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ABSTRACT 

This study is an effort to examine the impact of leadership styles and conflict management on 

organizational commitment in the context of insurance sector in Punjab. In order to study the 

impact on organizational commitment; five conflict management modes, namely 

accommodating, compromising, competing, avoiding, collaborating; and two leadership 

styles, namely transformational and transactional have been chosen as the focus of the 

research. The data was collected from 500 respondents on the basis of purposive non 

random sampling technique. Out of the questionnaires distributed, 477 sets of questionnaires 

were found fit for analysis, whereas, the others were not included in the analysis because of 

lack of proper information. The data was analyzed by using Karl Pearson’s correlation and 

regression analysis and by applying MS- Excel (2007) and SPSS (21.0). The results of the 

study have demonstrated that the overall impact of leadership styles and conflict 

management styles on organizational commitment is positive and significant; however, 

avoiding conflict management and transactional leadership style have insignificant impact 

on organizational commitment. The findings suggest that the insurance sector concerns need 

to establish an environment where managers can utilize their talents to the maximum. 

Keywords: Organizational Commitment, Leadership styles, Conflict management styles, 

transformational and transactional leadership styles 

 

1. Introduction  

Although with the centuries of speculations and decades of experimental investigations on 

leadership, organizational researchers are still anxious about understanding, illustrating and 

elaborating the spirit of leadership (Yukl, 2006). Different styles of leadership and leadership 

theories have been created and implemented within organizations. As a result of 

globalization, information and communication technologies that forced the organizations to 

enter a new market, adopt different operational strategies and deal with different human 

cultures at work. Therefore, for these organizations, handling conflict is becoming a never 

ending activity to meet the demands of new waves of competitiveness. Establishing the well 

being of employees so that they can stay committed to their organizations is the major 

challenge facing the organizations today. There are huge costs connected with employee 

turnover and in order to contract with these costs, organizations have to struggle to build a 

bond between the employee and the organization (Johnson, 2008). 

1.1 Organizational commitment: The most investigated construct in industrial research 

and extensively examined in the management and behavioral sciences considers the 

organizational commitment which can work as a key factor to measure the relationship 

between the individuals and the organization. These relationships affect not only employees, 

but also the organizations (Meyer et al. 2001). Researchers and practitioners are 

enthusiastically attracted in understanding the factors that influence an individual‟s choice to 

continue or to depart an organization. OC is a multidimensional concept that has been defined 

and interpreted in a variety of ways that includes the description by various authors such as 
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Miller (2003) who states that organizational commitment is “a state in which an employee 

identifies with a particular organization and its goals, and wishes to maintain membership in 

the organization.” Organizational commitment is, therefore, the extent to which an employee 

is enthusiastic to continue the connection due to interest and relationship with the 

organization‟s objectives and principles. It has been defined with the help of its three 

dimensions, namely, Affective Commitment (employee's positive emotional attachment), 

Continuance commitment (employees recognize that the cost of leaving the organization is 

high), normative commitment (employee has a feeling of moral obligation because the 

organization may have invested on his/her training). 

1.2 Leadership styles: Leadership is at all times an attractive subject matter in any 

existing occupation. Actually, it is an essential characteristic of individual behavior. It 

provides an affirmative direction for the exercise of human resources and brings out the most 

excellent aspect of an individual. In the organizational world, efficient leadership and 

organizational achievement are directly entwined with no organization stronger than the traits 

of its leader. Bohn and Grafton (2002) defined leadership with a new mode that “it creates 

latest vision; enhance the confidence in the workforce through coordination and 

communication.” The model of Transactional (TL) – Transformational (TFL) leadership was 

applied by Bass (1985) and operated by Bass and Avolio (1994) which was originally 

introduced for the first time in 1978 by James McGregor Burns. He explained that TFL can 

be visualized when the leaders and followers construct each other forward to advanced level 

of ethics and motivation. In this, leaders follow the relationship oriented principle than work 

completion. Avolio and Bass (1994) classified the leadership skills into 4 I's including 

idealized influence, inspirational motivation, intellectual stimulation and individualized 

consideration. TL recognize follower‟s requirements and wishes, then simplified how those 

needs will be satisfied in substitute for meeting specified objectives or performing assured 

duties. However, because TL involves a commitment to follow the rules, it maintains stability 

within the organization rather than promoting change (Richard L. Daft, 2005). Bass and 

Avolio (1994) categorized TL further into contingent rewards, management by exception 

(active) and management by exception (passive).  

1.3 Conflict Management Styles: Conflict is an indispensable module of human action 

(Brahnam et al., 2005) that may be observed as a circumstance in which the concerns of two 

or more persons are found to be incompatible, and it is inclined to happen when individuals 

or groups recognize that others are checking them from accomplishing their goals (Antonioni, 

1998). Robbins (1998) broadly explained the expression, conflict as “a process that starts 

when one party recognize that the other party has pessimistically affected, or is about to 

pessimistically affect something that the first party cares about”. Conflict management is the 

exercise of being capable of recognizing and holding conflict prudently, reasonably and 

proficiently. Tidd and Friedman (2002) explained “handling work conflicts are beneficial for 

both employees as well as the organization. Conflict management reduces the negative 

impact of conflict and uncertainty, and the use of positive CM can mitigate and remove its 

effects.” Thomas (1976) and Dutch test for CM designed by Van De Vliert (1997) and De 

Dreu et al. (2001) suggested the five modes: avoiding, accommodating, Competing, 

collaborating and compromising. Avoiding style is an attempt when conflicting parties 

passively disregard the conflict rather than resolving it. Accommodating style puts maximum 

emphasis on meeting the needs of the other party. Under competing style; managers place 

maximum focus on meeting their own concerns and very little on other‟s concerns. 

Collaborating style strongly endeavor to resolve conflict with the best result, acceptable to 

all. In compromising, efforts are made to handle the conflict through assertive give-and-take 

concessions (Lussier 1997). 
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2 Review of Literature  

2.1 Studies related to conflict management and leadership styles on organizational 

commitment 

Balay (2007) investigated the association between organizational commitment of teachers 

and their dissimilar conflict management strategies. The study was based on a questionnaire 

survey of 418 teachers from 21 primary schools in Turkey region. The results revealed that 

male teachers were more likely to experience commitment based on compliance, and were 

more likely to avoid conflict than female teachers; moreover, both identification and 

internalization were significant determinants of the use of compromising and problem-

solving conflict management strategies. 

Chiun Lo et al. (2009) explored the relationship between leadership styles and employees‟ 

organizational commitment in the context of employees of Malaysian manufacturing 

concerns. 156 Malaysian executives voluntarily participated in this study. The results have 

indicated that several dimensions of TL and TFL have a positive relationship with 

organizational commitment, but the impacts were stronger for TFL, which means that the 

leaders, who disseminate suggestion, reinforce, and pays attention to the personal 

requirements of the followers, enhanced the level of organizational commitment of the 

employees. 

Owoseni and Olakitan (2012) examined the influence of conflict management strategies on 

perceived organizational commitment. Survey research design was used to select a sample of 

253 respondents, including males and females. The findings of the study were calculated by 

applying t-test and regression; and the study revealed that there was a significant joint effect 

of yielding and problem- solving on organizational commitment. 

Olesia et al. (2013) explored the impact of leadership style on organizational commitment in 

Kenyan state corporations. The study was based on secondary data taken from various 

national and international journals. The study formulated a conceptual framework which 

implied that there was a positive and significant relationship between leadership style and 

organizational commitment; however, diverse other researches spotlighted that lack of 

commitment due to the shortage of human resource in the workplace is one of the challenges 

faced by state corporations in Kenya. 

Lee et al. (2014) explored the impact of employee satisfaction and leadership styles on 

organizational performance by taking commitment as a dual mediator of IC design houses in 

Taiwan. The study approached the structural equation modeling for confirmatory factor 

analysis to validate the model fit. The results of the study suggested that both employees‟ 

satisfaction and leadership styles have a positive and significant influence on organizational 

commitment as well as an performance. 

Nart and Batur (2014) explained the effect of conflict management on employees‟ 

organizational commitment, job stress and job performance in the. public schools of South 

Marmara Region of Turkey. The findings of the research concluded that there was a negative 

effect of CM on job stress and OC; however, it was also found out that job stress caused a 

negative effect on OC; moreover, work-family conflict, job stress and OC have a low degree 

effect on continuance and normative commitment, whereas no effect on affective 

commitment was detected.  

Khan et al. (2015) examined the relationship between leadership styles and interpersonal 

conflict in different banks. A Questionnaire was used to collect the data from 75 branch 

managers of various banks in Pakistan. The result of this study found out a positive 

correlation between leadership styles and modes of conflict management; it has also been 

revealed that the team manager category is most preferable among managers and they used 

the accommodating and collaborating CM to handle any issue within the organization. 
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Yahaya and Ebrahim (2016) examined the relationship between various dimensions of 

Bass‟s (1985) leadership style and several outcome variables which are employee extra 

effort, employee satisfaction, leadership effectiveness and organizational commitment 

The result findings from comprehensive literature review suggested that there exists a 

significant and positive relationship between organizational commitment and TFL; 

whereas, an insignificant relationship was found between TL and organizational 

commitment. 

2.2 Need of the study 

In most of the developing nations, the business organizations face very common problems of 

high turnover of employees, work pressure and absenteeism in their work environment. The 

reason is that the employees transfer to other organizations because of somewhat better 

attraction i.e. better work environment, an accommodating supervisor, effective conflict 

resolving mechanism, grievance handling procedure and compassionate leader superior. The 

same problem is faced by insurance sector concerns in India that are working in this 

competitive environment to make their business profitable for themselves as well as for their 

employees. So it is essential to study the variables that affect the commitment of employees 

towards their organization and duties that the employees have to carry out at their office. 

Most significant variables concerned are conflict management and leadership styles. 

2.3 Research Objectives 

The general objective of this study is to examine the interactive roles of conflict management 

and leadership styles on organizational commitment. Besides the general purpose of the 

research, the following specific objectives have been mentioned in the research: 

1. To study the impact of conflict management on organizational commitment. 

2. To study the impact of leadership styles on organizational commitment. 

2.4 Research hypothesis 

H01: There is no significant relationship between organizational commitment and conflict 

management. 

H02: There is no significant impact of conflict management on organizational commitment. 

H03: There is no significant relationship between leadership styles and organizational 

commitment.  

H04: There is no significant impact of leadership styles on organizational commitment. 

3 Research Methodology  

3.1 Research design, sample and procedure 

To attain the research aim of this study, a descriptive research design was administered with 

perceived organizational commitment as the dependent variable; conflict management and 

leadership styles as independent variable. For the purposes of sample selection, the public 

and private sector insurance companies were selected from Punjab as the total sampling 

frame in the year 2015-16. The sample was selected using purposive non random sampling 

technique from 500 managers and executive of insurance sector concerns. After the screening 

process, 477 respondents were selected for further data analysis. This study is based on both 

primary as well as secondary data. The secondary data was collected through various 

websites, books, journals, magazines and newspapers. The primary information was 

composed through a well planned questionnaire. Managers and executives were asked to 

respond to questions about their perceptions regarding organizational commitment, conflict 

management and leadership styles in their organization. 

3.2 Instruments 

For this study, three standardized scales, one for each of the three variables, was selected. 

The reliability of the scales was assessed by using Cronbach‟s alpha (α) and validity of the 
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scale was assessed by confirmatory factor analysis (CFA). A standardized Organizational 

Commitment Scale (OCS) developed by Meyer and Allen (1996) was used to assess the 

organizational commitment of managers of insurance companies. The value of α coefficient 

for OCS is 0.791; the values of CFI (0.951), GFI (0.944) and RMESA (0.037) are as per the 

recommended values and model is a good fit (CFA results). For measurement of conflict 

management, strategies given by Dutch test (DUTCH) given by De Dreu (2001) was used to 

measure the choice of strategy for conflict management among the managers and executives 

of insurance companies. The value of α coefficient for DUTCH is 0.624; the values of CFI 

(0.929), GFI (0.939) and RMESA (0.038) are as per the recommended values and model is a 

good fit. In order to measure the leadership styles by multifactor leadership questionnaire 

developed by Bass and Avolio (1996) was used. The value of α coefficient for MLQ is 0.733; 

the values of CFI (0.952), GFI (0.925) and RMESA (0.032) are as per the recommended 

values and model is acceptable. The participants were asked to reveal their opinions about the 

above mentioned three variables on a 5- point Likert type scale (1=strongly disagree and 5= 

strongly agree). 

4 Analysis 

To analyze the data and compute the results, various statistical tools were applied. The 

correlation was used to find the relationship between variables; and regression analysis was 

used to study the impact of independent variables (conflict management and leadership 

styles) on the dependent variable (organizational commitment).  

4.1 Results of the study 

1. To study the impact of conflict management on organizational commitment. 

H01: There is no significant relationship between organizational commitment and conflict 

management. 

H02: There is no significant impact of conflict management on organizational commitment. 

 
Table 1 

Correlation analysis between organizational commitment and leadership styles 

 TFL TL NC CC AC 

TFL 1     

TL 
.925

**
 1    

.000     

NC 
.586

**
 .529

**
 1   

.000 .000    

CC 
.558

**
 .706

**
 .908

**
 1  

.000 .000 .000   

AC 
.772

**
 .542

**
 .753

**
 .677

**
 1 

.000 .000 .000 .000  

**. Correlation is significant at the 0.01 level (2-tailed). 

Source: Primary Data, compiled from SPSS Software  

 

The above table I explained the Pearson‟s correlation coefficient between the various 

dimensions of OC and LS. The table showed a positive and significant correlation between 

different dimensions of OC and LS. The null hypothesis H01 is rejected and alternate 

hypothesis is accepted. It can be concluded that managers tend to follow both the strategies of 

leadership such as the transformational and transactional; they preferred work to be done and 

care for the employees whenever they are in need. 
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Table 2 

Regression analysis of organizational commitment and dimensions of leadership style 

Model Standardized 

Coefficients 

T Sig.  

Beta 

 (Constant)  5.957 .000 R Square          .747 

Adjusted R square  .746 

F                   701.476 

Sig. F                .000
a
 

TFL .780 12.825 .000 

TL .091 1.491 .137 

a) Predictors: TFL, TL 

b) Dependent Variable: OC 

Source: Primary Data, compiled from SPSS Software  

 

The regression analysis results have been shown in table II, which incorporated 

organizational commitment as dependent variable and leadership style as the independent 

variable. The value of R
2
 signified that the 74.7% of the variance in the dependent variable is 

due to the predictor variable. LS influence OC in a positive and significant manner. The null 

hypothesis H02 is rejected. The results signified that the managers and executives follow more 

TFL as compare to TL. 

 
Table 3 

Regression analysis of organizational commitment and dimensions of Transformational and 

Transactional leadership style 

Model Standardized 

Coefficients 

T Sig.  

Beta 

 (Constant)  3.915 .000  

R square              .510 

Adjusted R square    .503 

F                           40.888 

Sig. F                    .000
a
 

Idealized Influence (attributed) .257 7.022 .000 

Idealized Influence (Behavior) .318 4.402 .000 

Inspirational Motivation -.017 -.322 .748 

Intellectual Stimulation  -.242 -4.763 .000 

Individualized Consideration .349 5.417 .000 

Contingent Reward -.108 -1.467 .143 

Management by Exception (Active) .229 3.092 .002 

Management by Exception (Passive) -.048 -.600 .549 

Dependent Variable: Organizational Commitment 

Source: Primary Data, compiled from SPSS Software 

 

It was observed from the above table III that the overall regression model was significant 

(F=40.88, p< .000
a
, R

2
=0.510, adjusted R

2
=0.503), The result findings suggested that five 

dimensions of leadership behavior were statistically significant in explaining the variations in 

OC, which further elaborated that the employees were committed towards the organization 

because of a particular leadership style that was the dimension of transformational leadership. 

  

2. To study the impact of leadership styles on organizational commitment. 

H03: There is no significant relationship between leadership styles and organizational 

commitment.  

H04: There is no significant impact of leadership styles on organizational commitment. 
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Table 4 

Correlation analysis between organizational commitment and conflict management styles 

 NC CC AC 
Accomm

odating 

Compro

mising 

Competi

ng 

Avoidin

g 

Collabor

ating 

NC 
1        

        

CC  
.908

**
 1       

.000        

AC  
.753

**
 .677

**
 1      

.000 .000       

Accommodating 
.598

**
 .669

**
 .744

**
 1     

.000 .000 .000      

Compromising 
.253

**
 .237

**
 .330

**
 .617

**
 1    

.000 .000 .000 .000     

Competing 
.407

**
 .395

**
 .355

**
 .343

**
 .258

**
 1   

.000 .000 .000 .000 .000    

Avoiding 
.384

**
 .397

**
 .396

**
 .676

**
 .429

**
 .285

**
 1  

.000 .000 .000 .000 .000 .000   

Collaborating 
.579

**
 .522

**
 .541

**
 .790

**
 .593

**
 .311

**
 .597

**
 1 

.000 .000 .000 .000 .000 .000 .000  

**. Correlation is significant at the 0.01 level (2-tailed). 

Source: Primary Data, compiled from SPSS Software 

 

In the table IV above, the correlation analysis indicated a positive and significant relationship 

between OC and CM. The null hypothesis H03 is rejected. The insurance sector managers 

with higher accommodating and collaborating CM have more committed employees in the 

organization. However, with compromising, competing and avoiding CM, the employees 

tended to be less committed towards the organization. 

The results of regression analysis between OC and dimensions of CM were shown in the 

table V below. The value of R
2
 depicted that 48.1% of the discrepancies of dependent 

variable were elaborated by the independent variable. The null hypothesis H04 is rejected 

because the impact of CM on OC is positive and significant. Out of the total five dimensions, 

accommodating, compromising, competing and collaborating have the significance p-value 

less than 0.001, which signified that these dimensions well explained OC. The result findings 

told us that employees don‟t get committed towards the organization, if their managers follow 

avoiding CM strategy. 

Table 5 

Regression analysis of organizational commitment and dimensions of conflict management 

Model Standardized 

Coefficients 

T Sig.  

Beta 

 (Constant)  2.663 .008  

R square                 .481 

Adjusted R square  .476 

F                          37.329 

Sig. F                   .000
a
 

Accommodating .446 7.148 .000 

Compromising -.212 -4.904 .000 

Competing .233 6.555 .000 

Avoiding -.044 -.968 .342 

Collaborating .320 5.703 .000 

a) Predictors: (Constant), Accommodating, Compromising, Competing, Avoiding, Collaborating 

b) Dependent Variable: Organizational Commitment 

Source: Primary Data, compiled from SPSS Software  
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4.2 Discussion 

The workforce of the organization is the most important factor for the well being of any 

organization because they increase the efficiency and effectiveness of the organization. It can 

only be possible if the employees are committed and loyal towards the organization. 

Therefore, from the analysis, it can be concluded that there is a positive and significant 

(p<0.05) relationship between the TFL and TL of managers and executives of the insurance 

sector with OC. As supported by Marmaya et al. (2011) and Acar (2012) that 

transformational leadership is positively correlated with organizational commitment. OC is 

positively and significantly influenced by TFL dimension as compared to TL. Kassim and 

Abrahim (2014) demonstrated that employees are more committed towards the organization 

through the use of integrating style in resolving conflict; workforce in the organization 

perceived avoiding style as lowering the sense of organizational commitment. The impact of 

conflict management styles predicts to be statistically significant for accommodating, 

compromising, competing and collaborating dimensions on organizational commitment. 

Whereas, the impact of avoiding style predicts to be insignificant on OC as explained by Al-

jawazneh (2015). Due to time and money constraints, there can be various deficiencies in this 

study. For future research, it can be recommended that the other variables of human interest 

such as job satisfaction, performance, grievance handling and stress management can be 

utilized in relation to one or more of the variables of this study. 
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