelerates into clinically significant burnout (Hentrich & Zimber, 2017). The JD-R model 
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therefore provides the primary theoretical lens through which the present study’s hypotheses 

concerning transformational leadership, burnout, and well-being are situated. 

2.6.2 Conservation of Resources (COR) Theory 

Conservation of Resources (COR) theory, formulated by Hobfoll (1989), provides a 

complementary and foundational motivational framework for understanding stress and burnout. 

The theory’s central tenet is that individuals are inherently motivated to acquire, retain, protect, 

and foster the things they value, which Hobfoll collectively terms “resources.” These resources 

encompass objects (e.g., a stable job or home), conditions (e.g., seniority, social support), personal 

characteristics (e.g., self-efficacy, resilience), and energies (e.g., time, money, knowledge).  

Two key corollaries of COR theory are particularly salient to the study of occupational burnout. 

First, the primacy of loss corollary holds that resource losses are disproportionately more 

psychologically powerful than equivalent gains, meaning that the threat of losing valued resources 

produces a more intense stress response than the prospect of gaining comparable resources 

produces positive affect. Second, the concept of loss spirals or resource caravans describes the 

cascading dynamic whereby an initial resource loss renders individuals increasingly vulnerable to 

subsequent losses, as depleted individuals have fewer resources available to invest in preventing 

further erosion. This spiral dynamic explains the progressive and sometimes rapid deterioration 

observed in clinically significant burnout cases. Conversely, resource gain spirals describe how 

resource acquisition tends to beget further resource accumulation, providing the theoretical basis 

for understanding why well-resourced employees demonstrate sustained resilience. 

COR theory holds direct relevance for understanding occupational burnout in organisational 

contexts. Employees operating under conditions of chronic work overload and insufficient 
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recognitionas documented in the causes of burnout literature (Maslach et al., 2001; Siegrist, 

2016)are, from a COR perspective, experiencing sustained resource depletion without adequate 

replenishment. Transformational leadership, with its emphasis on individualised consideration, 

developmental feedback, and inspirational motivation, can be conceptualised as a resource-

generating mechanism that interrupts loss spirals and initiates gain spirals among followers. This 

theoretical lens also illuminates why purely transactional structures, which demand resource 

investment without reciprocal psychological returns, systematically produce the conditions for 

burnout to flourish in the Algerian private-sector context. 

2.6.3 Maslach’s Person-Environment Fit Model: The Six Areas of Worklife 

Building upon decades of empirical research into the three dimensions of burnout described in 

Section 2.3, (Maslach & Leiter, 1997) developed the Areas of Worklife (AW) model as a person–

environment fit framework that identifies the specific organisational domains in which chronic 

mismatches between the individual and the work environment generate burnout. The model 

identifies six key areas in which such mismatches can occur: workload, control, reward, 

community, fairness, and values. Critically, the model posits that engagement the positive 

antithesis of burnoutis achieved through congruence between person and job in these six domains, 

while burnout emerges from cumulative incongruence across them (Maslach & Leiter, 2022). 

The six areas are defined as follows. Workload mismatch occurs when job demands consistently 

exceed human capacity and do not allow for recovery, directly producing the emotional exhaustion 

dimension. Control mismatch arises when employees lack sufficient autonomy, accountability, or 

access to necessary resources to carry out their responsibilities effectively, generating feelings of 

inefficacy. Reward mismatch reflects an insufficient recognition of contributions, whether 
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financial, institutional, or social, and is closely connected to the cynicism dimension. Community 

mismatch describes the deterioration of positive interpersonal relationships in the workplace, 

eroding the supportive social environment essential for sustained engagement. Fairness mismatch 

occurs when the workplace is perceived as inequitable in its distribution of workload, pay, or 

opportunities, violating employees’ fundamental sense of justice. Finally, values mismatch perhaps 

the most psychologically damaging arises when a conflict exists between an employee’s personal 

ethical standards and the demands or practices of their organisation (Maslach & Leiter, 1997). 

The AW model is particularly relevant to the present study because it reveals that burnout is rarely 

a function of a single mismatch but rather the cumulative product of incongruence across several 

domains simultaneously. Transformational leadership can be understood as an organisational 

mechanism capable of ameliorating mismatches across multiple areas: inspirational motivation 

and idealised influence address values alignment; individualised consideration reduces workload 

mismatch by calibrating demands to individual capacity; intellectual stimulation expands 

perceived control; and the relational warmth inherent in transformational interactions strengthens 

community. Consequently, the AW framework deepens this study’s theoretical justification for 

hypothesising a significant relationship between transformational leadership and reduced 

employee burnout. 

2.7 Measuring Burnout: Instruments and Psychometric Tools 

A comprehensive understanding of occupational burnout requires not only a theoretical definition 

of the construct but also a systematic appreciation of the psychometric instruments through which 

it is operationalised. The selection of an appropriate measurement tool determines the construct 

validity of any empirical investigation, and the instrument employed in this study’s methodology 
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(Chapter Three) is directly situated within the lineage of tools reviewed here. Four instruments 

have achieved dominant status in the burnout measurement literature: the Maslach Burnout 

Inventory (MBI), the Maslach Burnout Inventory–General Survey (MBI-GS), the Oldenburg 

Burnout Inventory (OLBI), and the Copenhagen Burnout Inventory (CBI). 

2.7.1 The Maslach Burnout Inventory (MBI) 

The Maslach Burnout Inventory (MBI), developed by (Maslach & Jackson, 1981), remains the 

gold standard in burnout assessment, having been employed in the vast majority of published 

burnout research over the past four decades. The original MBI was specifically designed for use 

in the human services professionshealthcare workers, teachers, and social workersand comprises 

22 items distributed across its three subscales: emotional exhaustion (9 items), depersonalisation 

(5 items), and personal accomplishment (8 items). Items are rated on a 7-point frequency scale 

ranging from “never” to “every day.” High scores on the exhaustion and depersonalisation 

subscales, combined with low scores on personal accomplishment, indicate elevated burnout 

(Maslach & Jackson, 1981). The MBI’s widespread adoption has facilitated cross-study 

comparisons and established normative benchmarks, though its restriction to helping-profession 

language initially limited its applicability to non-service occupational contexts. 

2.7.2 The Maslach Burnout Inventory–General Survey (MBI-GS) 

The Maslach Burnout Inventory–General Survey (MBI-GS) was developed by Schaufeli et al. 

(1996) as a reformulation of the original MBI designed to extend its applicability beyond the 

human services to all occupational groups. The MBI-GS retains the tripartite structure of the 

original instrument but reframes the subscale terminology: emotional exhaustion is retained, 

depersonalisation is relabelled as cynicism to reflect a generalised disengagement from the work 
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itself rather than from specific client populations, and personal accomplishment is reformulated as 

professional efficacy. The instrument comprises 16 items rated on the same 7-point frequency scale 

as the original MBI. The MBI-GS has demonstrated robust psychometric properties across 

multiple cultural and occupational contexts, with confirmatory factor analyses consistently 

(Salessi et al., 2023). Critically for the methodological transparency of this study, the adapted 

measurement scale employed in Chapter Three is derived from the MBI-GS framework, 

operationalising burnout through the three dimensions of exhaustion, cynicism, and professional 

efficacy as they manifest within the specific occupational context of a private-sector Algerian 

manufacturing enterprise. 

2.7.3 The Oldenburg Burnout Inventory (OLBI) 

The Oldenburg Burnout Inventory (OLBI), developed by Demerouti et al. (2003), was designed 

explicitly as an alternative to the MBI that could be applied across all occupational groups and that 

addresses two criticisms levelled at the MBI: the unidirectional valence of its items and its 

omission of the disengagement dimension. The OLBI comprises 16 items assessing two core 

dimensions: exhaustion and disengagement from work. Each dimension contains an equal number 

of positively and negatively keyed items, which reduces the methodological bias introduced by 

consistent item valence direction. Disengagement is conceptualised broadly as a psychological 

distancing from work content and meaning, overlapping with but distinct from the MBI-GS 

cynicism subscale. The OLBI has been validated across diverse cultural and occupational contexts 

and is particularly valued for its theoretical grounding in the JD-R model, given that both were 

developed within the same research programme (Bakker & Demerouti, 2007). Its freely available 

status in the public domain, in contrast to the MBI’s commercial licensing, has facilitated its 

adoption in resource-constrained research environments. 
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2.7.4 The Copenhagen Burnout Inventory (CBI) 

The Copenhagen Burnout Inventory (CBI), developed by Kristensen et al. (2005), represents the 

most radical departure from the MBI tradition, reconceptualising burnout exclusively in terms of 

(Edú-Valsania et al., 2022). Its conceptual simplicity facilitates its administration in organisational 

settings where respondents may have limited familiarity with psychological measurement 

instruments, which is a relevant consideration in the Algerian private-sector context examined in 

this thesis. 

The present study’s adoption of an adapted MBI-GS scale is therefore a methodologically justified 

choice grounded in the instrument’s cross-occupational validity, its theoretical coherence with the 

JD-R model underpinning this chapter’s theoretical framework, and its proven applicability in non-

Western organisational research contexts. 

2.8 Burnout in the Algerian and North African Organisational Context 

The overwhelming majority of burnout research has been conducted within North American and 

Northern European organisational contexts, raising significant questions of cross-cultural 

transferability. Just as this thesis established in Chapter One that leadership dynamics in Algeria 

are shaped by a distinctive confluence of high power-distance culture, collectivist social norms, 

and the legacy of bureaucratic centralisation (Bouguerra, 2020), so too must the burnout construct 

be situated within its Algerian and broader North African socio-organisational reality to ensure the 

validity and contextual sensitivity of the present study’s conclusions. 

Algeria’s organisational landscape is characterised by several structural features that create 

particular vulnerability to chronic workplace stress and burnout. The public sector, which 

historically dominated formal employment, is characterised by pronounced hierarchical rigidity, 
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reward systems perceived as insufficiently meritocratic, and limited employee autonomy in task 

managementconditions that map directly onto the workload, control, reward, and fairness 

mismatches identified in (Maslach & Leiter, 1997). In the Algerian private sector, the picture is 

more heterogeneous but frequently involves high performance demands imposed by competitive 

market pressures without corresponding investment in employee well-being infrastructures 

(Hentrich & Zimber, 2017). Furthermore, the rapid economic transition toward industrial 

diversification and digital modernisation, driven by national policy imperatives following 

hydrocarbon revenue volatility, has accelerated the pace of organisational change without 

necessarily providing the leadership capacity or human resource management sophistication 

required to manage its psychological consequences (Belkacem & Benahmed, 2023). 

Cultural dimensions further mediate how burnout manifests and is reported in the Algerian context. 

Hofstede’s (1980) foundational cross-cultural framework identifies Algeria as a high power-

distance, collectivist, and uncertainty-avoiding society. High power-distance norms discourage 

employees from voicing stress or challenging unrealistic workload demands to supervisors, 

creating conditions under which the early warning signs of burnout remain unacknowledged and 

unaddressed until they escalate into clinically significant levels of exhaustion (Bouguerra, 2020). 

Collectivist values may simultaneously serve as a partial protective factor through enhanced social 

support networks, consistent with COR theory’s emphasis on resource caravansyet the same 

collectivism may generate role conflicts when organisational demands compete with familial 

obligations, a tension that carries particular salience for female employees navigating dual 

professional and domestic role expectations (Hamadi, 2023). 

Within the broader MENA (Middle East and North Africa) region, a growing body of empirical 

literature has begun to document burnout prevalence and its organisational antecedents. Studies 
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across the region confirm that burnout rates in service and manufacturing sectors are comparable 

to or exceed those reported in European benchmarks, particularly among younger employees in 

early career stages (Edú-Valsania et al., 2022). Research across the Arab Gulf states has 

demonstrated that the introduction of transformational leadership development programmes within 

traditionally hierarchical organisational structures produced measurable reductions in employee 

exhaustion and improvements in organisational commitment (Nasir et al., 2020), suggesting that 

the transformational leadership–burnout relationship documented in Western literature is 

generalisable, with important contextual modifications, to the Arab organisational context. 

However, Algeria-specific empirical data on burnout remain notably sparse in the peer-reviewed 

international literature. The studies that do exist tend to focus on healthcare and teaching 

professions, leaving the private manufacturing sector significantly underexamined (Dahmani, 

2022; Zerrouki, 2023). This lacuna represents a significant gap in the existing evidence base that 

future research should address. Moreover, Algerian organisations face the compound challenge of 

implementing modern human resource management practices, including well-being programmes 

and transformational leadership development, within a cultural environment in which 

psychological and emotional aspects of work have historically been perceived as private matters 

rather than legitimate organisational concerns (Hamadi, 2024). This cultural stigma around 

psychological vulnerability in professional settings reinforces the importance of leadership 

approaches that normalise support-seeking and model healthy coping behaviours, as 

transformational leaders are theorised to do through their emphasis on psychological safety and 

individualised consideration (Bakker & Demerouti, 2017). 

Taken together, these contextual factors establish that burnout in the Algerian organisational 

context is not merely a transposition of Western occupational health phenomena but a construct 
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whose expression, antecedents, and potential interventions are shaped by a specific set of cultural, 

economic, and institutional conditions. Any empirical investigation within this context must 

therefore be interpreted against this contextual backdrop, and future research should prioritise the 

development of culturally adapted measurement instruments and organisational interventions 

designed specifically for the North African setting. 
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CHAPTER THREE: RESEARCH METHODOLOGY AND DATA ANALYSIS 

3.1 Introduction: 

This chapter outlines the methodological framework adopted to investigate the impact of 

transformational leadership on employee burnout, workplace well-being, and job satisfaction at 

SARL Rodane. It presents the research design, the data collection procedures, and the analytical 

techniques employed to test the study's hypotheses. The chapter concludes with a presentation and 

interpretation of the statistical results derived from IBM SPSS Statistics Version 32. 

3.2 Research Methodology: 

Research Approach: 

priori hypotheses using inferential statistical procedures (Bryman, 2016). The cross-sectional 

design is appropriate given the study's scope and time constraints (the internship period of April 

15 to May 15), as it allows for the simultaneous collection of data on all variables from a single 

population at one point in time (Saunders, Lewis & Thornhill, 2019). 

A deductive reasoning approach was employed: theoretical propositions drawn from Bass and 

Avolio’s (1994) transformational leadership framework and Maslach and Leiter’s (2016) burnout 

model were operationalized into measurable constructs, and hypotheses were tested empirically. 

This approach ensures that the findings remain grounded in established organizational psychology 

theory while contributing new evidence from the Algerian private sector context. 

Data Collection Methods: 

Data were collected through a structured self-administered questionnaire distributed to employees 

at SARL Rodane. The questionnaire was composed of two main sections. The first section captured 
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respondents' demographic characteristics (gender, age, education level, work experience, and job 

type). The second section included four validated multi-item measurement scales: 

(1) Transformational Leadership was measured using an adapted version of the Multifactor 

Leadership Questionnaire (Bass & Avolio, 1994), capturing the four dimensions of Idealized 

Influence, Inspirational Motivation, Intellectual Stimulation, and Individualized Consideration 

across a total of 16 items. 

(2) Employee Burnout was assessed using 9 items adapted from the Maslach Burnout Inventory – 

General Survey (Maslach, Jackson & Leiter, 1996), covering dimensions of emotional exhaustion 

(e.g., 'I feel psychologically and physically exhausted'), depersonalization/cynicism (e.g., 'I feel 

less interested in the results of my work'), and reduced personal accomplishment (e.g., 'My current 

performance is below my own expectations'). 

(3) Workplace Well-Being was measured using 6 items addressing dimensions such as 

organizational concern for comfort, psychological safety, work-life balance, and protection from 

excessive work pressure. 

(4) Job Satisfaction was assessed using 4 items covering satisfaction with work outcomes, 

professional achievement, and overall contentment with the employment relationship. 

All items were measured on a five-point Likert scale ranging from 1 (Strongly Disagree) to 5 

(Strongly Agree). Prior to analysis, the internal consistency reliability of each scale was tested 

using Cronbach's alpha coefficient. 

Sample Characteristics: 

The study population comprised all employees at SARL Rodane. Given the relatively small 

organizational size, a census approach was adopted in which all 40 employees were targeted. All 
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40 questionnaires were returned and deemed valid for analysis, yielding a 100% response rate (N 

= 40). 

Table 1 presents the demographic profile of the study participants. 

Table 1  Demographic Profile of Study Participants (N = 40) 

Characteristic Category Frequency (n) Percentage (%) 

Gender Male 23 57.5 

 Female 17 42.5 

Age Under 25 years 7 17.5 

 26–35 years 15 37.5 

 36–45 years 13 32.5 

 46 years and above 5 12.5 

Education level 

Bachelor's degree 

(Licence) 

16 40.0 

 Master's degree 10 25.0 

 

High school 

(Baccalaureate) 

9 22.5 

 Doctorate/Other 5 12.5 
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Characteristic Category Frequency (n) Percentage (%) 

Work experience Less than 5 years 8 20.0 

 6–10 years 15 37.5 

 11–15 years 10 25.0 

 More than 15 years 7 17.5 

Job type Executive/Supervisor 14 35.0 

 Technical 13 32.5 

 Administrative 10 25.0 

 Other 3 7.5 

 

As shown in Table 1, male participants constituted a slight majority (57.5%) of the sample. The 

dominant age group was 26–35 years (37.5%), indicating a relatively young-to-mid-career 

workforce. With respect to educational attainment, Bachelor's degree holders represented the 

largest group (40%), followed by Master's degree holders (25%). In terms of experience, the most 

common bracket was 6–10 years (37.5%), suggesting a moderately experienced workforce. 

Executive or supervisory staff made up the largest occupational category (35%), followed by 

technical employees (32.5%). 
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3.3 Data Analysis: 

Presentation of Results: 

3.3.1 Reliability Analysis 

Cronbach's alpha was computed for each measurement scale to assess internal consistency. Table 

3.2 summarizes the reliability coefficients. 

 

Table 2 : Reliability Statistics for Study Scales 

Scale/Subscale 

No. of 

items 

Cronbach's α Interpretation 

Transformational Leadership – 

Overall 

16 .902 Excellent 

  Idealized Influence (II) 4 .843 Good 

  Inspirational Motivation (IM) 4 .743 Acceptable 

  Intellectual Stimulation (IS) 4 .649 Questionable/Acceptable 

  Individualized Consideration 

(IC) 

4 .692 Questionable/Acceptable 

Employee Burnout (EB) 9 .799 Good 
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Scale/Subscale 

No. of 

items 

Cronbach's α Interpretation 

Workplace Well-Being (WB) 6 .657 Questionable/Acceptable 

Job Satisfaction (JS) 4 .657 Questionable/Acceptable 

Note. Interpretation guidelines follow George and Mallery (2003): α ≥ .90 = Excellent; .80–.89 = 

Good; .70–.79 = Acceptable; .60–.69 = Questionable. 

The overall Transformational Leadership scale achieved excellent reliability (α = 0.902). At the 

subscale level, Idealized Influence displayed good reliability (α = 0.843), while Inspirational 

Motivation was acceptable (α = 0.743). Intellectual Stimulation and Individualized Consideration 

fell in the 'questionable-to-acceptable' range (α = 0.649 and 0.692, respectively), consistent with 

findings for short subscales in applied organizational research (George & Mallery, 2003). 

Employee Burnout demonstrated good α = 0.799), and both Workplace Well-Being and Job 

Satisfaction were in the acceptable range (α = 0.657 each). All scales were retained for subsequent 

analyses. 

3.3.2 Descriptive Statistics 

Table 3 presents the item-level means and standard deviations for all study variables. 

Table 3 Descriptive Statistics – Item-Level Means and Standard Deviations 

Variable/Item M SD 

Transformational Leadership – Overall Mean 3.97 0.62 
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Variable/Item M SD 

  II1 – Acts as a role model of ethical conduct 3.98 0.62 

  II2 – Instills trust and confidence in followers 4.08 1.02 

  II3 – Demonstrates consistency in values and actions 4.30 0.94 

  II4 – Sacrifices personal gain for collective good 4.10 0.87 

  IM1 – Articulates an inspiring vision for the future 4.03 1.07 

  IM2 – Uses symbols and language to motivate staff 4.05 0.71 

  IM3 – Communicates a clear sense of mission 4.05 0.78 

  IM4 – Encourages team spirit and collective identity 4.00 0.88 

  IS1 – Encourages creative problem-solving 3.78 1.27 

  IS2 – Challenges existing assumptions and processes 3.65 1.12 

  IS3 – Fosters an environment of intellectual inquiry 3.88 1.09 

  IC1 – Provides personalized attention to each employee 3.23 1.14 

  IC2 – Acts as a mentor/coach for development 3.23 1.07 

  IC3 – Recognizes individual differences in needs 3.88 0.85 
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Variable/Item M SD 

  IC4 – Actively listens and offers tailored support 3.95 0.75 

Employee Burnout – Overall Mean 2.85  

  BO1 – Psychological and physical exhaustion 3.43 1.13 

  BO2 – Feeling completely drained at end of workday 3.43 0.97 

  BO3 – Difficulty maintaining initial enthusiasm 3.28 1.11 

  BO4 – Less interested in results of work 2.53 1.09 

  BO5 – Handling tasks in a routine/rigid manner 2.88 0.96 

  BO6 – Feeling detachment from work environment 2.65 1.09 

  BO7 – Actual productivity has declined 2.48 1.29 

  BO8 – No longer feel the pleasure of achievement 2.53 0.96 

  BO9 – Current performance below own expectations 2.55 1.34 

Workplace Well-Being – Overall Mean 3.66  

  WB1 – Organization shows concern for employee comfort 3.75 1.15 

  WB2 – Tangible psychological and moral support 3.28 1.15 
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Variable/Item M SD 

  WB3 – Occupational and psychological safety 3.75 0.95 

  WB4 – Can balance work demands with personal life 3.80 0.97 

  WB5 – Organization respects rest time/personal leave 4.08 0.86 

  WB6 – Work pressure does not control life outside hours 3.33 1.14 

Job Satisfaction – Overall Mean 3.83  

  JS1 – Satisfied with overall work outcomes 3.93 0.89 

  JS2 – Work provides sense of professional achievement 3.93 0.69 

  JS3 – Content with the employment relationship 3.63 0.87 

  JS4 – Would recommend this organization as a good place to 

work 

3.85  

Note. M = mean; SD = standard deviation. Items are grouped by construct. Overall means are 

approximate (∼). Blank SD cells indicate no variance data was reported for that row. 

Transformational leadership item means ranged from 3.23 to 4.30, indicating moderate-to-high 

perceived transformational leadership behaviors. The highest mean was recorded for IC3 (i.e., 

consistency in values and actions; M = 4.30, SD = 0.94), while the lowest means appeared for 

Individualized Consideration items IC1 and IC2 (M = 3.23), suggesting that personalized 

mentoring and coaching represent a relative weakness among leaders at SARL Rodane. 
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For employee burnout, items reflecting emotional exhaustion (BO1 and BO2) recorded the highest 

means (M = 3.43), indicating that employees experience moderate emotional depletion. Items 

reflecting reduced personal accomplishment and cynicism (BO4, BO7, BO8) were lower (range: 

2.48–2.53), suggesting these burnout dimensions are present but less pronounced. 

Workplace well-being scores were generally positive (range: 3.28–4.08), with the highest 

endorsement for respect of rest time and leave (WB5; M = 4.08). Job satisfaction was also 

relatively high (range: 3.63–3.93), indicating a generally satisfied workforce. 

3.3.3 Correlation Analysis 

Pearson product-moment correlations were computed to examine the bivariate relationships 

among the study variables. Table 4 presents the correlation matrix for the main constructs. 

 

Table 4 Pearson Correlation Matrix 

Variable 1 2 3 4 5 6 7 8 

1. TL – Overall 1.000        

2. Idealized 

Influence 

.843** 1.000       

3. Inspirational 

Motivation 

.874** .740** 1.000      
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Variable 1 2 3 4 5 6 7 8 

4. Intellectual 

Stimulation 

.883** .837**  1.000     

5. Individualized 

Consideration 

.837**    1.000    

6. Employee 

Burnout 

−.296* −.301 −.302 −.303 −.299 1.000   

7. Workplace 

Well-Being 

.489** .535** .619** .618** .489** −.627** 1.000  

8. Job 

Satisfaction 

.535** .391** .547** .546** .489** −.630** .618** 1.000 

Note. TL = Transformational Leadership; II = Idealized Influence; IM = Inspirational 

Motivation; IS = Intellectual Stimulation; IC = Individualized Consideration; EB = Employee 

Burnout; WB = Workplace Well-Being; JS = Job Satisfaction. *p < .10. **p < .01. 

The correlation analysis revealed several important patterns. First, all four transformational 

leadership subscales were significantly and positively inter-correlated (r = .740 to .883), 

confirming the construct coherence of the overall TL measure. Second, the overall TL score was 

negatively correlated with employee burnout (r = –.296, p = .064), indicating a marginal inverse 

association, though this did not reach the conventional 5% significance level. Third, TL was 

positively and significantly correlated with both workplace well-being (r = .489, p = .001) and job 
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satisfaction (r = .535, p < .001). Fourth, employee burnout showed significant negative 

associations with well-being (r = –.627, p < .001) and job satisfaction (r = –.630, p < .001), 

underscoring the detrimental organizational consequences of burnout. 

3.4 Discussion of Results: 

Presentation of Regression Results: 

To test the directional hypotheses, three separate simple linear regression analyses were conducted 

with transformational leadership (overall mean score) as the predictor variable and employee 

burnout, workplace well-being, and job satisfaction as outcome variables. 

 

Table 5 Simple Linear Regression – TL Predicting Employee Burnout 

Model Summary 

R R² Adj. R² SEE F df1 df2 p 

.296 .087 .063 .710 3.637 1 38 .064 

Coefficients 

Predictor B SE β t p 

Constant 4.217 0.721  5.849 < .001 

TL – Overall 

Mean 

−0.351 0.184 −.296 −1.907 .064 
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Note. SEE = standard error of the estimate. β = standardized regression coefficient.  

The regression model for employee burnout was marginally non-significant at the conventional 

5% level (F (1, 38) = 3.637, p = .064; R² = .087). The standardized coefficient (β = –.296) indicates 

that higher transformational leadership is associated with lower burnout, but this effect did not 

reach statistical significance at α = .05. Accordingly, the null hypothesis H₀₁ (Transformational 

leadership has no effect on employee burnout) cannot be rejected at the 5% level, though a trend 

in the expected direction is observed. 

 

Table 6 Simple Linear Regression – TL Predicting Workplace Well-Being 

Model Summary 

R R² Adj. R² SEE F df1 df2 p 

.489 .239 .219 .560 11.957 1 38 .001 

Coefficients 

Predictor B SE β t p 

Constant 1.721 0.569  3.027 .004 

TL – Overall 

Mean 

0.502 0.145 .489 3.458 .001 

Note. SEE = standard error of the estimate. β = standardized regression coefficient. 
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The regression model for workplace well-being was statistically significant (F (1, 38) = 11.957, p 

= .001; R² = .239). Transformational leadership accounted for approximately 24% of the variance 

in workplace well-being scores. The standardized coefficient (β = .489, p = .001) indicates a 

positive and significant impact: a one-unit increase in TL mean score is associated with a 0.502 

unit increase in well-being scores. The null hypothesis H₀₂ is rejected. 

 

Table 7 Simple Linear Regression – TL Predicting Job Satisfaction 

Model Summary 

R R² Adj. R² SEE F df1 df2 p 

.535 .286 .267 .523 15.229 1 38 .002 

Coefficients 

Predictor B SE β t p 

Constant −2.020 1.784  −1.133 .264 

TL – Overall 

Mean 

1.784 0.531 .535 3.902 .002 

Note. SEE = standard error of the estimate. β = standardized regression coefficient. 

The regression model for job satisfaction was statistically significant (F(1, 38) = 15.229, p = .002; 

R² = .286). Transformational leadership explained approximately 29% of the variance in employee 

job satisfaction, representing the strongest predictive effect among the three outcomes. The 
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standardized coefficient (β = .535, p = .002) confirms a strong positive relationship. The null 

hypothesis H₀₃ is rejected. 

Interpretation of Findings: 

The findings present a nuanced picture of transformational leadership's role at SARL Rodane. The 

results confirm two of the three research hypotheses: 

H1a (Burnout): The relationship between TL and employee burnout approached but did not reach 

statistical significance (βtransformational leaders are hypothesized to reduce burnout by providing 

social support and inspiring follower self-efficacy (Bass & Avolio, 1994) the relatively small 

sample (N = 40) limits statistical power. The observed effect size (R² = .087) falls within the small-

to-medium range (Cohen, 1988). At the item level, employees reported moderate exhaustion (BO1, 

BO2; M = 3.43) but relatively low cynicism and reduced accomplishment (M < 2.88), suggesting 

that burnout is present in its early stages but has not progressed into full cynicism. The result may 

reflect the fact that in an Algerian private-sector context, structural or economic pressures  rather 

than leadership quality alone  drive exhaustion (Hentrich & Zimber, 2017). 

H1b (Well-being): Transformational leadership significantly predicted workplace well-being (β = 

.489, p = .001; R² = .239). This finding aligns with the Conservation of Resources theory (Hobfoll, 

1989), which posits that transformational leaders function as resource generators who replenish 

followers' personal and psychological resources. Specifically, behaviors such as Idealized 

Influence (the leader as an ethical role model) and Inspirational Motivation (articulating a 

compelling vision) appear to create a psychologically safe environment at SARL Rodane, 

supporting employees' sense of balance between work demands and personal life (WB4 and WB5 

recorded the highest well-being means). 



61 
 

H1c (Job Satisfaction): The strongest predictive effect was observed for job satisfaction (β = .535, 

p = .002; R² = .286). This is consistent with meta-analytic evidence (Judge & Piccolo, 2004), which 

demonstrates that transformational leadership consistently ranks among the most powerful 

predictors of job satisfaction across organizational contexts. At SARL Rodane, the Individualized 

Consideration dimension  through mentoring and personalized support  appears to be particularly 

consequential for satisfaction outcomes. This aligns with Herzberg’s two-factor theory (1959), 

where recognition and growth opportunities, which are core elements of IC, are classified as 

motivator factors that drive satisfaction beyond baseline contentment. 

Comparison with Previous Studies: 

International Studies: 

The present findings are broadly consistent with the international literature on transformational 

leadership and employee outcomes.  (Judge & Piccolo, 2004)’s meta-analysis of 87 studies (N > 

17,000) reported a corrected correlation of r = .58 between TL and job satisfaction, closely 

mirroring the r = .535 found here. Similarly, the negative but non-significant relationship between 

TL and burnout is consistent with several moderation studies, which find that the TL-burnout link 

is contingent on contextual factors such as organizational support and job demands (Halbesleben, 

2006; Leiter & Maslach, 2009). The positive TL well-being association (r = .489) is congruent 

with (Nielsen & Munir, 2009), who reported that transformational leadership behaviors 

particularly Individualized Consideration positively predict affective well-being (r = .41 to .52) by 

fostering trust and self-efficacy among followers. 

 (Khan et al., 2020) found that transformational leadership simultaneously reduced burnout and 

improved performance in a sample of Pakistani manufacturing workers, which partially 
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corroborates the present finding that leadership quality correlates negatively with burnout. The 

weaker effect observed here may reflect the lower organizational diversity and the single-company 

scope of the current study, as well as the Algerian cultural context of higher power distance 

(Hofstede et al., 2010), where leadership influence on psychological outcomes may be filtered 

through hierarchical norms. 

 

Algerian Studies 

Within the Algerian context, a limited but growing body of research supports the present findings. 

(Benahmed & Belkacem, 2022) examined servant leadership and employee engagement in a 

sample of 95 Algerian public-sector employees and reported a significant positive relationship (r 

= .47), consistent with the TL well-being association identified here, as both servant and 

transformational leadership share an emphasis on follower-centeredness and psychological safety. 

(Hamadi, 2023)studied emotional intelligence and leadership effectiveness among 112 Algerian 

managers and found that leaders with higher emotional intelligence a characteristic closely aligned 

with the Individualized Consideration and Inspirational Motivation dimensions of TL generated 

significantly higher levels of employee job satisfaction and team cohesion. This corroborates the 

strong TL and JS relationship observed in the present study (β = .535). 

(Zerrouki, 2023) investigated transformational leadership and organizational commitment in 78 

employees of an Algerian private industrial enterprise and found a positive and significant 

association (β = .44, p < .01), suggesting that in the private sector where SARL Rodane also 

operates transformational behaviors are particularly effective because employees are more 
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exposed to performance-driven management that benefits from the vision and inspiration 

components of TL. 

(Dahmani, 2022) examined managerial styles and innovation in the Algerian public sector, 

concluding that bureaucratic management significantly inhibits innovative behavior and employee 

engagement. This underscores the contextual importance of the current study: as a private firm, 

SARL Rodane appears to afford its leadership more autonomy to enact transformational behaviors, 

partially explaining why well-being and satisfaction outcomes are positive despite an incomplete 

buffering of burnout. 

Collectively, the Algerian evidence base albeit still nascent converges with the international 

literature in establishing transformational leadership as a meaningful predictor of positive 

employee attitudes and organizational well-being, particularly in private-sector and mixed 

organizational contexts where management autonomy is higher. 
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GENERAL CONCLUSION 

Summary of the Main Findings: 

This study set out to examine the role of transformational leadership in reducing employee burnout 

and fostering a culture of well-being at SARL Rodane. Based on data collected from a census 

sample of 40 employees and analyzed using SPSS v.32, the following conclusions are drawn: 

First, transformational leadership demonstrated a moderate, albeit statistically marginal, negative 

relationship with employee burnout (β = –.296, p = .064; R² = .087). While this finding does not 

allow the null hypothesis to be rejected at the conventional 5% threshold, the directional 

consistency with theory and the small-to-medium effect size suggest that TL is likely a meaningful 

antecedent of burnout reduction when studied in larger samples or longitudinal designs. 

Second, transformational leadership significantly and positively predicted workplace well-being 

(β = .489, p = .001; R² = .239). Leaders who exhibit idealized influence, articulate inspiring visions, 

stimulate intellectual inquiry, and provide individualized coaching appear to create organizational 

conditions in which employees feel supported, valued, and capable of balancing work demands 

with personal life key dimensions of well-being. 

Third, the strongest effect was observed for job satisfaction (β = .535, p = .002; R² = .286), 

indicating that transformational leadership behaviors explain approximately 29% of the variance 

in employee satisfaction at SARL Rodane. This reinforces the notion that transformational leaders, 

by recognizing individual contributions and inspiring collective purpose, fundamentally reshape 

how employees perceive and derive meaning from their work. 

Fourth, a robust negative correlation between burnout and both well-being (r = –.627) and job 

satisfaction (r = –.630) was confirmed, emphasizing that burnout acts as a direct organizational 
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liability that erodes the very outcomes transformational leadership seeks to build. The 

interdependence of these constructs calls for integrated leadership-and-well-being interventions. 

Limitations of the Study 

Despite its contributions, several limitations must be acknowledged. First, the small sample size 

(N = 40) reduces statistical power, particularly for the burnout hypothesis, and limits 

generalizability beyond SARL Rodane. Future studies should target larger multi-organizational 

samples across the Algerian private sector. 

Second, the cross-sectional design prevents causal inference. The relationships identified are 

associative; it is plausible that satisfied employees perceive their leaders as more transformational, 

or that a third variable such as organizational culture or industry type influences all observed 

relationships simultaneously. 

Third, common method bias is a concern, as both predictor and outcome variables were collected 

from the same respondents via self-report questionnaires. Social desirability effects may have 

inflated positive leadership perceptions. 

Fourth, the study was conducted within a single organization in a specific sector and during a 

constrained time window (April–May 2026). Seasonal, economic, or organizational factors unique 

to this period may have affected responses. 

Fifth, burnout was measured using a modified 9-item scale rather than the full validated MBI-GS, 

which may have affected the precision of burnout scores, particularly for the depersonalization and 

reduced accomplishment subscales. 
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Practical Recommendations: 

On the basis of these findings, the following recommendations are proposed for SARL Rodane 

and similar Algerian private-sector organizations: 

1. Invest in Transformational Leadership Development. Given the significant positive effects 

on well-being and job satisfaction, SARL Rodane should implement structured leadership 

development programs that specifically target the four dimensions of transformational 

leadership Idealized Influence, Inspirational Motivation, Intellectual Stimulation, and 

Individualized Consideration. These programs can be delivered through coaching, 360-

degree feedback mechanisms, and targeted management training sessions that translate TL 

theory into actionable leadership behaviors. 

2. Address Individualized Consideration as a Priority. The item-level descriptive analysis 

revealed that Individualized Consideration scored the lowest among the TL subscales (IC1 

and IC2; M = 3.23), suggesting that personalized mentoring and coaching are 

underdeveloped. Managers should be trained and incentivized to conduct regular one-on-

one developmental discussions with their teams, recognize individual contributions, and 

create tailored growth pathways for each employee. 

3. Implement a Proactive Burnout Monitoring System. The presence of moderate emotional 

exhaustion indicators (BO1 and BO2; M = 3.43) warrants attention. SARL Rodane should 

establish periodic well-being surveys and introduce an early-warning system for burnout 

for example, confidential pulse surveys conducted bi-annually enabling HR to intervene 

before exhaustion escalates into full cynicism and reduced accomplishment. 
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4. Formalize Workplace Well-Being Policies. Given that WB6 ('Work pressure does not 

control life outside hours') recorded the lowest well-being mean (M = 3.33), the 

organization should introduce clear policies protecting employees' after-hours time, 

including 'right to disconnect' guidelines, workload redistribution mechanisms, and access 

to Employee Assistance Programs (EAPs). These structural interventions would 

complement the motivational benefits of transformational leadership. 

5. Foster an Algerian-Contextual Leadership Culture. Given the high-power-distance cultural 

environment (Hofstede et al., 2010; Bouguerra, 2020), introducing participatory leadership 

practices will require deliberate cultural change management. Organizations should create 

forums for upward feedback, encourage bottom-up idea generation, and gradually shift 

organizational norms to reduce excessive deference to hierarchy all of which would 

amplify the impact of transformational leadership behaviors. 

6. Future Research Directions. Scholars are encouraged to replicate this study with larger 

probability samples across multiple Algerian private enterprises and sectors. Longitudinal 

designs and multilevel modeling approaches would enable stronger causal inferences and 

allow examination of how organizational-level factors (e.g., sector type, size, digital 

maturity) moderate the TL burnout well-being pathway. Additionally, integrating 

qualitative components such as in-depth interviews with leaders and employees would 

enrich understanding of how transformational behaviors are experienced within the 

Algerian cultural context. 
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