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Abstract

This study responds to the limited understanding of how transformational leadership 
is associated with lecturer performance through psychological and behavioral mecha-
nisms in higher education. Focusing on private universities in Indonesia, it examines 
a sequential mediation model involving work motivation, affective commitment, and 
entrepreneurial orientation. A cross-sectional quantitative survey was conducted from 
March to June 2025 using a non-probability purposive sample of 174 full-time lectur-
ers. Data were collected through structured questionnaires with validated scales and 
analyzed using structural equation modeling (SEM) with AMOS. The results indicate 
that transformational leadership is positively associated with work motivation (β = 
0.417, p < 0.001) and affective commitment (β = 0.200, p < 0.001). Work motivation is 
positively associated with affective commitment (β = 0.705, p < 0.001), while affective 
commitment is positively associated with entrepreneurial orientation (β = 0.462, p = 
0.015). Entrepreneurial orientation is also positively associated with lecturer perfor-
mance (β = 0.171, p = 0.007). However, the results do not support a direct association 
between work motivation and entrepreneurial orientation (p = 0.251) or between af-
fective commitment and lecturer performance (p = 0.374). The sequential mediation 
results suggest that transformational leadership is indirectly associated with entrepre-
neurial orientation through work motivation and affective commitment, and that work 
motivation is indirectly associated with lecturer performance through affective com-
mitment and entrepreneurial orientation. These findings highlight the relevance of a 
sequence between psychological and behavioral aspects in explaining lecturer perfor-
mance while avoiding causal claims beyond the cross-sectional research design.
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INTRODUCTION

Private higher education institutions face mounting pressure to 
ensure academic quality, research productivity, community en-
gagement, and institutional competitiveness. In Indonesia, this 
pressure is particularly high for private universities, as their sus-
tainability is heavily reliant on lecturers’ ability to fulfill multiple 
academic roles, including teaching, research, community service, 
and participation in institutional development. Therefore, lectur-
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er performance is not only an individual work result but also a strategic condition for institu-
tional credibility, student learning quality, and long-term competitiveness (Andriani et al., 2024; 
Kusumawijaya, 2019).

In this sense, leadership is relevant because academic leaders create the meaning, direction, and climate 
of lecturers’ work. Transformational leadership is usually associated with vision, intellectual stimula-
tion, and individualized consideration, which may reinforce lecturers’ willingness to put effort and be 
attached to their institutions (Yildiz & Gul, 2016; Reza, 2019; Lin & Shiqian, 2018; Wiseman et al., 2018; 
Sumardi et al., 2016). But the scientific problem is not only whether transformational leadership is re-
lated to performance. The more specific question is how psychological states related to leadership and 
entrepreneurial academic behavior account for lecturer performance in a context in which lecturers 
are expected to be motivated, committed, innovative, proactive and responsive to institutional change.

Most of the extant research has investigated leadership, motivation, commitment, entrepreneurial ori-
entation and performance as separate or interrelated constructs. This is a conceptual limitation in the 
lecturer context. Work motivation is the energy and persistence that lecturers put into their academic 
duties, in addition to their affective commitment, which constitutes the emotional bond they have to 
institutional goals. Lecturers are increasingly expected to initiate new teaching approaches, develop re-
search collaborations, and contribute to institutional innovation, which adds a behavioral dimension of 
entrepreneurial orientation (Ismail et al., 2012; Rahim & Lajin, 2017; Meilani & Ginting, 2018). However, 
the role of these variables as an ordered psychological-behavioral process is not specified, particularly 
in Indonesian private universities.

Therefore, the scientific problem is that the rationale for why transformational leadership affects the lec-
turer’s performance is limited if the relationship is analyzed through motivation, affective commitment, 
and entrepreneurial orientation as opposed to through a basic straight association. It is important to 
address this problem because a direct leader-performance explanation might miss the fact that lectur-
ers’ performance depends on whether motivation and emotional connection turn into entrepreneurial 
academic actions. Clarifying this process can help strengthen the theoretical discussion on leadership 
and lecturer performance, and can help private universities in designing leadership practices more in 
line with the realities of academic work.

1. LITERATURE REVIEW 

AND HYPOTHESES 

DEVELOPMENT

The academic writing is on employee performance 
within the framework of the interaction between 
the conditions in the organization and the indi-
vidual personality traits. The organizational and 
behavioral aspects such as leadership style, mo-
tivation, organizational commitment, and entre-
preneurial spirit can influence the performance 
of lecturers in colleges and universities. Lecturers 
are expected to contribute not only to teaching, 
but also to research, sharing of knowledge, and in-
volvement in the community. Hence, the study of 
the determinants of lecturer performance has be-
come an increasingly important issue for univer-

sities that want to improve institutional competi-
tiveness and academic excellence (Pradhan & Jena, 
2017; Anyalor et al., 2018). The dimension of lectur-
er performance in Indonesia has been determined 
by the Ministry of State Apparatus Empowerment 
and Bureaucratic Reform Regulation Number 
17 of 2013 concerning Functional Positions of 
Lecturers and Their Credit Points. This regulation 
has lecturer performance dimensions: research, 
education and teaching, community service, and 
supporting efforts.

Work motivation is a psychological determinant 
of employee behavior that has obtained consider-
able focus in organizational studies. This internal 
process energizes and directs individuals to work 
toward achieving work-related goals (Ryan & Deci, 
2017). Ch (2024) defined the dimensions of work 
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motivation, including regulation, intrinsic moti-
vation, introjected regulation, and extrinsic moti-
vation. Based on the self-determination perspec-
tive, individuals exhibiting elevated intrinsic mo-
tivation are inclined to exhibit heightened degrees 
of involvement and persistence in their work tasks 
(Gagné et al., 2015). Motivated personnel are in-
clined to illustrate elevated levels of commitment, 
perseverance, and proactivity in their professional 
conduct (Van den Broeck et al., 2016). Lecturers 
may put more effort into preparing lessons, con-
ducting research, and serving their institution 
(Ghaffari et al., 2017; Sinani, 2016). Moreover, mo-
tivation can stimulate creative and innovative be-
havior by encouraging people to try new ways and 
to experiment with different methods in their jobs.

Affective commitment is another important factor 
affecting the attitude and behavior of employees in 
organizations. It is characterized as the emotional 
bond people develop with their organization and 
the degree to which they align their beliefs and 
objectives with those of the organization (Kumari 
& Afroz, 2013; Farrukh et al., 2017). Marta et al. 
(2021) reported that work motivation significant-
ly influences organizational commitment, par-
ticularly its affective component. Employees with 
emotional attachment to their organizations show 
greater loyalty and contribute more actively to or-
ganizational progress (Beheshtifar & Herat, 2013). 
Affective commitment is positively correlated with 
many desirable organizational results encompass-
ing work performance, work engagement, and 
organizational citizenship behavior (Kim et al., 
2013). In higher educational institutions, lecturers 
with emotional attachment to their universities 
can show higher dedication to teaching, research, 
and academic service.

Another widely focused-upon factor in organiza-
tional research is entrepreneurial orientation. An 
entrepreneurial orientation comprises behavioral 
patterns of proactiveness, risk-taking, and innova-
tiveness to explore new opportunities (Anderson et 
al., 2015; Wales, 2016). As Aarakit and Kimbugwe 
(2015) argue, entrepreneurial orientation is mani-
fested in individuals within organizations who 
take risks, generate new product or service ideas, 
and turn those ideas into profitable businesses. 
Likewise, Rotich et al. (2015) associated entrepre-
neurial orientation with corporate-level strategic 

processes that help entities attain competitive su-
periority. They emphasized the significance of en-
trepreneurial orientation in the achievement or 
collapse of a corporation. The entrepreneurial ori-
entation concept now extends to the personal lev-
el, not just the corporate context (Suwarno et al., 
2026a). People with a high entrepreneurial orien-
tation exhibit a greater propensity for generating 
novel concepts, seeking new opportunities, and 
reacting proactively to environmental changes. 
Individuals with entrepreneurial characteristics 
can perform their roles more effectively (Suwarno 
et al., 2026b). Covin and Slevin (1989) identified 
the dimensions of entrepreneurial orientation, 
which include innovativeness, idea exploration, 
generation, promotion, and execution. These be-
havioral tendencies in academic institutions can 
motivate lecturers to pursue innovative teaching 
approaches, interdisciplinary research collabo-
rations, and institutional innovations (Rahim & 
Lajin, 2017; Meilani & Ginting, 2018). Numerous 
investigations have exhibited a favorable asso-
ciation between entrepreneurial orientation and 
performance outcomes because entrepreneurial 
behavior generally enhances firms’ adaptability 
and innovation (Covin & Wales, 2019; Aftab et 
al., 2024). However, some studies have identified 
inconsistent findings concerning this link, sug-
gesting that other psychological processes may af-
fect the influence of entrepreneurial orientation 
on employee performance (Soomro & Shah, 2019).

A multitude of studies have shown the association 
between work motivation and entrepreneurial ori-
entation. For instance, Sarwani et al. (2022) have 
shown a positive influence of work motivation on 
entrepreneurial orientation. Thus, the greater the 
motivation, the more entrepreneurial initiative 
can be created. Another argument is that highly 
motivated people can turn creative ideas into real-
ity (Nguyen & Doan, 2023). Ajzen’s (1991) theory 
of planned behavior could also expand the link 
between work motivation and entrepreneurial ori-
entation, as subjective norms, attitudes, and per-
ceived behavioral control complement each other 
to influence intention, which then influences be-
havior. In this model, work motivation is attitu-
dinal. Entrepreneurial orientation is intentional 
and behavioral, represented by proactivity, risk-
taking, and creativity. The relationship can also be 
considered in the context of the expectancy theo-
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ry (Vroom, 1964), which claims that people’s ex-
pectations determine their actions. In the current 
situation, highly motivated people show a greater 
propensity to engage in innovative, proactive, and 
risk-taking behaviors, which can be defined as en-
trepreneurial orientation. Affective commitment 
affects entrepreneurial orientation. In this context, 
Valeau (2022) discovered a beneficial association 
between affective commitment and entrepreneur-
ial orientation, indicating that a greater emotional 
bond with an organization increases entrepre-
neurial orientation. Likewise, Hernández-Linares 
et al. (2022) validated the positive effect of affec-
tive commitment on entrepreneurial orientation. 
Abdel Azeem (2018) also studied the impact of 
affective commitment on different aspects of en-
trepreneurial orientation. He affirmed that peo-
ple with strong affective bonds are more likely to 
demonstrate proactiveness, innovativeness, and 
risk-taking in their organizations. It was also 
found that affective commitment has a significant 
impact on employee performance. For example, 
Suryaman (2018) found that affective commit-
ment has a strong effect on employee performance, 
meaning employees with strong emotional ties to 
their organizations tend to perform better. Ani 
et al. (2020) found similar results among lectur-
ers, where affective commitment, as a manifesta-
tion of emotional attachment to carry out the Tri 
Dharma of higher education, had a strong influ-
ence on lecturers’ performance. Supriyanto (2018) 
found that affective commitment has a positive 
effect on lecturers’ performance, with the feeling 
of belonging and dedication toward their institu-
tions driving them to perform better.

Leadership is generally seen as one of the para-
mount determinants of employee attitudes and 
behavior. Transformational leadership is distinct 
as it inspires followers, promotes intellectual stim-
ulation, and encourages employees to perform 
at higher levels (Yildiz & Gul, 2016; Reza, 2019). 
Transformational leaders articulate a vision that 
inspires, provide individual support, and stimulate 
creativity in followers’ work. These behaviors fos-
ter intrinsic motivation and develop an emotional 
connection to the organization. Higher motiva-
tion, commitment, and job engagement of employ-
ees are related to transformational leadership (Lin 
& Shiqian, 2018; Wiseman et al., 2018; Sumardi et 
al., 2016). Theoretical explanations for these re-

lationships are based on organizational commit-
ment theory, social exchange theory, and self-de-
termination theory. These frameworks highlight 
that straightforward communication, trust-based 
relationships, and the satisfaction of demands for 
autonomy, competence, and connection enhance 
intrinsic motivation and loyalty (Blau, 1964; Ryan 
& Deci, 2000; Herscovitch & Meyer, 2002). Meta-
analyses also show that transformational leadership 
is positively related to organizational and employee 
performance (Banks et al., 2016; Hoch et al., 2018).

A substantial corpus of studies examines the cor-
relation between employee performance and lead-
ership, but the core processes that explain how 
transformational leadership improves lecturer 
performance remain under-investigated. Most 
prior literature addressed the direct impacts of 
leadership on performance; in contrast, the inter-
nal psychological processes that might moderate 
this relation have received relatively less attention. 
Specifically, the combined roles of affective com-
mitment, work motivation, and entrepreneurial 
orientation in explaining lecturers’ performance 
in institutes of higher learning, there has been 
limited exploration. 

Therefore, further exploration is needed to under-
stand how these factors interact within academic 
environments. Exploring the sequential roles of af-
fective commitment, work motivation, and entre-
preneurial orientation may yield deeper insights 
into how transformational leadership contributes 
to lecturer performance. Accordingly, this paper 
aims to scrutinize the sequential mediation of af-
fective commitment, work motivation, and entre-
preneurial orientation in the association between 
transformational leadership and lecturers’ perfor-
mance in private universities.

The hypotheses were formulated based on the in-
sights gained from the literature review:

H1: Transformational leadership affects work 
motivation.

H2: Transformational leadership affects affective 
commitment.

H3: Work motivation affects affective 
commitment.
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H4: Work motivation affects entrepreneurial 
orientation.

H5: Affective commitment affects entrepreneur-
ial orientation.

H6: Affective commitment affects employee 
performance.

H7: Entrepreneurial orientation affects employee 
performance.

The conjunction of different theories produces a 
consistent conceptual framework (Figure 1) that 
explains correlations between research variables. 
According to self-determination theory, transfor-
mational leadership increases work motivation by 
satisfying fundamental psychological needs for 
competence, autonomy, and connection. Social 
exchange theory states that the support, trust, and 
attention from leaders create reciprocal relation-
ships that encourage lecturers to enhance their 
contribution to the organization. The theory of 
organizational commitment explains motivation 
as a basis for affective commitment, characterized 
by a sense of belonging, emotional attachment, 
and loyalty to the organization, which increases 
lecturers’ willingness to contribute sustainably. 
Affective commitment is seen as increasing inten-
tions for innovative and proactive behaviors and 
willingness to take risks, which is reflected in en-
trepreneurial orientation in alignment with the 
theory of planned behavior. Expectancy theory ex-
plains that entrepreneurial orientation may result 
in enhanced performance if lecturers believe their 
efforts will result in substantial accomplishments, 
as well as career and organizational advancement 

benefits. In this study, we propose a comprehen-
sive multi-theoretical framework that integrates 
motivational, relational, affective, cognitive, and 
behavioral perspectives into a single model. This 
combination provides a more robust explanation: 
the influence of transformational leadership on 
lecturer performance operates through a sequen-
tial mediation process involving affective com-
mitment, work motivation, and entrepreneurial 
orientation, yielding a more comprehensive un-
derstanding than using a single theory.

2. METHOD

This paper used a quantitative causal-associative 
design in an effort to analyze the interrelation-
ships among transformational leadership, affec-
tive commitment, work motivation, entrepre-
neurial orientation, and lecturer performance. 
This analysis is based on the Indonesian context 
of private universities. A quantitative approach 
was used to analyze causality. The minimum 
sample size was 129 respondents in accordance 
with G*Power recommendations with effect size = 
0.15, error probability = 0.05, power (1-err prob) 
= 0.95, number of tested predictors = 4, and to-
tal number of predictors = 4. We distributed the 
questionnaire to 33 private universities in West 
Java and Banten Region, and we got 174 respon-
dents. Purposive sampling is when informants 
are deliberately selected for their ability to pro-
vide insight into a certain theme, concept, or phe-
nomenon (Robinson, 2023). The inclusion criteria 
were that the participants were full-time faculty 
members with substantial classroom experience 
at the school involved. Data were collected using a 

Figure 1. Study model
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standardized online questionnaire from March 
to June 2025. The transformative leadership 
questionnaire was reviewed with the paradigm 
presented by Bass and Avolio (1993). The study 
evaluated work motivation using the model de-
veloped by Gagné et al. (2015), while affective 
commitment was evaluated using the models of 
Perreira and Berta (2016). To measure entrepre-
neurial orientation, the study incorporated the 
works of Covin and Slevin (1989) and de Jong 
and den Hartog (2010). The study examined in-
structor efficiency based on Regulation Number 
17, issued by the Ministry of Administrative 
and Bureaucratic Reform (2013). Measurement 
and structural models were evaluated using 
AMOS, employing structural equation model-
ing (SEM). To assess the validity of the tool, fac-
tor loadings were examined and should exceed 
0.40–0.45; for a sample of 150–200, this can be 
accepted (Hair et al., 2019; Tabachnick & Fidell, 
2013). Reliability was assessed using Cronbach’s 
Alpha and Composite Reliability, both of which 
were required to be greater than 0.60 (Hair et 
al., 2021; Heale & Twycross, 2015). Multiple in-
dices, including CMIN/DF, RMSEA, GFI, and 

TLI, were employed to assess the model’s fit. All 
of these demonstrated that the model satisfies 
the criteria for an adequate fit.

Respondent profiles (Table 1) included gender, age, 
employment duration, educational attainment, 
permanent lecturer status, and academic func-
tional role. Based on respondent profiles, most of 
this population were male (77.6%) and aged over 
40 years (46%). Most participants had 6–10 years 
of experience (29.9%) and held a master’s degree 
(89.1%). The trend showed that all respondents 
(100 percent) were full-time workers, and almost 
all had the academic rank of assistant professor 
(97.7%).

3. RESULTS 

The instrument validity (Table 2) was assessed us-
ing the assumption that factor loading values ex-
ceeding 0.40–0.45 from a 150–200 sample can be 
accepted (Hair et al., 2019; Tabachnick & Fidell, 
2013). Cronbach’s Alpha was also applied to test 
the reliability of questionnaire items (Hair et al., 
2019). It was according to the criterion that the 

Table 1. Respondent profiles

Demographic Frequency Percentage

Gender

Male 135 77.6%

Female 39 22.4%

Age

26–30 years old 8 4.6%

31–35 years old 36 20.7%

36–40 years old 50 28.7%

>40 years old 80 46%

Working Period

<= 5 years 13 9.5%

6–10 years 52 29.9%

11–15 years 47 27%

16–20 years 38 21.8%

>20 years 24 13.8%

Education Level
Master 155 89.1%

Doctor 19 10.9%

Lecturer Status
Permanent employee 174 100%

Not a permanent employee 0 0%

Academic Position
Lecturer 0 0%

Assistant Professor 170 97.7%

Associate Professor 4 2.3%

Professor 0 0%
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items were reliable when the Composite Reliability 
(CR) and Cronbach’s Alpha exceeded 0.60 (Hair et 
al., 2022; Heale & Twycross, 2015).

The validity assessment indicated that the instru-
ment was valid because most of the items assessed 
had a factor loading above 0.40, while only four 
had values marginally lower. Some indicators 
were removed because their factor loading scores 
were below 0.40, so they were not included in the 
next test. This step also helps obtain valid indica-
tors for each variable that are relevant to the topic 
and purpose of the study. According to Hair et al. 
(2019), the validity test was also conducted within 
the specified threshold because the sample size 
was over 150 and nearly 200. The reliability test 
also ensured that the instrument was consistent 
since the Composite Reliability and Cronbach’s 
Alpha of each variable were greater than 0.60. 

Regarding the transformational leadership factor, 
the highest factor loading was recorded for item 
TL1 (0.809), which states, “The study program 
leaders discuss their most significant values and 
beliefs.” This item was identified as the strongest 
contributor to the transformational leadership 
construct. For the work motivation variable, the 
highest loading appeared in item WM3 (0.907), 
which reads, “Lecturers do not know why they 

work as lecturers. It is a waste of time.” This item 
was coded in the opposite way. Likewise, for the 
affective commitment variable, item AC3 (0.854) 
attained the highest factor loading. This item was 
the opposite of the statement “Lecturers do not 
enjoy working at this university.” The item EO1 
(0.770) had the highest loading in the entrepre-
neurial orientation variable. It said, “As a lecturer, 
I like to try new and unusual things and am very 
interested in new and creative ideas.” Finally, item 
EP2 (0.813), which says “Developing lecture ma-
terials,” had the highest loading for the employee 
performance variable.

Table 3. Mean and standard deviation

Variable Mean SD
Transformational Leadership 4.01 0.59

Work Motivation 4.41 0.56

Affective Commitment 4.09 0.59

Entrepreneurial Orientation 4.07 0.61

Employee Performance 4.34 0.49

Table 3 illustrates that the standard deviation 
scores for all variables were lower than their 
means. This means that the data distribution was 
in an acceptable and stable range. The mean score 
interpretation for a 5-point Likert scale was as 
detailed below: 1.00–1.80 = very low, 1.81–2.60 = 
low, 2.61–3.40 = moderate, 3.41–4.20 = high, and 

Table 2. Loading factors and reliability test

Item Loading Factor P Value Cronbach’s Alpha Composite Reliability

TL1 (C8) 0.809 < 0.001

0.761 0.766TL2 (C11) 0.620 < 0.001

TL3 (C18) 0.749 < 0.001

WM1 (D10) 0.437 < 0.001

0.652 0.701WM2 (D15) 0.739 < 0.001

WM3 (D16) 0.907 < 0.001

AC1 (AC22) 0.437 < 0.001

0.678 0.683AC2 (AC26) 0.708 < 0.001

AC3 (AC27) 0.854 < 0.001

EO1 (F1) 0.770 < 0.001

0.778 0.782EO2 (F2) 0.767 < 0.001

EO3 (F8) 0.685 < 0.001

EP1 (G1) 0.627 < 0.001

0.764 0.808

EP2 (G2) 0.813 < 0.001

EP3 (G4) 0.694 < 0.001

EP4 (G5) 0.626 < 0.001

EP5 (G6) 0.700 < 0.001

EP6 (G11) 0.421 < 0.001

EP7 (G15) 0.456 < 0.001

Note: TL means Transformational Leadership; WM means Work Motivation; AC means Affective Commitment; EO means 
Entrepreneurial Orientation; EP means Employee Performance.
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4.21–5.00 = very high. The findings indicated that 
the mean scores for transformational leadership, 
affective commitment, and entrepreneurial orien-
tation were all high. Meanwhile, the average score 
of employee performance and motivation in the 
workplace is in the very high category.

The results of the model testing based on structur-
al equation modeling (SEM) are shown in Figure 
2 to evaluate the goodness-of-fit of the structur-
al and measurement models. The measurement 
model in Table 2 shows the factor loadings of each 
indicator in their respective construct. Tables 4 
and 5 present the goodness-of-fit indices and re-
sults of structural model testing.

The goodness-of-fit results are illustrated in Table 
4. CMIN was 255.699, and the p-value was 0.00. 
The p-value is less than 0.05; however, the value 
of the CMIN/DF ratio is 1.998, which shows an 
excellent fit between the observed data and the hy-
pothesized model, as values between 1 and 3 are 
acceptable (Arbuckle, 2013). However, CMIN by 
itself was not sufficient to estimate overall fit of the 
model, and therefore, additional fit indices were 
examined. The RMSEA value is 0.076, less than 
0.08 as recommended (Arbuckle, 2013), and hence 
supports the adequacy of the model. The RMSEA 
is perhaps the most informative of the goodness-
of-fit indices, because it measures the degree to 
which the model approximates the population 

Figure 2. SEM outcomes 
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F8 

e82 
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G2 

G4 

G5 
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G6 

G11 
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e90 

e91 

e93 

e94 

e95 

e100 

e103 

e111 

e110 

e112 

e113 

Table 4. Goodness-of-fit

Measurement Req. Score Category

Chi-Square ≥ 0.05 0.00 Moderate Fit

GFI > 0.9 0.869 Moderate Fit

RMSEA < 0.08 0.076 Fit

ECVI Smaller-better 1.975 Fit

NFI > 0.8 0.804 Fit

TLI > 0.8 0.867 Fit

RFI > 0.8 0.766 Moderate Fit

IFI > 0.8 0.891 Fit

AGFI > 0.8 0.825 Fit



563

Problems and Perspectives in Management, Volume 24, Issue 3, 2026

http://dx.doi.org/10.21511/ppm.24(3).2026.35

covariance matrix. Hypothesis-testing results are 
shown in Table 5.

Based on Table 5, transformational leadership had 
a statistically significant influence on work mo-
tivation with a positive coefficient of 0.417 and a 
p-value of < 0.001. The findings indicate that the 
more capable the leader is of motivating, inspir-
ing, and empowering lecturers, the more intrinsic 
motivation lecturers have to work enthusiastically 
and responsibly. Moreover, transformational lead-
ership also positively and significantly affected 
affective commitment with a coefficient of 0.200 
(p < 0.001). This suggested that lecturers could be 
emotionally attached to particular institutions if 
they were led by people who cared, who gave sub-
stantial guidance, and who expressed a clear vi-
sion. Here, the correlation between affective com-
mitment and work motivation yielded the highest 
coefficient of 0.705 (p < 0.001), indicating that the 
higher lecturers’ commitment to the organization, 
the higher their motivation, which is emotionally 

inclusive in relation to the fulfillment of organiza-
tional objectives. 

In contrast, the correlation between work moti-
vation and entrepreneurial orientation was deter-
mined to be inconsequential, and the coefficient 
was 0.193 (p = 0.251). This implies that motivation 
is not a direct factor that encourages entrepre-
neurial behavior among lecturers without other 
favorable conditions, such as an innovative orga-
nizational environment. Affective commitment, 
by contrast, positively and significantly influenced 
entrepreneurial orientation (β = 0.462, p = 0.015), 
meaning lecturers who possess an emotional bond 
with their organizations are more inclined to 
demonstrate entrepreneurial behavior such as in-
novation, proactivity, and forward-looking behav-
ior. Conversely, the coefficient of affective com-
mitment was not determined to have a substantial 
effect on performance, as demonstrated by the 
coefficient of 0.108 (p = 0.374), which implies that 
emotional attachment alone could not cause per-

Table 5. Hypothesis testing

Hypothesis Coef. p (Value) Conclusion

Transformational leadership → Work motivation (H1) 0.417 <0.001 Accepted

Transformational leadership → Affective commitment (H2) 0.200 <0.001 Accepted

Work motivation → Affective commitment (H3) 0.705 <0.001 Accepted 

Work motivation → Entrepreneurial orientation (H4) 0.193 0.251 Not Accepted 

Affective commitment → Entrepreneurial orientation (H5) 0.462 0.015 Accepted 

Affective commitment → Performance (H6) 0.108 0.374 Not Accepted 

Entrepreneurial orientation → Performance (H7) 0.171 0.007 Accepted

Table 6. Mediation effects

Mediation Test Associated 

path

Path coefficient/PC 
(Unstandardized Beta)

S.E. PC S.E. Sobel Z-Score P (value)

TL → WM → AC
TL → WM 0.480 0.113

0.064 3.148 0.002 
TL → AC 0.138 0.062

TL → AC → EO
TL → AC 0.422 0.090

0.068 1.646 0.099*
AC → EO 0.374 0.124

TL → WM → EO
TL → WM 0.480 0.113

0.085 1.106 0.268
WM → EO 0.196 0.171

WM → AC → EO
WM → AC 0.422 0.090 0.152 2.168 0.030

AC → EO 0.785 0.321

WM → AC → EO
WM → AC 0.422 0.090 0.152 2.168 0.030

AC → EO 0.785 0.321

AC → EO → P
AC → EO 0.785 0.321 0.073 1.816 0.069*

EO → P 0.171 0.063

WM → EO → P
WM → EO 0.196 0.171 0.031 1.055 0.291

EO → P 0.171 0.063

Note: TL means Transformational Leadership; WM means Work Motivation; AC means Affective Commitment; EO means 
Entrepreneurial Orientation; EP means Employee Performance.
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formance improvement without the intervention 
of entrepreneurial action. Entrepreneurial orien-
tation also had a positive and significant impact 
on performance, with a coefficient of 0.171 (p = 
0.007), meaning lecturers’ performance increases 
with their level of entrepreneurial orientation.

We also investigated the mediating variables, 
where the Sobel test was used to ascertain the in-
direct correlation between transformational lead-
ership, affective commitment, work motivation, 
entrepreneurial orientation, and performance. 
The results of this mediation analysis are exhib-
ited in Table 6.

The analysis shows that work motivation medi-
ates the effect of transformational leadership on 
affective commitment, while affective commit-
ment mediates the influence of transformational 
leadership and work motivation on entrepreneur-
ial orientation. However, work motivation does 
not mediate the association between entrepre-
neurial orientation and transformational leader-
ship. Furthermore, affective commitment acts 
as a mediator between work motivation and en-
trepreneurial orientation, and work orientation 
mediates the impact of affective commitment on 
performance. Unlike these observations, entre-

preneurial orientation did not mediate the asso-
ciation between affective commitment and perfor-
mance. Tables 7 and 8 present additional findings 
from the sequential mediation test. 

Table 7 shows the sequential mediation effect of 
work motivation and affective commitment on 
the correlation between transformational leader-
ship and entrepreneurial orientation, implying 
that transformational leadership influenced entre-
preneurial orientation through these two media-
tors in sequence. Similarly, Table 8 shows the se-
quential mediation effect of affective commitment 
and entrepreneurial orientation on the correlation 
between performance and work motivation, sug-
gesting that work motivation affects performance 
through affective commitment and entrepreneur-
ial orientation consecutively.

4. DISCUSSION

This present study shows that transformational 
leadership enhances work motivation (Hypothesis 
1 is accepted), supporting the results of Zavaleta 
et al. (2025), Jensen and Bro (2018), Nguyen et al. 
(2019), Udin (2023), and Udin et al. (2023). The 
results show that there is a positive and signifi-

Table 7. Sequential mediation effect, test 1

Sequential Mediation Test Associated path (Indirect) Effect S.E. Z-Score p (value)

TL → WM → AC → EO

TL → WM → AC 0.203 0.064 3.148 0.002

WM → AC → EO 0.331 0.152 2.168 0.030

TL → WM → EO
0.159 0.082 1.931 >0.05

TL → AC → EO
TL → AC → EO 0.331 0.152 2.186 <0.05

TL → WM → EO 0.094 0.085 1.106 >0.05

Cumulative Effect (Sequential Mediation) 0.584 0.193 3.023 <0.05

Note: TL means Transformational Leadership; WM means Work Motivation; AC means Affective Commitment; EO means 
Entrepreneurial Orientation; EP means Employee Performance.

Table 8. Sequential mediation effect, test 2

Sequential Mediation Test Associated path (Indirect) Effect S.E. Z-Score p (value)

WM → AC → EO → P

WM → AC → EO 0.331 0.144 2.301 <0.05

AC → EO → P 0.134 0.074 1.817 >0.05

WM → AC → P
0.018 0.013 1.407 >0.05

WM → EO → P
WM→ EO → P 0.034 0.032 1.056 >0.05

WM→ AC → P 0.094 0.085 1.106 >0.05

Cumulative Effect (Sequential Mediation) 0.128 0.063 2.024 <0.05

Note: TL means Transformational Leadership; WM means Work Motivation; AC means Affective Commitment; EO means 
Entrepreneurial Orientation; EP means Employee Performance.
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cant effect of transformational leadership on lec-
turer’s work motivation. The finding adds to the 
growing body of literature on the importance of 
transformational leadership in organizations that 
have high information flows, especially in higher 
education. Most prior studies on academic mo-
tivation have studied individual factors, such as 
professional identity and intrinsic motivation to 
teach (He et al., 2022; Wasityastuti et al., 2018; Xu 
et al., 2023). Recent studies have emphasized the 
role of corporate leadership in shaping the moti-
vation dynamics of lecturers. The findings suggest 
that leadership styles that are characterized by the 
ability to motivate, empower and develop a collab-
orative academic environment can improve teach-
ers’ commitment and intrinsic motivation toward 
the institution.

These results contribute to theory by enhancing 
and broadening the understanding of transfor-
mational leadership within higher education. The 
paper demonstrates that transformational leader-
ship elevates organizational performance and sig-
nificantly influences lecturers’ work motivation by 
fostering an inspiring, collaborative, and empow-
ering academic environment. Furthermore, this 
research enhances the current corpus of literature 
on work motivation by highlighting that lecturer 
motivation is shaped not just by individual factors, 
but by situational factors, particularly the quality 
of organizational leadership. Consequently, these 
findings extend the applicability of transforma-
tional leadership theory in knowledge-intensive 
organizations and point out the significance of 
leadership as a tactical instrument for cultivating 
intrinsic motivation among academic personnel. 

Further, transformational leadership has a signifi-
cant and positive impact on affective commitment 
(Hypothesis 2 is accepted). The study suggests that 
leaders who communicate an inspiring vision, 
individualize attention to each organizational 
member, and facilitate each member’s develop-
ment can improve members’ emotional attach-
ment to the institution. This finding is consistent 
with previous research that shows the influence of 
transformational leadership on affective commit-
ment (Wiseman et al., 2018; Lin & Shiqian, 2018; 
Sumardi et al., 2016). The result is consistent with 
organizational commitment theory (Blau, 1964), 
social exchange theory (Herscovitch & Meyer, 

2002), and self-determination theory (Ryan & 
Deci, 2000). Some studies suggest that contextual 
considerations, such as organizational culture or 
reward systems, could affect the association be-
tween organizational commitment and transfor-
mational leadership (Hoch et al., 2018). Our find-
ing, however, shows that the link is strong in the 
domain of higher education institutions. This is 
consistent with the characteristics of long-lasting 
responders who may internalize organizational 
principles and develop closer ties with their insti-
tutions. This paper extends the theory by identi-
fying the effect of transformational leadership on 
affective commitment as not solely a structural 
issue but also a psychological approach, such as 
intrinsic motivation, trust-based social relations, 
and internalizing organizational values in higher 
education institutions.

The results suggest that work motivation has a pos-
itive effect on the affective commitment of lectur-
ers (Hypothesis 3 is accepted); thus, work motiva-
tion is an important factor in developing a senti-
mental bond with the organization. The result is 
congruent with Meyer and Allen’s (1991) theory of 
organizational commitment and self-determina-
tion theory (Ryan & Deci, 2000). This finding is 
also in alignment with various empirical studies 
showing that work motivation significantly con-
tributes to increased work engagement and emo-
tional commitment to organizations (Kuvaas et 
al., 2017; Olafsen et al., 2018; Van den Broeck et al., 
2021). In particular, the results align with those of 
Marta et al. (2021) and Sinani (2016), who showed 
that an individual’s understanding of work goals 
and work meaning can increase emotional invest-
ment in the organization, thereby strengthening 
affective commitment to the institution. In the 
academic environment, the development of work 
motivation and affective commitment is reflected 
through autonomy in carrying out academic ac-
tivities, opportunities for professional competen-
cy development, and collaborative relationships 
in the scientific community. This result provides 
a conceptual enhancement through fortification 
and expansion of the application of the triadic 
framework of organizational commitment from 
Meyer and Allen (1991) and self-determination 
theory (Ryan & Deci, 2000) in the context of high-
er education. The findings show that work motiva-
tion not only plays a role as a factor that improves 
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individual performance but is also the main psycho-
logical mechanism that encourages the formation of 
affective commitment through the internalization 
of work goals and meanings, thereby strengthen-
ing lecturers’ emotional attachment to the institu-
tion. Furthermore, this research broadens the scope 
of the two theories by demonstrating that, for lec-
turers, fulfilling psychological needs, such as hav-
ing autonomy in performing the activities of higher 
education, opportunities to develop professional 
competencies, and fostering collaborative relation-
ships within the academic community, strengthens 
intrinsic motivation and ultimately increases affec-
tive commitment. Thus, this paper offers empirical 
proof that the mechanism of affective commitment 
formation, as described by the theory of organiza-
tional motivation and commitment, also applies to 
knowledge-intensive organizations. This finding en-
riches the academic discourse on the origins of or-
ganizational commitment and expands the gener-
alization of both theories to the academic environ-
ment, which has different work characteristics, val-
ues, and goals compared to business organizations.

Work motivation does not have a significant influ-
ence on entrepreneurial orientation (Hypothesis 4 
is rejected), indicating that an individual’s drive to 
work well does not automatically foster the emer-
gence of innovative, proactive, and risk-taking be-
haviors in an academic context. This paper adds to 
the understanding that entrepreneurial orientation 
is not just a function of internal motivational drivers 
but is also considerably shaped by the organizational 
environment and the structure of work that allows 
individuals to exercise their creativity and initiative. 
In the literature on organizational entrepreneurship, 
entrepreneurial orientation is generally conceptual-
ized as the product of interactions between human 
traits and the organizational environment that sus-
tains risk-taking and innovation (Lumpkin & Dess, 
1996). Therefore, even with a motivation to work, a 
bureaucratic work environment, indistinct job roles, 
and restricted scope for experimenting could im-
pede the development of an entrepreneurial attitude. 
Moreover, work motivation more frequently leads to 
better job performance and dedication to work than 
directly influencing entrepreneurial behavior (Ryan 
& Deci, 2000; Frese & Gielnik, 2014). Therefore, the 
finding demonstrates that the connection between 
work motivation and entrepreneurial orientation 
is indirect and may be affected by factors such as 

organizational support, job autonomy, or affective 
loyalty to institutions. The result is academically rel-
evant, as it enhances the body of literature by prov-
ing that in the domain of higher education, improv-
ing the entrepreneurial orientation of lecturers is 
not enough to improve work motivation alone, but 
it needs an organizational ecosystem that legitimiz-
es innovation, experimentation, and the initiation 
of entrepreneurial ventures within the academic 
setting.

The finding indicated that affective commitment 
positively affected entrepreneurial orientation, there-
by accepting Hypothesis 5. This finding indicates 
that an individual’s emotional affiliation with the or-
ganization acts as a psychological process that initi-
ates the emergence of innovative, proactive, and op-
portunity-oriented behaviors. This result aligns with 
theory that individuals possessing elevated affective 
commitment are inclined to be more courageous, 
proactive, and creative in supporting organizational 
success, thereby strengthening entrepreneurial ori-
entation, such as innovation, initiative, and the cour-
age to take opportunities (Lumpkin & Dess, 1996). 
This finding aligns with prior research demonstrat-
ing that emotional attachment to organizations en-
hances an individual’s tendency to act innovatively 
and to be oriented toward organizational develop-
ment (Abdel Azeem, 2018; Valeau, 2022; Hernández-
Linares et al., 2022). Furthermore, we add to the or-
ganizational entrepreneurship literature by showing 
that entrepreneurial orientation is influenced not 
only by structural factors such as strategy, resources, 
and leadership (Covin & Wales, 2019), but also by in-
dividual psychological factors manifested in affective 
commitment. Put differently, emotional attachment 
to the organization is a psychological foundation 
that can increase the individual’s tendency to take 
initiative, look for new opportunities, and contribute 
to organizational innovation in a sustainable fashion. 
Therefore, this finding confirms that strengthening 
affective commitment influences organizational loy-
alty and has a crucial position in encouraging the ad-
vancement of entrepreneurial orientation, which can 
improve the organization’s capacity for adaptation 
and innovation in the face of increasingly competi-
tive environmental dynamics.

Another trend observed was that affective commit-
ment has no influence on performance (Hypothesis 
6 is rejected). Affective commitment to an orga-
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nization does not always lead to improved out-
comes. This discovery diverges from the outcomes 
of prior research (Suryaman, 2018; Ani et al., 2020; 
Supriyanto, 2018). Attitudinal theory suggests that 
feelings are related to emotional bonds, motivation, 
and the tendency to act. Good workplace behav-
iors result from motivation to act, not from feelings; 
they are action-directed rather than emotion-driv-
en. The finding suggests that affective commitment 
has no influence on performance, thereby enhanc-
ing attitude theory by illustrating that emotional 
attachment to the organization does not necessar-
ily result in improved performance. This finding af-
firms that while affective commitment fosters an 
affiliation and allegiance, enhancements in perfor-
mance are primarily influenced by motivation to act 
and actual work behaviors rather than merely emo-
tional connections. This study enhances the litera-
ture on organizational commitment by highlighting 
that the association between affective commitment 
and performance is contextual and likely affected 
by factors such as motivation, leadership, or orga-
nizational culture. Consequently, affective commit-
ment should be regarded as a psychological prereq-
uisite that must be actualized in practice to enhance 
performance. 

The results support Rahim and Lajin (2017), Ismail 
et al. (2012), and Meilani and Ginting (2018), as an 
entrepreneurial mind can enhance performance 
(Hypothesis 7 is accepted). Open-minded lecturers 
tended to be more successful, particularly in develop-
ing instructional resources. This showed a tendency 
toward higher acceptance of novel teaching methods. 
The situation also suggests that many educators can 
focus more on classroom teaching than on academ-
ic research. The trend may be due to some partici-
pants not being permanent or having high academic 
status, even though most were assistant professors. 
Consequently, Indonesia needs to work harder to 
conduct research that will enhance its education sys-
tem. The theoretical contribution of this finding is 
to support the idea that an entrepreneurial mindset 
plays a critical role in improving individual perfor-
mance, especially in higher education. The research 
showed that lecturers who have an entrepreneurial 
mindset are more open to innovation, more flexible 
in the development of resources, and more receptive 
to new teaching methodologies. This finding further 
extends the previous empirical evidence, indicating 
that the entrepreneurial mindset is not only appli-

cable in the business context but also improves aca-
demic performance through adaptability, innova-
tion, and learning new and better ways to learn.

The research investigated the connections among 
the components of the model. A new approach to 
analysis was also employed to examine the connec-
tions among entrepreneurial orientation, emotional 
attachment to the job, work motivation, and trans-
formational leadership. The findings indicated that 
emotional attachment and work motivation mediat-
ed the relationship between transformational lead-
ership and entrepreneurial orientation. This dem-
onstrates the association among the factors, with 
transformational leadership having the capacity to 
enhance job satisfaction and work motivation in the 
environment and thus creating an entrepreneur-
ial spirit. This result aligns with previous research 
conducted by Zavaleta et al. (2025), Jensen and Bro 
(2018), Nguyen et al. (2019), Udin (2023), and Udin 
et al. (2023), who find that transformational leader-
ship has a positive impact on employee motivation. 
The results were also consistent with the reports 
of Marta et al. (2021), Sinani (2016), Valeau (2022), 
Kusumawijaya (2019), and Abdel Azeem (2018), 
which identified an association between work moti-
vation and affective commitment, and between en-
trepreneurial orientation and affective commitment.

The next step in the mediation analysis was to ana-
lyze the association between lecturer performance, 
orientation toward entrepreneurship, work mo-
tivation, and affective commitment. The analysis 
revealed that work motivation influences lecturer 
performance through affective commitment and 
entrepreneurial orientation. This suggested that 
highly motivated lecturers could improve their 
teaching performance by enhancing their attach-
ment to work and ability to think entrepreneur-
ially. The finding agreed with the results of Abdel 
Azeem (2018) and Hernández-Linares et al. (2022), 
who investigated the correlation between affective 
commitment and work motivation. This trend also 
aligns with research linking emotional commit-
ment to entrepreneurial orientation, as reported by 
Valeau (2022), Hernández-Linares et al. (2022), and 
Abdel Azeem (2018). Moreover, Rahim and Lajin 
(2017), Ismail et al. (2012), and Meilani and Ginting 
(2018) also concentrated on the effect of an entrepre-
neurial mindset on academic performance in aca-
demic institutions.
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CONCLUSION

This study explored the relationships between transformational leadership, work motivation, affec-
tive commitment, entrepreneurial orientation, and lecturer performance in private higher education 
institutions in Indonesia. The findings indicated that transformational leadership has a positive rela-
tionship with work motivation and affective commitment, and work motivation has a strong relation-
ship with affective commitment. Affective commitment is positively correlated with entrepreneurial 
orientation. Entrepreneurial orientation is positively correlated with lecturer performance. Work mo-
tivation is not directly related to entrepreneurial orientation, and affective commitment is not direct-
ly associated with lecturer performance. The mediation results should be interpreted carefully. The 
evidence supports the role of work motivation in mediating the association between transformational 
leadership and affective commitment, and the role of affective commitment in connecting motiva-
tion with entrepreneurial orientation. The sequential mediation results suggest two ordered patterns: 
transformational leadership is indirectly associated with entrepreneurial orientation through work 
motivation and affective commitment, and work motivation is indirectly associated with lecturer 
performance through affective commitment and entrepreneurial orientation. However, the results 
must not be understood as conclusive proof that transformational leadership directly or fully im-
proves lecturer performance through the entire chain of work motivation, affective commitment, and 
entrepreneurial orientation. The data indicate indirect associations within a cross-sectional model 
rather than causal confirmation.

The results contribute to the discussion of lecturers’ performance by showing that psychological readi-
ness and entrepreneurial academic behavior should be considered together. Motivation and affective 
commitment seem to be important conditions, but not sufficient by themselves to produce higher per-
formance unless they are accompanied by innovative, proactive, and opportunity-oriented academic 
behavior. The findings for private universities suggest that leadership development should be embedded 
in an academic environment that encourages experimentation, research collaboration, new teaching 
methodologies, and institutional initiatives. 

This study has several limitations. They include the cross-sectional survey design and non-probability 
purposive sampling, which preclude causal inference and limit generalizability. The sample was also not 
homogeneous in terms of academic rank, level of education, and gender; the majority of the respondents 
were assistant professors, master’s degree holders, and male lecturers. Future research should use lon-
gitudinal or multi-wave designs, probability or stratified sampling when possible, and more balanced 
samples across academic rank, institutional type, and region. Future research could also include con-
textual variables such as organizational support, work autonomy, innovation climate, and institutional 
resources to explain when motivation and affective commitment are more likely to translate into entre-
preneurial academic behavior and lecturer performance.
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