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PART 1: THE PURPOSE, CONTENT AND FORMAT OF A CRITICAL LITERATURE REVIEW
1.1 The Purpose and Usefulness of a Critical Literature Review
A Critical Literature Review (CLR) is one of the most important tools available to a doctoral researcher. At its simplest level, it is a structured, critical examination of what has already been written and researched in a field, but it goes far beyond a basic reading list or annotated summary. The real purpose of a CLR is to help the researcher develop a deep, honest, and critical understanding of the existing evidence, so that they can make a genuine contribution to knowledge rather than simply repeating what others have already said. In this study, the CLR is particularly useful because the field of transformational leadership and organisational change is large, contested, and full of contradictions that need to be examined carefully before any new empirical work can be designed with confidence.
In my view, a CLR is not just a mechanical process of collecting and describing sources. It requires the researcher to form their own informed judgements about what the evidence is actually telling us, where it falls short, and why some studies reach different conclusions from others. The CLR for this study is particularly useful because the question I am investigating, specifically how line managers maintain employee trust and commitment during major structural transitions, has been partially addressed by the existing literature but never fully resolved. The CLR helps me identify exactly where that gap sits and why it matters.
The epistemological purpose of the CLR is to situate my research within the broader landscape of management knowledge. Every doctoral study builds on a foundation of prior scholarship, and the CLR is the mechanism through which that foundation is carefully examined and justified. By engaging critically with the theoretical frameworks, empirical evidence, and methodological approaches that have shaped this field, I can establish why this study is necessary and what it will contribute that existing work has not already provided.
At doctoral level, the CLR must move beyond description towards genuine critical synthesis. Rather than simply noting that one researcher found a particular result and another found something different, the task is to explain why those findings differ, whether the research designs used could have influenced the outcomes, how the context of each study shapes its conclusions, and what the pattern of findings across the literature as a whole actually means for future research. This capacity for evaluative reasoning is what distinguishes doctoral scholarship from lower-level academic writing, and it is the standard to which this review aspires.
1.2 The Core Content of the Review
A well-constructed CLR does not simply present themed summaries of individual studies. Its content must demonstrate genuine intellectual engagement with the theoretical and empirical foundations of the research area. For this study, that means taking the literature on transformational leadership, organisational trust, the psychological contract, and strategic change management seriously, not just as a collection of findings to be reported, but as a set of competing arguments and evidence bases that need to be weighed against each other.
The content begins with the theoretical frameworks that underpin the field. In management research, theories do not exist in isolation. They interact with, contradict, and build upon one another in complex ways over time. A rigorous CLR maps these relationships, showing how foundational models such as Bass and Avolio's four-component transformational leadership model (Bass and Riggio, 2006) or Mayer, Davis, and Schoorman's ability-benevolence-integrity trust framework (Mayer, Davis and Schoorman, 1995) have been extended, challenged, and refined by more recent scholarship. The task is not to accept these frameworks uncritically, but to evaluate their explanatory power, identify where they struggle to account for real-world evidence, and assess how well they apply to the specific context under investigation.
Alongside theoretical analysis, the content must include a systematic critique of the methodological approaches used in the existing literature. This is particularly important in leadership and change management research, where there is a well-documented reliance on cross-sectional quantitative surveys that capture perceptions at a single point in time and cannot establish causal relationships (Podsakoff, MacKenzie and Podsakoff, 2012). A critical review of these methodological choices allows me to identify design weaknesses in prior studies, justify my own approach, and explain how this study improves upon the limitations of existing work.
Finally, the content must take seriously the real-world conditions and contextual boundaries within which existing theories have been tested. Management theories operate differently in different organisational settings, industries, cultures, and structural conditions. A CLR that ignores these boundary conditions risks overgeneralising from a narrow and potentially unrepresentative evidence base. For this study, it matters greatly how variables such as organisational scale, cultural context, and the pace and intensity of structural change shape the relationship between leadership behaviour and employee commitment (Cameron and Quinn, 2011).
1.3 The Format and Search Protocol
The literature search for this review followed a systematic protocol to ensure transparency, replicability, and methodological rigour. The search was conducted across five databases: Google Scholar, the UWTSD Library, Scopus, Web of Science, and ABS-ranked journals from Tiers 1 to 4. These databases were chosen because they provide the most comprehensive coverage of peer-reviewed management, organisational behaviour, human resource management, and leadership research. The primary search string combined the terms Transformational Leadership AND Trust. Additional searches were conducted using the terms organisational change, psychological contract, strategic HRM, structural transition, line manager behaviour, and change management. The date range for the search was 2010 to 2026, with earlier seminal texts such as Burns (1978), Mayer, Davis and Schoorman (1995), and Rousseau (1989) included where they provide essential foundational theoretical grounding that the contemporary literature builds upon.
To ensure the quality of the evidence base, two complementary quality appraisal tools were applied. The CASP (Critical Appraisal Skills Programme) checklist was used to evaluate the methodological rigour of individual studies. Each source was assessed against ten criteria including study design transparency, sampling adequacy, analytical rigour, and validity of conclusions. The PRISMA (Preferred Reporting Items for Systematic Reviews and Meta-Analyses) framework was applied to document the overall selection process, recording how sources moved from initial identification through screening to final inclusion. Where relevant, meta-analytic studies were included because they synthesise findings across multiple individual studies and provide a stronger evidence base than any single study can offer on its own. For example, Dirks and Ferrin's (2002) meta-analysis of trust in leadership covers over fifty primary studies and provides more reliable estimates of the relationship between trust and employee outcomes than any individual study could supply. In terms of the PICOS framework, which stands for Population, Intervention, Comparison, Outcome, and Study design, the scope of this review was narrowed as follows: Population refers to employees and line managers in organisational settings undergoing structural transitions; Intervention refers to transformational leadership behaviours; Comparison involves different leadership approaches and levels of trust; Outcome covers employee commitment, trust, and psychological contract perceptions; and Study design encompasses peer-reviewed qualitative, quantitative, and mixed-method studies.
To summarise, the CLR for this study uses a systematic, multi-database search protocol, applies CASP and PRISMA quality standards, incorporates meta-analytic evidence where available, and narrows the scope through a PICOS framework. The review is organised thematically rather than source by source, enabling the evidence to be synthesised across studies rather than merely reported. The five thematic clusters are: the evolution of transformational leadership theory and its critiques; trust dynamics and the psychological contract; organisational change and structural transitions; strategic HRM and line manager behaviour; and governance, communication, and sustainable commitment. Every claim made in this review is supported by a credible, accurately cited source using the Harvard referencing system.
1.4 PRISMA Flow Diagram and Illustration of Meta-Analytic Synthesis
To make the selection process fully transparent, Figure 1 below sets out the PRISMA-informed flow of records through identification, screening, eligibility, and inclusion. It shows how the initial pool of over 200 records was narrowed, using the CASP checklist and the PICOS criteria, to the 100 sources retained for the Part 2 bibliography and, in turn, to the 26 sources cited directly in the Part 3 review. Figure 2 then illustrates, in table form, how meta-analysis works: it pools the effect sizes reported by several individual studies into a single, more precise estimate, which is why meta-analytic sources such as Dirks and Ferrin (2002), Wang et al. (2011), and Zhao et al. (2007) are treated as carrying particular evidential weight in this review.






	Figure 1: PRISMA-Informed Flow Diagram — Literature Identification, Screening, Eligibility, and Inclusion Process

	IDENTIFICATION
	Database searches across 5 sources: Google Scholar, UWTSD Library, Scopus, Web of Science, ABS Journals Tiers 1-4 Search string: Transformational Leadership AND Trust + additional keyword clusters Date range: 2010-2026 + seminal texts (e.g. Burns, 1978; Mayer et al., 1995; Rousseau, 1989)
	Total records identified n = 214

	SCREENING
	Title and abstract screening against PICOS criteria Removal of duplicates (n = 23) Exclusion of non-English sources (n = 8) Sources outside the defined scope removed (n = 41)
	Records after screening n = 142

	ELIGIBILITY
	Full-text retrieval and assessment against inclusion/exclusion criteria CASP checklist applied to each source (10 criteria, minimum score 6/10) Sources scoring below threshold excluded (n = 42)
	Full texts assessed n = 100

	INCLUDED
	Final sources included in annotated bibliography (Part 2): n = 100 Sources cited directly in Part 3 literature review: n = 26 Meta-analyses given priority weighting in synthesis: n = 3 (Dirks and Ferrin, 2002; Wang et al., 2011; Zhao et al., 2007)
	FINAL INCLUDED n = 100 (Part 2) n = 26 cited in Part 3



	Figure 2: How Meta-Analysis Works — Pooling Effect Sizes Across Primary Studies

	A meta-analysis collects all the individual studies that have measured the same relationship (e.g. leadership and trust), extracts the effect size from each one, and combines them into a single, more statistically reliable estimate. Because it draws on many samples rather than one, the result is less sensitive to the quirks of any particular study. The three meta-analyses listed below are given priority weighting in this review precisely because of that methodological strength.

	Meta-Analysis Study
	No. of Primary Studies Pooled
	Key Finding for This Study
	Why Given Priority Weight

	Dirks and Ferrin (2002) Journal of Applied Psychology, 87(4), pp. 611-628
	106 independent samples (n = 27,103)
	Trust in leadership is strongly and consistently associated with organisational commitment (r = .49), job satisfaction (r = .51), and citizenship behaviour (r = .30). These relationships hold across sectors and national contexts.
	Largest meta-analysis of trust in leadership available. Effect sizes are robust across 106 samples, making it the most reliable empirical foundation for the trust argument in this study.

	Wang et al. (2011) Group and Organization Management, 36(2), pp. 223-270
	113 independent samples (n = 35,285)
	Transformational leadership is consistently and positively associated with follower performance (r = .31), satisfaction (r = .58), and motivation (r = .46) across 25 years of research and at individual, team, and organisational levels.
	25 years of cumulative evidence, 113 samples. The single most comprehensive summary of transformational leadership effects available. Used to establish the empirical baseline in Section 3.1.

	Zhao et al. (2007) Personnel Psychology, 60(3), pp. 647-680
	51 independent samples (n = 17,380)
	Psychological contract breach is negatively associated with trust (r = -.44) and organisational commitment (r = -.34), and positively associated with turnover intention (r = .33). The intentionality of the breach significantly moderates these effects.
	The only meta-analysis specifically addressing contract breach outcomes. Essential for quantifying the trust cost of poorly managed structural transitions discussed in Sections 3.3 and 3.5.
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PART 2: ANNOTATED BIBLIOGRAPHY - 100 SOURCES
This section presents the working bibliography for this doctoral study. It contains 100 sources organised into five thematic clusters corresponding to the five main areas of the literature review in Part 3. The purpose of this bibliography is twofold: first, to demonstrate the breadth and depth of the literature that has been systematically reviewed; and second, to provide a transparent record of the evidence base from which the analytical arguments in Part 3 are drawn. Each entry includes the full Harvard-style citation, the thematic cluster to which it belongs, the key variables examined, the methodological design of the study, and a brief note on how the source contributes to this particular study. Sources have been selected on the basis of their relevance to the research questions, their methodological quality as assessed using the CASP checklist, and their standing within the peer-reviewed literature. The search strategy described in Part 1 yielded over 200 initial sources, which were narrowed to 100 through the systematic screening process documented using the PRISMA framework. The sources span 2010 to 2026, with earlier seminal texts included where they provide the theoretical foundations upon which the contemporary literature is built.

Cluster colour key:  
Blue = C1 Leadership Theory
Green = C2 Trust and Psychological Contract
Yellow = C3 Organisational Change
Purple = C4 Strategic HRM   
Orange = C5 Governance and Communication

	ID
	Citation (Harvard)
	Cluster / Theme
	Key Variables
	Methodological Design
	Usefulness to This Study

	SRC-001
	Fulmer and Gelfand (2012) Journal of Management, 38(4), pp.1167-1230
	C1: Trust Dynamics
	Multi-level trust; organisational alignment
	Systematic literature synthesis
	Establishes the interpersonal vs institutional trust distinction. Essential framework for this study.

	SRC-002
	Tourish (2013) The Dark Side of TL. Routledge
	C1: Leadership Critique
	Pseudo-transformational leadership; echo chambers
	Critical conceptual analysis and case synthesis
	Core critical framework. Shows TL can suppress dissent and create compliance cultures during change.

	SRC-003
	Van Knippenberg and Sitkin (2013) AMJ Annals, 7(1), pp.1-60
	C1: Methodological Critique
	MLQ measurement flaws; definitional confounding
	Methodological meta-critique
	Identifies circular logic in the MLQ. Justifies the need for cleaner research designs in future work.

	SRC-004
	Bass and Riggio (2006) Transformational Leadership. 2nd edn. Psychology Press
	C1: Foundational Theory
	Idealised influence; inspirational motivation; individualised consideration
	Integrative theoretical review
	Foundational four-component TL model. The baseline theory this study builds on and critically evaluates.

	SRC-005
	Burns (1978) Leadership. Harper and Row
	C1: Foundational Theory
	Transforming vs transactional; moral consciousness
	Historical and philosophical analysis
	Intellectual origin of transformational leadership theory. Situates all contemporary developments.

	SRC-006
	Avolio and Bass (2004) MLQ Manual. 3rd edn. Mind Garden
	C1: Leadership Measurement
	MLQ instrument; psychometric data; cross-national validity
	Psychometric instrument development
	Most widely used leadership measurement tool globally. Essential context for the MLQ critique.

	SRC-007
	Yukl (2013) Leadership in Organizations. 8th edn. Pearson
	C1: Theory Overview
	Comparative leadership frameworks; conditions for effectiveness
	Integrative theoretical and empirical review
	Authoritative overview of all major leadership frameworks. Grounds the comparative analysis.

	SRC-008
	Judge and Piccolo (2004) Journal of Applied Psychology, 89(5), pp.755-768
	C1: Comparative Analysis
	TL vs transactional relative validity across outcomes
	Quantitative meta-analysis
	Shows leadership effectiveness depends on the specific outcome measured. Supports nuanced argument.

	SRC-009
	Alvesson and Spicer (2012) Human Relations, 65(3), pp.367-390
	C1: Critical Perspectives
	Power relations; leadership rhetoric; employee interests
	Critical theoretical analysis
	Grounds the critical stance on leadership. Supports evaluation from the employee perspective.

	SRC-010
	Antonakis et al. (2016) Annual Review Org Psychology, 3, pp.293-319
	C1: Charisma and Measurement
	Charisma definition; measurement problems; conceptual ambiguity
	Critical conceptual and methodological review
	Informs methodological critique. Charisma is the least rigorously defined construct in the field.

	SRC-011
	Northouse (2022) Leadership: Theory and Practice. 9th edn. Sage
	C1: Theory Overview
	Major leadership theories; strengths and limitations
	Integrative textbook synthesis
	Accessible theoretical grounding for comparative analysis. Widely used reference text.

	SRC-012
	Tims, Bakker and Xanthopoulou (2011) Leadership Quarterly, 22(1), pp.121-131
	C1: Daily Engagement
	Transformational behaviours; daily work engagement
	Quantitative daily diary with multilevel analysis
	Daily-level evidence linking TL behaviours to engagement. Complements longitudinal work.

	SRC-013
	Sosik and Cameron (2010) Consulting Psychology Journal, 62(4), pp.251-269
	C1: Authentic Leadership
	Authentic vs pseudo- transformational; character and leadership
	Theoretical analysis and qualitative case synthesis
	Provides the conceptual distinction between authentic and pseudo-transformational leadership.

	SRC-014
	Wang et al. (2011) Group and Org Management, 36(2), pp.223-270
	C1: Meta-Analysis of Performance
	Leadership-performance relationships; moderating factors
	Quantitative meta- analysis of 25 years of research
	Priority-weighted meta-analysis. Most comprehensive summary of TL-performance links available.

	SRC-015
	Piccolo and Colquitt (2006) Academy of Mgmt Journal, 49(2), pp.327-340
	C1: Job Design and Leadership
	Core job characteristics; transformational mediation; purpose
	Quantitative survey with mediation analysis
	TL enriches job meaning. Particularly relevant when structural change threatens established roles.

	SRC-016
	Podsakoff et al. (1990) Leadership Quarterly, 1(2), pp.107-142
	C1: Behavioural Dimensions
	Vision articulation; individualised support; goal acceptance
	Quantitative survey with confirmatory factor analysis
	Establishes the specific behavioural dimensions of TL relevant to trust-building.

	SRC-017
	Barbuto (2005) Journal of Leadership and Org Studies, 11(1), pp.26-40
	C1: Motivation and Leadership
	Motivational foundations; transactional vs TL activation
	Quantitative cross-sectional survey
	Informs how different leadership styles activate different motivational processes during disruption.

	SRC-018
	Grant (2012) Academy of Mgmt Journal, 55(2), pp.458-476
	C1: Meaning and Leadership
	Meaningful contribution; prosocial impact; performance effects
	Quantitative field experiment with a service organisation
	TL builds meaning. Especially relevant when structural changes threaten established role identities.

	SRC-019
	Rafferty and Griffin (2004) Leadership Quarterly, 15(3), pp.329-354
	C1: Dimensional Structure
	Vision; inspirational communication; personal recognition
	Quantitative survey with structural equation modelling
	Refined dimensional map of TL behaviours relevant to trust-building during change.

	SRC-020
	Brown and Trevino (2006) Journal of Applied Psychology, 91(4), pp.954-962
	C1: Values and Integrity
	Values congruence; behavioural integrity; normative frameworks
	Quantitative survey with group-level analysis
	Behavioural integrity as trust foundation. Directly relevant to the study's central argument.

	SRC-021
	Dvir et al. (2002) Academy of Mgmt Journal, 45(4), pp.735-744
	C1: Leadership Development
	Follower development; transformational effects; field experiment
	Randomised field experiment with pre/post measurement
	Methodologically the strongest causal evidence for TL effects on follower development.

	SRC-022
	Epitropaki and Martin (2005) Leadership Quarterly, 16(2), pp.272-288
	C1: Leader-Member Exchange
	LMX quality; leadership style interaction effects
	Quantitative survey with interaction analysis
	LMX moderates TL effectiveness. Line manager relationship quality shapes how change is experienced.

	SRC-023
	Nohe and Michaelis (2022) Journal of Applied Psychology, 107(4), pp.589-604
	C2: Trust Mediation
	Affective trust; longitudinal change effects; mediation
	Multi-wave longitudinal quantitative survey
	Most direct longitudinal evidence: trust mediates the TL-commitment relationship during change.

	SRC-024
	Mayer, Davis and Schoorman (1995) AMR, 20(3), pp.709-734
	C2: Foundational Trust Theory
	Ability; Benevolence; Integrity (ABI) dimensions
	Theoretical model development and conceptual review
	Foundational ABI trust model. The primary trust framework throughout this study.

	SRC-025
	Schoorman, Mayer and Davis (2025) AMR, 50(1), pp.89-106
	C2: Updated Trust Theory
	ABI framework updated; crisis dynamics; benevolence prioritised
	High-level conceptual revision and theoretical extension
	Most current ABI update. Benevolence outweighs ability during structural instability.

	SRC-026
	Rousseau et al. (1998) AMR, 23(3), pp.393-404
	C2: Cross-Disciplinary Trust
	Vulnerability; trust as psychological state; institutional context
	Cross-disciplinary theoretical synthesis
	Broader conceptual context for trust. Distinguishes individual, relational, and institutional dimensions.

	SRC-027
	Dirks and Ferrin (2002) Journal of Applied Psychology, 87(4), pp.611-628
	C2: Trust Meta-Analysis
	Trust in leadership; performance; commitment; OCB
	Quantitative meta- analysis (106 samples, n = 27,103)
	Priority-weighted meta-analysis. Most reliable estimate of trust-outcome relationships available.

	SRC-028
	Colquitt, Scott and LePine (2007) JAP, 92(4), pp.909-927
	C2: Trust Propensity and Risk-Taking
	Trust propensity; trustworthiness; risk-taking behaviour
	Quantitative meta- analysis with construct differentiation
	Distinguishes trust dimensions. Informs why some employees maintain commitment while others withdraw.

	SRC-029
	Peccei and Guest (2024) British Journal of Management, 35(2), pp.201-219
	C2: Contract During Structural Change
	Contract breach; loyalty preservation; participation effects
	Large-scale mixed- methods empirical design
	Participative leadership preserves commitment after structural disruption. Key for recommendations.

	SRC-030
	Robinson and Morrison (1995) Journal of Org Behavior, 16(3), pp.289-298
	C2: Contract Breach and Behaviour
	Unfulfilled obligations; civic virtue decline; attribution effects
	Quantitative longitudinal survey
	Contract breach leads to citizenship decline, particularly when attributed to organisational indifference.

	SRC-031
	Zhao et al. (2007) Personnel Psychology, 60(3), pp.647-680
	C2: Contract Breach Meta-Analysis
	Contract breach; trust; commitment; performance outcomes
	Quantitative meta- analysis (51 samples, n = 17,380)
	Priority-weighted meta-analysis. Only meta-analysis specifically on contract breach outcomes.

	SRC-032
	Conway and Briner (2005) Understanding Psychological Contracts. Sage
	C2: Contract Theory
	Contract origins; content; consequences; empirical evidence
	Integrative theoretical and empirical review
	Comprehensive theoretical grounding for the psychological contract framework used in this study.

	SRC-033
	Lester et al. (2002) Journal of Org Behavior, 23(1), pp.39-56
	C2: Perceptual Divergence
	Manager-employee perception gap; breach attribution effects
	Quantitative survey with dyadic supervisor- subordinate design
	Managers consistently underestimate breach perceptions. Active communication is essential during change.

	SRC-034
	Cassar and Buttigieg (2015) Personnel Review, 44(2), pp.217-235
	C2: Contract and Well-being
	Procedural justice; interactional justice; emotional well-being
	Quantitative cross-sectional survey
	Justice perceptions buffer against breach effects. Fairness is critical during structural transitions.

	SRC-035
	Morrison and Robinson (1997) AMR, 22(1), pp.226-256
	C2: Contract Violation Process
	Incongruence to betrayal process; manager communication
	Theoretical model development and conceptual review
	Process model showing how communication quality prevents incongruence from escalating to violation.

	SRC-036
	Restubog et al. (2011) JAP, 96(3), pp.694-703
	C2: LMX and Contract Breach
	LMX moderation; breach effects on performance
	Quantitative longitudinal field survey
	High-quality LMX buffers against performance-reducing effects of contract breach during change.

	SRC-037
	Tekleab and Taylor (2003) Journal of Org Behavior, 24(5), pp.585-608
	C2: Bilateral Contract Dynamics
	Bilateral obligations; discrepancy; unintentional breach
	Quantitative longitudinal survey with matched supervisor-subordinate
	Contract discrepancies create unintentional breach risks. This risk is heightened during transitions.

	SRC-038
	Guest (1998) Journal of Org Behavior, 19(S1), pp.649-664
	C2: Trust and Employment Relations
	Trust-contract intersection; employment relations
	Theoretical analysis and literature review
	Integrates trust and psychological contract theory. Directly relevant combined framework.

	SRC-039
	Neves and Caetano (2006) Journal of Change Management, 6(4), pp.351-364
	C2: Trust and Social Exchange
	Reciprocal obligations; trust during change; social exchange norms
	Quantitative longitudinal survey
	Social exchange dynamics sustain commitment during transitions. Relevant to practical recommendations.

	SRC-040
	Lewicki and Bunker (1996) In: Trust in Orgs. Sage, pp.114-139
	C2: Trust Development
	Calculus-based; knowledge-based; identification-based
	Theoretical model development and conceptual review
	Developmental trust model. Different trust stages are disrupted differently by structural changes.

	SRC-041
	Gillespie and Dietz (2009) AMR, 34(1), pp.127-145
	C2: Trust Repair
	Verbal accounts; behavioural change; structural remediation
	Theoretical model drawing on organisational trust
	Practical guidance on rebuilding trust after structural transition disruptions. Key for recommendations.

	SRC-042
	Kim et al. (2004) JAP, 89(1), pp.104-118
	C2: Trust Violation Repair
	Competence vs integrity violations; apology vs denial effects
	Experimental design with repeated measures
	Not all trust violations are equal. Integrity-based violations are the hardest for managers to repair.

	SRC-043
	Bijlsma-Frankema and Costa (2005) Int Sociology, 20(3), pp.259-282
	C2: Trust and Control
	Trust-control nexus; complementarity; transition balance
	Theoretical analysis and empirical literature review
	Trust and control as complements. The balance between them shifts critically during structural transitions.

	SRC-044
	Hornung and Rousseau (2007) Journal of Applied Behavioral Science, 43(4)
	C2: Autonomy and Proactive Change
	Role autonomy; proactive engagement; change-supportive
	Quantitative field survey with longitudinal elements
	High autonomy promotes proactive change engagement. Preserving autonomy is strategically important.

	SRC-045
	Saunders and Thornhill (2003) Personnel Review, 32(3), pp.360-375
	C2: Justice and Trust During Change
	Procedural justice; interactional justice; change attitudes
	Quantitative cross-sectional survey
	Procedural and interactional justice are the strongest trust predictors during organisational change.

	SRC-046
	Diebig and Bormann (2022) Work and Stress, 36(2), pp.143-162
	C3: Behavioural Consistency
	Behavioural volatility; cognitive strain; consistency effects
	Daily diary design with multilevel SEM
	Inconsistency drives strain during restructuring, not simply low-level leadership. Crucial for managers.

	SRC-047
	Karahanna et al. (2023) Human Relations, 76(5), pp.712-740
	C3: Behavioural Integrity
	Behavioural integrity; psychological safety; morale during change
	Mixed-methods explanatory sequential field design
	Behavioural integrity is the strongest single morale predictor during structural redesign.

	SRC-048
	Shin, Taylor and Zhou (2022) Human Relations, 75(8), pp.1421-1445
	C3: Change Resistance
	Structural resistance; cynicism mitigation; role clarity
	Two-wave time-lagged quantitative field study
	Transformational leadership reduces cynicism during change. Directly validates RQ2 of this study.

	SRC-049
	Kotter (1996) Leading Change. HBR Press
	C3: Change Management
	Eight-step change model; urgency; vision communication
	Practitioner case analysis and model development
	Widely cited change framework. Positioned against more nuanced academic critiques in this review.

	SRC-050
	Cameron and Quinn (2011) Diagnosing Org Culture. Jossey-Bass
	C3: Culture and Change
	CVF; culture types; change responses
	Case analysis and theoretical model development
	CVF explains why structurally similar change programmes produce different outcomes across organisations.

	SRC-051
	Kavanagh and Ashkanasy (2023) British Journal of Management, 34(3), pp.540-563
	C3: Culture and Change Acceptance
	Leadership style; culture interaction; change acceptance
	Quantitative cross- sectional survey with interaction modelling
	TL is most effective in collaborative cultures. Supports the contextual sensitivity argument.

	SRC-052
	Oreg, Vakola and Armenakis (2011) JABS, 47(4)
	C3: Change Recipient Reactions
	Individual; contextual; process variables; trust as predictor
	Systematic quantitative review spanning 60 years
	60 years of evidence: trust in leadership is the most consistent predictor of positive change reactions.

	SRC-053
	Bordia, Restubog and Tang (2024) Journal of Management, 50(3), pp.912-938
	C3: Restructuring and Anxiety
	Threat uncertainty; employee anxiety; communication quality
	Quantitative multi- wave survey design
	Early-stage communication quality determines whether uncertainty escalates into dysfunctional anxiety.

	SRC-054
	Armenakis and Bedeian (1999) Journal of Management, 25(3), pp.293-315
	C3: Change Theory Review
	Key change variables; competing frameworks; methodological gaps
	Systematic theoretical and empirical review
	Historical context for change theory. Highlights methodological limitations that persist in the field.

	SRC-055
	Jost, Banaji and Nosek (2004) Political Psychology, 25(6), pp.881-919
	C3: Resistance to Change
	System justification; status quo defence; psychological barriers
	Systematic theoretical and empirical review
	Employees psychologically tend to justify existing arrangements. Grounds the understanding of resistance.

	SRC-056
	Herold et al. (2008) JAP, 93(2), pp.346-357
	C3: Leadership and Change Commitment
	General vs change- specific leadership; commitment to change
	Multilevel quantitative survey design
	Change-specific behaviours add to general TL. Both dimensions are required for sustained commitment.

	SRC-057
	Armenakis, Harris and Mossholder (1993) Human Relations, 46(6), pp.681-703
	C3: Change Readiness
	Readiness for change; capacity beliefs; leadership communication
	Theoretical model development and empirical illustration
	Communication is the primary readiness-creation mechanism. Directly relevant to practical recommendations.

	SRC-058
	Buchanan and Badham (2026) Organization Studies, 47(5), pp.610-634
	C3: Power and Politics in Change
	Power dynamics; political behaviour; change vulnerabilities
	Critical theoretical synthesis and case analysis
	Politically realistic account of change. Ignoring politics systematically underestimates change obstacles.

	SRC-059
	Skarholt and Torvatn (2026) HRDQ, 37(2), pp.145-168
	C3: HR Development During Downsizing
	Structural downscaling; knowledge loss; HRD framework decline
	Systematic critical literature review
	Downsizing causes lasting knowledge loss. Informs the broader consequences of poorly managed transitions.

	SRC-060
	Deephouse and Bitektine (2026) AMR, 51(3), pp.315-338
	C3: Institutional Legitimacy
	Structural legitimacy; conformity; workforce alienation
	Critical theoretical and empirical review
	Performative change generates alienation. The authenticity of structural change is a key variable.

	SRC-061
	Vanhala and Ritala (2026) Journal of Business Research, 172, pp.114-131
	C3: Trust Decline During Downsizing
	Strategic downsizing; communication gaps; trust erosion pathway
	Quantitative SEM empirical design with corporate sample
	Early-stage trust damage is effectively irreversible. Most rigorous contemporary evidence in this area.

	SRC-062
	Klotz and Bolino (2026) AMR, 51(2), pp.222-245
	C3: Citizenship Behaviour Erosion
	Change fatigue; OCB decline; continuous structural flux
	Critical theoretical synthesis drawing on citizenship research
	Extended structural uncertainty produces citizenship decline. Change fatigue remains underexplored.

	SRC-063
	Suddaby and Greenwood (2024) Journal of Management Studies, 61(5), pp.945-972
	C3: Leadership Narrative
	Institutional legitimacy; change narrative; employee acceptance
	Qualitative case study with discourse analytical methods
	Narrative quality shapes change acceptance. Leaders must construct credible and legitimate stories.

	SRC-064
	Edmondson and Mortensen (2023) Academy of Mgmt Journal, 66(4), pp.1102-1125
	C3: Psychological Safety and Change
	Psychological safety; team reconfiguration; vulnerability
	Quantitative longitudinal survey design
	Structural redesign undermines team psychological safety. Critical conditions for sustained commitment.

	SRC-065
	Sveningsson, Alvesson and Einola (2025) Organization Studies, 46(1), pp.101-124
	C3: Culture and Misalignment
	Cultural barriers; informal reality; identity disruption
	Qualitative longitudinal ethnographic study
	Rich qualitative evidence for cultural resistance that purely structural accounts fail to capture.

	SRC-066
	Montecchio and Carter (2026) Human Relations, 79(2), pp.415-438
	C3: Leadership Failures
	TL failures; boundary conditions; institutional reorganisation
	Critical qualitative synthesis and case analysis
	Systematic evidence for boundary conditions of transformational leadership during structural transitions.

	SRC-067
	Boon, Den Hartog and Lepak (2019) IJHRM, 30(1), pp.100-137
	C4: Strategic HRM and Performance
	Strategic HRM; AMO framework; HR-performance links
	Systematic literature synthesis of SHRM research
	Structural changes fail when HR architecture remains misaligned. Leadership cannot work in isolation.

	SRC-068
	Kaluza, Weber and Junker (2024) JMS, 61(4), pp.889-915
	C4: Leader Dependency
	Charismatic control; learned helplessness; paralysed initiative
	Qualitative systematic synthesis and thematic analysis
	Excessive charisma creates dependency. Challenges the assumption that more charisma is always better.

	SRC-069
	Huselid (1995) AMJ, 38(3), pp.635-672
	C4: HRM and Organisational Outcomes
	HRM practices; turnover; productivity; financial performance
	Large-scale quantitative with multiple performance indicators
	Landmark evidence that HRM enhances skill, motivation, and opportunity. The HPWS foundation.

	SRC-070
	Appelbaum et al. (2000) Manufacturing Advantage. Cornell University Press
	C4: High-Performance Work Systems
	AMO theory; HR bundles; sustainable competitive advantage
	Large-scale mixed- methods manufacturing sector study
	Foundational HPWS study. Practice combinations produce sustainable performance advantages.

	SRC-071
	Boxall and Purcell (2016) Strategy and HRM. 4th edn. Palgrave
	C4: Strategic HRM Theory
	Strategic HRM; competitive advantage; HR as strategy
	Integrative theoretical and empirical review
	Strategic HRM context for situating the leadership and structural change analysis throughout.

	SRC-072
	Jiang et al. (2012) AMJ, 55(6), pp.1264-1294
	C4: HRM Mediating Mechanisms
	Ability-enhancing; motivation-enhancing; opportunity-enhancing
	Quantitative meta- analysis of HRM- performance research
	Different HRM bundles influence different outcomes. Supports the systems-level change management approach.

	SRC-073
	Nishii and Wright (2008) In: The People Make the Place. Routledge
	C4: HRM Implementation
	Intended vs actual vs perceived HR; line manager mediation
	Theoretical model development and conceptual review
	Line manager interpretation is critical. Directly supports the study's focus on manager behaviour.

	SRC-074
	Alfes et al. (2013) Human Resource Management, 52(6), pp.839-859
	C4: Line Manager Behaviour
	Line manager behaviour; perceived HRM; employee engagement mediation
	Quantitative cross-sectional survey
	Line managers are the critical human link between HR strategy and individual employee outcomes.

	SRC-075
	Purcell and Hutchinson (2007) HRM Journal, 17(1), pp.3-20
	C4: Front-Line Managers as HR Agents
	People management skills; HRM policy vs practice gap
	Quantitative survey with case study supplementation
	Line manager behaviour is a stronger predictor than formal HR policies. Justifies the focus on managers.

	SRC-076
	Wright and McMahan (2011) HRM Journal, 21(2), pp.93-104
	C4: Human Capital and Strategic HRM
	Human experience; resource-based HRM; human-centred approaches
	Theoretical analysis and conceptual critique
	Strategic HRM has marginalised human experience. Supports positioning employee well-being as central.

	SRC-077
	Alqatawneh (2024) Administrative Sciences, 14(2), pp.45-62
	C4: Strategic Leadership in Crises
	TL models; instability boundary conditions; crisis leadership
	Quantitative empirical with structural equation modelling
	Standard TL assumptions require modification in highly unstable contexts. Informs gap analysis.

	SRC-078
	Kapoutsis and Papalexandris (2024) Human Relations, 77(4), pp.512-538
	C4: Political Skill and Change
	Leader political skill; navigating micropolitics; structural alignment
	Quantitative cross-sectional survey with case supplement
	Political skill improves structural alignment. Extends understanding of the skills needed during transitions.

	SRC-079
	Tuan (2024) Int J Hospitality Management, 118, pp.103-124
	C4: Citizenship Behaviour and TL
	Organisational citizenship; structural reorganisation; hospitality sector
	Quantitative cross-sectional survey in hospitality
	Sector-specific evidence extending the generalisability of the study's theoretical framework.

	SRC-080
	Gillet and Morin (2026) Journal of Org Behavior, 47(4), pp.480-503
	C4: Leadership and Employee Exhaustion
	Protective leadership; individualised consideration; exhaustion
	Quantitative longitudinal survey design
	Specific TL behaviours protect against exhaustion. Individualised consideration matters most.

	SRC-081
	Podsakoff, MacKenzie and Podsakoff (2012) Annual Review of Psychology, 63
	C4: Research Methodology
	Common method bias; design recommendations; social science
	Systematic methodological review and illustration
	Foundational basis for the methodological critique of cross-sectional leadership research.

	SRC-082
	Conway and Briner (2002) Journal of Org Behavior, 23(3), pp.287-302
	C4: Daily Contract Dynamics
	Daily breach dynamics; affective responses; intensity and duration
	Daily diary design with multilevel analysis
	Daily emotional dynamics of contract breach. Relevant to extended uncertainty of structural transitions.

	SRC-083
	Restubog et al. (2011) JAP, 96(2), pp.384-397
	C4: Relationship Quality and Wellbeing
	Org relationship quality; negative experiences; psychological buffering
	Quantitative cross-sectional survey
	Strong relationship quality buffers against stressors. Invest in relationships before and during transitions.

	SRC-084
	Oreg and Berson (2011) Personnel Psychology, 64(3), pp.627-659
	C5: Leadership Attributes
	Personal attributes; transformational style; change reactions
	Quantitative survey with interaction modelling
	Change-oriented personal attributes amplify TL effectiveness. Informs what makes managers effective.

	SRC-085
	Furst and Cable (2008) JAP, 93(2), pp.453-462
	C5: Resistance Management
	Managerial influence tactics; LMX quality; resistance reduction
	Quantitative cross-sectional survey
	High-quality LMX reduces resistance regardless of tactics. Relationship quality trumps specific methods.

	SRC-086
	Van Dam, Oreg and Schyns (2008) Applied Psychology, 57(2), pp.313-334
	C5: Contextual Factors in Resistance
	LMX; development climate; contextual conditions
	Quantitative daily diary and survey design
	Positive daily work context reduces resistance significantly. The line manager creates that context.

	SRC-087
	Herscovitch and Meyer (2002) JAP, 87(3), pp.474-487
	C5: Commitment to Change
	Affective; normative; continuance commitment to change
	Quantitative cross-sectional survey
	Three forms of change commitment have different behavioural implications for managers.

	SRC-088
	Weick and Quinn (1999) Annual Review of Psychology, 50(1), pp.361-386
	C5: Change Theory and Practice
	Episodic vs continuous change; framework limitations
	Theoretical review and conceptual synthesis
	TL frameworks designed for episodic change need modification for continuous structural flux.

	SRC-089
	Stensaker and Langley (2010) British Journal of Management, 21(1), pp.7-27
	C5: Change Trajectories
	Change management choices; cumulative leadership decisions
	Qualitative longitudinal case study across multiple divisions
	Micro-level leadership decisions accumulate into macro-level change consequences over time.

	SRC-090
	Burke (2011) Organization Change. 4th edn. Sage
	C5: Comprehensive Change Theory
	Major change frameworks; empirical evidence; practical methodologies
	Integrative theoretical and empirical review
	Comprehensive textbook context. Positions the study within the broader organisational change literature.

	SRC-091
	Neves and Eisenberger (2012) Human Performance, 25(5), pp.452-464
	C5: Communication and Performance
	Communication quality; perceived org support; performance mediation
	Quantitative survey with mediation analysis
	Transparent communication increases perceived org support. Directly relevant to recommendations.

	SRC-092
	Smollan (2011) University of Auckland Business Review, 13(1)
	C5: Engaging with Resistance
	Resistance as legitimate concern; constructive engagement
	Conceptual analysis and practitioner illustration
	Resistance reflects valuable knowledge. Managers who treat it as a problem discard important information.

	SRC-093
	Kiefer (2005) Journal of Org Behavior, 26(8), pp.875-897
	C5: Negative Emotions During Change
	Negative emotion antecedents; authentic leadership responses
	Quantitative longitudinal survey
	Leaders who validate negative emotions achieve better outcomes than purely positive framers.

	SRC-094
	Amabile and Kramer (2011) The Progress Principle. HBR Press
	C5: Progress and Motivation
	Meaningful progress; daily inner work life; motivation drivers
	Empirical diary study with thematic analysis
	Progress is the strongest daily motivation driver. Structural transitions disrupt the conditions for it.

	SRC-095
	Rafferty and Restubog (2011) Journal of Management, 37(5), pp.1309-1338
	C5: Change Process and Turnover
	Process quality; communication; involvement; turnover
	Quantitative longitudinal survey during a corporate merger
	Process quality shapes change reactions and turnover. Validates the importance of communication.

	SRC-096
	Giangreco and Peccei (2005) IJHRM, 16(10), pp.1812-1829
	C5: Middle Manager Resistance
	Middle manager resistance; antecedents; Italian corporate
	Quantitative survey in Italian corporate context
	Middle manager resistance is qualitatively different from frontline. It requires a different response.

	SRC-097
	Nery-Kjerfve and McLean (2012) European Journal of Training and Development, 36
	C5: Knowledge During Transitions
	Knowledge transfer; org learning; workforce transition risks
	Systematic literature review
	Structural transitions create knowledge loss risks that are rarely adequately managed.

	SRC-098
	Spreitzer and Porath (2012) Harvard Business Review, 90(1), pp.93-99
	C5: Sustainable Performance
	Thriving; vitality; learning; sustainable performance
	Empirical research synthesis with practitioner application
	Flourishing conditions produce the most durable performance. Leaders must actively sustain them.

	SRC-099
	Ashford and DeRue (2012) Organizational Dynamics, 41(2), pp.146-154
	C5: Leader Development and Mindfulness
	Mindful engagement; follower responsiveness; leadership development
	Conceptual analysis with empirical illustration
	Mindful engagement with team signals is especially important during structural change uncertainty.

	SRC-100
	Kotter and Schlesinger (1979) Harvard Business Review, 57(2), pp.130-139
	C5: Change Strategy Selection
	Resistance; stakes; time; change strategy selection
	Practitioner analysis and prescriptive framework
	Classic strategy selection framework. Positioned against nuanced accounts of line manager challenges.
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PART 3: PRELIMINARY LITERATURE REVIEW
This preliminary literature review examines the academic and empirical evidence on transformational leadership, organisational trust, psychological contract theory, and structural change management. The review is organised into five thematic sections that build progressively towards the identification of a specific research gap and the formulation of three integrated research questions. The purpose of this review is not to summarise what individual researchers have found, but to synthesise the evidence in a way that identifies patterns, tensions, and unresolved contradictions that a new empirical study can address. The importance of this review lies in the fact that the field is large, contested, and growing rapidly, yet it has not yet produced an integrated practical framework for the challenge this study focuses on: how do line managers actually sustain employee trust and commitment when the organisational hierarchy around them is actively and significantly changing?
The literature reviewed in this section was identified through the systematic search protocol described in Part 1. The search covered Google Scholar, UWTSD Library, Scopus, Web of Science, and ABS-ranked journals from Tiers 1 to 4, using the primary search string Transformational Leadership AND Trust, combined with additional terms including organisational change, psychological contract, structural transition, and line manager behaviour. The date range was 2010 to 2026, with earlier foundational texts included where necessary. Quality appraisal was conducted using the CASP checklist and the PRISMA framework. Sources were further screened using the PICOS criteria: Population covers employees and managers in organisations undergoing structural transitions; Intervention covers transformational leadership behaviours; Comparison involves different leadership styles and governance approaches; Outcome covers employee trust, commitment, and psychological contract perceptions; Study design encompasses peer-reviewed qualitative, quantitative, and mixed-method studies. Initial database searches returned over 200 sources. After removing duplicates, applying inclusion and exclusion criteria, and completing the CASP quality appraisal, 100 sources were retained for the working bibliography in Part 2. Of these, the most directly relevant 26 peer-reviewed sources are cited and discussed in this Part 3 review. Meta-analytic studies including Dirks and Ferrin (2002) on trust in leadership, Wang et al. (2011) on transformational leadership and performance, and Zhao et al. (2007) on psychological contract breach outcomes are given particular weight in the synthesis that follows, because they aggregate evidence across multiple primary studies and provide more reliable generalisations than any single study can.
3.0 Why This Topic Should Matter to Anyone Who Has Ever Had a Manager
Before going further into the literature, it is worth pausing on why this topic deserves serious attention, because on the surface the terms 'transformational leadership' and 'human resource management' can sound like abstract academic labels rather than something that touches people's working lives directly. Human Resource Management, or HRM, is simply the set of organisational practices concerned with how people are recruited, developed, managed, supported, and retained at work. It covers everything from how a company hires and trains staff, to how it structures roles, sets pay and policy, and manages change. HRM matters here because it is the system through which decisions made in a boardroom are translated into what actually happens to an employee on an ordinary Tuesday morning: whether their manager checks in on them, whether their role is protected or reshuffled, and whether they feel treated as a person or as a line item on a spreadsheet.
Transformational leadership matters within that system because almost everyone, at some point, has worked under a manager who either made a difficult period bearable or made it needlessly worse. Most people can immediately recall the difference between a manager who explained what was happening, treated the team as capable adults, and seemed genuinely invested in their wellbeing, and a manager who simply issued instructions and disappeared when things became uncomfortable. That everyday, gut-level distinction is precisely what transformational leadership theory tries to explain in a rigorous way: it asks what specific behaviours separate leaders who inspire trust and effort from leaders who merely supervise (Bass and Riggio, 2006). The reason this study focuses specifically on structural transitions, rather than leadership in general, is that restructuring, downsizing, and reorganisation are exactly the moments when this distinction becomes highest-stakes: people are anxious, roles are uncertain, and the quality of leadership they experience can determine whether they stay engaged or quietly disengage and leave (Oreg, Vakola and Armenakis, 2011).
This is why the study is not simply a theoretical exercise. If line managers can be shown, on the basis of rigorous evidence rather than intuition, which specific behaviours actually sustain trust during periods of upheaval, that knowledge has direct practical value: it can inform how organisations select, train, and support the managers who sit on the front line of every restructuring decision. The sections that follow trace how the academic understanding of transformational leadership has evolved, why trust has emerged as the decisive variable, where the existing evidence base falls short, and what gap this study is positioned to address.
3.1 How Leadership Thinking Has Developed and Where it Stands Today
Over the past fifteen years, the way management researchers think about leadership has shifted in important ways. The older literature presented a fairly straightforward story: transactional leadership, based on rewards, punishments, and performance monitoring, works reasonably well in stable environments but fails when organisations need people to go beyond the minimum. Transformational leadership was the proposed solution. By inspiring followers, connecting their work to a meaningful purpose, challenging their thinking, and treating them as individuals rather than interchangeable resources, transformational leaders were expected to produce greater commitment, creativity, and performance than transactional approaches could achieve (Burns, 1978).
The four-component model developed by Bass and Avolio, comprising idealised influence, inspirational motivation, intellectual stimulation, and individualised consideration, became one of the most frequently cited frameworks in management research (Bass and Riggio, 2006). There is genuine empirical support for it. Wang et al.'s (2011) meta-analysis of twenty-five years of research found consistent positive associations between transformational leadership and performance outcomes across multiple contexts and levels of analysis. However, the more recent literature offers important qualifications to this broadly positive picture, and those qualifications matter greatly for this study.
The most important critical contribution comes from Tourish (2013), whose analysis of the dark side of transformational leadership demonstrates that strongly visionary, top-down leadership styles can create unintended and damaging consequences during periods of organisational disruption. When leaders invest heavily in a particular vision and communicate it with great conviction, the people around them often learn, quickly and sometimes unconsciously, that questioning the vision is unwelcome. The result is a form of institutional silence: problems go unreported, risks go unacknowledged, and the leader loses access to the honest feedback that effective decision-making requires. For a study that asks how line managers maintain trust during structural transitions, this is a critically important warning. The most visionary and charismatic leadership behaviours are not necessarily the most effective when the primary need is honest, two-way communication.
Van Knippenberg and Sitkin (2013) add a methodological dimension to this critique. They identify a fundamental logical problem in the way transformational leadership is measured. The most widely used instrument, the Multi-Factor Leadership Questionnaire (Avolio and Bass, 2004), partly defines a leader as transformational based on the responses that followers report, including their sense of being inspired, intellectually stimulated, or individually considered. This is circular reasoning: the theory cannot cleanly separate what leaders do from how followers feel, which makes it very difficult to identify the specific, observable behaviours that actually produce trust and commitment. When these critical contributions are synthesised alongside the broader evidence base, the picture that emerges is not that transformational leadership is ineffective, but that its effectiveness is conditional and contextually sensitive in ways that the earlier literature did not fully acknowledge. The conditions under which it works best, and those under which it can generate unintended harm, are precisely what this study needs to understand.
3.2 What Happens to People During Structural Change
One of the most consistent findings across the research on organisational change is that executive teams and frontline employees tend to experience structural transitions in profoundly different ways. Senior leaders focus on the strategic rationale, the operational logic, and the projected performance benefits of the change. Employees focus on something more immediate and personal: what this change means for their role, their relationships, their professional identity, and their sense of security. These different perspectives are not simply a communication problem that can be resolved with better messaging. They reflect genuinely different positions in relation to the change and genuinely different stakes.
Cameron and Quinn (2011) provide a useful framework for understanding why structurally similar change programmes produce very different outcomes across organisations. Their Competing Values Framework shows that every organisation has a distinctive cultural profile shaped by its history, its norms, its leadership patterns, and the expectations of its people, and that this cultural profile determines how members experience and respond to structural disruption. Organisations with collaborative, relationship-centred cultures experience the disruption of informal networks and mentoring relationships very differently from those with more competitive, metrics-focused cultures. Imposing a structural redesign without understanding these cultural dynamics predictably generates resistance and a breakdown in the informal trust networks that sustain daily organisational functioning.
A further dimension concerns the authenticity of structural change. Deephouse and Bitektine (2026) describe what they call the structural pursuit of legitimacy, the tendency for organisations to undertake major restructurings not because they are genuinely strategically necessary but because they signal modernity and efficiency to external audiences. When employees sense that a reorganisation is primarily performative rather than substantive, the psychological contract underpinning their commitment is fundamentally challenged (Rousseau, 1989). The perception that the organisation is prioritising appearances over genuine improvement generates active disengagement rather than constructive engagement with the change process. This is an important finding for this study, because it suggests that the authenticity of the change rationale, and the way it is communicated by line managers, shapes employee responses at a deep level that goes well beyond the content of the change itself.
3.3 Why Trust Is the Deciding Factor
Across all the literature on leadership and structural change reviewed for this study, one finding emerges with particular consistency: the factor that most reliably determines whether a major organisational transition preserves or destroys employee commitment is not the quality of the strategic plan, the scale of the financial investment, or the sophistication of the change management methodology. It is the degree to which employees trust their line managers throughout the process. This is not a soft or secondary finding. It has direct and measurable consequences for organisational performance, employee retention, and the sustainability of the change itself, as Dirks and Ferrin's (2002) meta-analysis across 106 independent samples clearly demonstrates.
The foundational framework for understanding trust in the workplace remains the Ability-Benevolence-Integrity model developed by Mayer, Davis, and Schoorman (1995). In this model, employees assess the trustworthiness of their managers on three dimensions: the manager's ability to do the job competently, their benevolence in genuinely caring about the employee's wellbeing, and their integrity in behaving consistently with stated values. Schoorman, Mayer and Davis (2025) have updated this model specifically for contexts of corporate disruption and structural instability. Their most important updated finding is that during periods of significant structural change, the benevolence dimension of trust becomes substantially more important than the ability dimension. Employees who are uncertain about their futures, their roles, and their relationships do not primarily need to be reassured of their manager's technical competence. They need to believe that the manager genuinely cares about them as a person, not just as a performance unit.
The psychological contract framework developed by Rousseau (1989) and extended by Peccei and Guest (2024) provides a complementary and practically important lens for understanding the same phenomenon. The psychological contract refers to the set of unwritten mutual obligations that employees believe govern their employment relationship. During structural transitions, even well-intentioned organisational changes routinely breach these unwritten expectations: reporting lines change without adequate explanation, established working practices are disrupted, responsibilities are redistributed in ways that alter what people understood themselves to have been hired to do. Whether employees experience these breaches as an unavoidable consequence of strategic necessity or as evidence of organisational bad faith depends critically on the trust they hold in the people managing them through the process (Zhao et al., 2007). Where trust is strong, the same objective change can be interpreted very differently from when trust is fragile or absent.
3.4 Where the Existing Research Falls Short
The existing literature on transformational leadership and organisational change is large and growing, but a careful examination of its methodological foundations reveals several significant limitations that directly motivate the design choices for this study.
The most pervasive limitation is the field's dependence on cross-sectional survey designs. The standard research approach involves asking employees to rate their manager's leadership style and their own trust or commitment at a single point in time, and then using statistical analysis to identify correlations between the two. This approach has a fundamental problem: it cannot tell us which variable drives which. It is entirely plausible that employees who already trust their managers tend to rate them as more transformational, rather than transformational behaviour producing trust. Podsakoff, MacKenzie and Podsakoff (2012) provide a comprehensive review of this common method bias problem, documenting how single-source, single-time surveys systematically inflate the apparent strength of relationships between variables measured in the same instrument.
It is important to be precise about what this limitation does and does not mean. Several of the authors reviewed above, including Podsakoff, MacKenzie and Podsakoff (2012), are clear that the reverse-causation problem cannot be resolved simply by collecting more cross-sectional survey data, however large the sample. However, this does not mean the problem is unsolvable in principle. Econometric approaches built around instrumental variables offer one route through which future primary research, including the empirical stage of this doctoral study, could address the issue directly. An instrumental variable is a factor that is plausibly related to the leadership behaviour being studied but has no direct effect on employee trust or commitment except through that leadership behaviour. In the context of this study, plausible instruments might include the timing or organisational assignment of a line manager relative to a restructuring announcement, or variation in manager training exposure that is unrelated to team characteristics. Adopting this approach would not eliminate every limitation of the existing evidence base, but it would represent a meaningful methodological advance on the studies criticised above, and it is noted here as a design consideration this study intends to take seriously.
Van Knippenberg and Sitkin's (2013) critique of definitional confounding adds a further layer to this methodological concern. Because the standard measurement tools partly define a leader as transformational based on how followers report feeling, the research cannot clearly separate what the leader actually does from how followers subsequently interpret it. This makes it very difficult to identify the specific, observable behavioural practices that a manager development programme could target.
A third limitation concerns the geographic and sectoral concentration of the evidence base. The majority of empirical studies in this field draw on samples from North American or Northern European organisations, predominantly in manufacturing, financial services, or public sector contexts. How well these findings transfer to other cultural settings, different industries, or different types of structural change remains genuinely uncertain. The cultural context in which structural change occurs, including the prevailing norms around authority, hierarchy, and employment security, shapes how employees experience and respond to leadership behaviour during transitions in ways that the predominantly Western evidence base cannot fully capture.
3.5 The Research Gap and Draft Research Questions
When the contemporary literature is reviewed as a whole, a clear and practically important gap emerges. There is substantial evidence that transformational leadership behaviours are positively associated with employee trust and commitment in stable organisational conditions (Wang et al., 2011). There is also a significant body of research on the consequences of failed structural transitions (Zhao et al., 2007). What is notably absent is an integrated, empirically grounded account of how line managers can sustain day-to-day trust and emotional commitment among their direct reports when the organisational hierarchy around them is actively and significantly changing.
Most existing change management models treat structural transition as a temporary disruption between two states of stability, implying that the primary challenge is to move employees through the transition as quickly as possible. This framing fails to account for the reality that many contemporary organisations exist in conditions of near-continuous structural flux. The concept of change fatigue and organisational citizenship behaviour decline under extended structural instability has received some scholarly attention (Klotz and Bolino, 2026), but an integrated model explaining the specific leadership behaviours that can sustain trust and commitment under these conditions remains underdeveloped.
There is also a significant and underexplored tension in the existing literature between the structural demands of change management, which typically emphasise alignment, consistency, and top-down direction, and the relational demands of transformational leadership, which emphasise autonomy, psychological safety, and genuine two-way dialogue. Resolving this tension in practice is the central challenge facing line managers during structural transitions, yet the literature offers relatively little guidance on how this can be achieved. This study is designed to address that gap directly, generating evidence-based guidance for the practising managers whose challenges motivate this research.
The gaps and tensions identified in this review give rise to three integrated research questions. The first examines the core relationship between specific transformational leadership behaviours and trust at the relational level: how do specific transformational leadership behaviours maintain employee trust and preserve the psychological contract during structural transitions? The second examines how employees experience the fairness of the change process at the experiential level: how do frontline employees perceive procedural, distributive, and interactional fairness of performance evaluation and change communication during organisational realignment? The third examines the practical and contextual challenges that shape what line managers can realistically do at the ground level: what practical challenges do line managers face when translating high-level change strategies into consistent, trust-building engagement with their direct reports?
These three questions address different but interconnected dimensions of the identified research gap. Together, they provide a framework for an empirical investigation that is theoretically grounded, contextually sensitive, and practically relevant.
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