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EXAMINING THE IMPACT OF TRANSFORMATIONAL LEADERSHIP ON EMPLOYEE MOTIVATION AND PERFORMANCE IN PRIVATE UNIVERSITIES

ABSTRACT
This study examines the impact of transformational leadership on employee motivation and performance in private universities. Private higher education institutions face unique challenges, including declining student enrollment, financial pressures, and increasing competition, which make effective leadership essential. The research focuses on how transformational leadership behaviors such as inspirational motivation, intellectual stimulation,individualized consideration, and idealized influence affect both academic and non-academic staff. It also explores the role of employee motivation in mediating the relationship between leadership and performance and investigates how transformational leadership can help sustain staff motivation and performance during institutional challenges. This study adopts a literature-based research approach using secondary data collected from academic sources available on Google Scholar, including peer-reviewed journal articles, books, and scholarly reports related to leadership and higher education. The selected studies were reviewed and analyzed using a thematic approach to identify key themes related to transformational leadership, employee motivation, and employee performance in higher education institutions. The findings indicate that transformational leadership significantly enhances employee motivation, improves performance in teaching, research, administration, and student support services, and supports resilience during periods of financial or operational pressure. By highlighting the importance of supportive, inspiring, and collaborative leadership practices, this study provides practical insights for university leaders seeking to strengthen institutional effectiveness and staff engagement, while also contributing to the academic understanding of leadership in private higher education.



















1. INTRODUCTION
Transformational leadership is widely recognized as a highly effective leadership style that has the potential to boost both employee motivation and performance, especially in knowledge-based environments such as private universities. In these institutions, staff commitment and engagement are vital to achieving organizational success (Bass, 1985;  Lai et al., 2020). Leaders in private higher education often face intense competition, financial pressures, and growing demands to deliver high-quality teaching and research. As a result, the way leaders inspire, support, and engage academic and administrative teams directly influences how well their institutions meet strategic goals (Purwanto, 2023; Joseph-Armstrong, 2023; Angela et al., 2025). This study explores how transformational leadership shapes motivation and performance among employees in private universities, aiming to provide both practical and theoretical insights that can strengthen leadership practice in this sector.  
Private universities are in real trouble right now because of the "enrollment cliff" fewer young people going to college, which means less tuition money for schools that depend on student fees to survive (Grawe, 2018). On top of that, they're racing to use AI grading tools, online classes, and data analytics just to keep up, while facing pressure to prove their teaching and research are worth the cost. This creates tough management headaches: keeping staff motivated when layoffs loom, coming up with new programs fast when budgets shrink, and showing results when everyone feels the survival crunch (Yu, 2024).
Transformational leadership is the answer leaders who lead by example (taking pay cuts themselves), paint an exciting future everyone believes in, push people to try new ideas, and really care about each person's growth (Bass & Avolio, 1994). This beats the usual "hit  targets or else" management that falls apart when money gets tight. Studies show it boosts motivation and performance because people actually want to work harder when inspired (Iddrisu, S. (n.d.); Jemimut et al., 2024).
Contemporary Transformation and Its Impact on Management Challenges
Private universities are facing massive changes right now fewer students enrolling due to the "enrollment cliff," budget cuts from declining government funding, and urgent pressure to adopt digital tools like AI grading systems, online learning platforms, and student data analytics just to stay competitive (BOU Da, 2025). These shifts create serious management headaches: keeping talented faculty and staff motivated when workloads skyrocket, creating innovative programs to attract students in a crowded market, and making painful decisions about closing underperforming courses while proving real value through strict performance targets (Howell et al., 2022; Nassanga, 2024). Leaders struggle to balance immediate survival tactics like filling seats with long-term goals like research excellence, all while employees face job insecurity in an environment where weak results can mean closure ( Mishra et al., 2022).
Key Management Challenges: 
Management challenges in private universities include motivating overworked staff amid enrollment cliffs (fewer students), budget squeezes (less funding), digital transformation pressure (adopting AI/online tools), and proving performance value through teaching quality, research output, and efficient admin all while competing fiercely for tuition revenue (Yu, 2024). Leaders struggle to shift from "transactional" management ("hit your targets") to transformational approaches ("let's build something great together") when survival feels urgent (BOU Da, 2025). Your study tests whether transformational leadership overcomes these specific private university pressures staff burnout, innovation resistance, and turnover risk in market-driven settings (Iddrisu, S. (n.d.); Jemimut et al., 2024).
BACKGROUND OF THE STUDY
The concept of transformational leadership was originally introduced by Burns and later refined by Bass, who described transformational leaders as those who motivate followers to achieve more than initially expected by raising awareness and encouraging them to go beyond their self-interest for the benefit of the organization (Bass, 1985; Lai et al., 2020). Bass and Avolio (1990) identified four core dimensions of this leadership style  inspirational motivation, idealized influence, individualized consideration, and intellectual stimulation. Together, these components help leaders earn followers’ trust, articulate a compelling vision, encourage innovative thinking, and attend to individual employee needs (Xu, 2022).
In higher education, these behaviors are particularly relevant because universities depend on collaboration, innovation, and professional autonomy rather than close supervision to sustain quality and competitiveness (BOU Da, 2025). Private universities, in particular, tend to operate under market-driven conditions, relying heavily on tuition revenue and student satisfaction. Consequently, motivated and high-performing staff are essential for maintaining strong teaching, research, and student services (Purwanto, 2023; Angela et al., 2025). However, the same environment also exposes staff to high workloads, job insecurity, and performance pressures, which can undermine motivation when leadership lacks empathy or inspiration. Transformational leadership provides an effective response to these challenges by fostering a shared sense of purpose, empowering staff development, and creating a positive organizational climate that encourages persistence and discretionary effort (Joseph-Armstrong, 2023).
Transformational Leadership and Motivation
Employee motivation in a university context refers to the internal drive that encourages both academic and non-academic staff to invest effort in teaching, research, administration, and student support, while also remaining aligned with institutional goals (Alonderiene and Majauskaite, 2016). Research indicates that transformational leaders enhance motivation by inspiring followers with a compelling vision, recognizing individual contributions, and aligning personal values with organizational purpose (Bass, 1985; Krishnan, 2005; Lai et al., 2020; Keskes et al., 2018). Through inspirational motivation and idealized influence, transformational leaders help employees feel that their work has meaning and contributes to a larger mission, which strengthens intrinsic motivation and prompts them to surpass role expectations (Yukl, 1989; Xu, 2022; Yun et al., 2006; Legood et al., 2021).
Furthermore, individualized consideration supports motivation by showing genuine concern for employees’ professional and personal development. When leaders listen, mentor, and provide growth opportunities, employees feel valued and psychologically safe conditions that promote initiative and engagement (Antonakis & Day, 2017; Schedlitzki et al., 2023; Joseph-Armstrong, 2023; Harrison, 2017). Meanwhile, intellectual stimulation motivates employees by nurturing creativity and encouraging them to challenge traditional approaches an especially vital factor in academic environments that thrive on innovation and autonomy (BOU Da, 2025).
Transformational Leadership and Performance
Employee performance in private universities encompasses various dimensions teaching quality, research output, student service, administrative efficiency, and contributions to institutional development (BOU Da, 2025). Empirical studies across sectors consistently show that transformational leadership correlates positively with performance outcomes, primarily because inspired and supported employees are more willing to exert extra effort and accomplish higer-level goals (Arous, 2024; Al Tabara, 2025; Gallagher et al., 2023).
Within educational institutions, such leadership has been linked to greater motivation, stronger job involvement, and deeper organizational commitment (Joseph-Armstrong, 2023; Xu, 2022). In the private university context, transformational leaders enhance performance by clarifying expectations, involving staff in decision-making, and offering feedback and recognition, which align individual efforts with broader institutional missions (Purwanto, 2023). Additionally, transformational leadership has been associated with higher job satisfaction, innovation, and organizational effectiveness all critical elements that reinforce strong performance outcomes (BOU Da, 2025). Therefore, investing in leadership development that promotes transformational behaviors can be a strategic approach to improving employee performance and sustaining institutional growth (Arman, 2019; Al Tabara, 2025; Gallagher et al., 2023).
PROBLEM STATEMENT AND RESEARCH GAP
Despite growing academic interest in transformational leadership within higher education, most existing studies have concentrated on public universities, general education settings, or non-academic organizations. There remains limited empirical research focused specifically on private universities, especially across diverse cultural and national contexts (BOU Da, 2025). Some recent studies indicate that transformational leadership can strengthen employee engagement and suggest that leaders in private institutions should adopt more transformational qualities to build committed and high-performing teams (Purwanto, 2023). However, the specific mechanisms through which transformational leadership shapes both motivation and performance under the distinctive conditions of private higher education remain insufficiently explored.
There is a clear need for research applying transformational leadership theory to examine the interplay between leadership behaviors, employee motivation, and performance outcomes in private universities especially considering factors such as competition, resource constraints, and accountability demands (Arous, 2024). By addressing this gap, the present study aims to provide contextual insights that can inform leadership training, institutional policy, and strategies designed to enhance staff morale, motivation, and performance in private higher education.

 RESEARCH OBJECTIVES:

1. To examine how transformational leadership behaviours influence the motivation of academic and non‑academic staff in private universities.

2. To explore the influence of transformational leadership on employee performance in teaching, research, administration and student support in private universities.

3. To examine the role of employee motivation in the relationship between transformational leadership and employee performance in private universities.

4. To explore how transformational leadership can help sustain staff motivation and performance in private universities facing enrollment declines and financial pressure.

RESEARCH QUESTIONS
1. How does transformational leadership influence the motivation of academic and non‑academic staff in private universities?
2. What is the impact of transformational leadership on employee performance (teaching, research, administration and student support) in private universities?
3. To examine the role of employee motivation in the relationship between transformational leadership and employee performance.
4. How can transformational leadership help sustain employee motivation and performance in private universities facing enrollment declines and financial pressures?

SIGNIFICANCE OF THE STUDY
Private universities operate under intense competitive pressures where motivated, high-performing staff directly impact student retention, program quality, and institutional survival, yet few studies specifically address how transformational leadership drives these outcomes in such settings (Gankhuyag et al., 2025). This research fills that gap by showing exactly how leadership behaviors boost both motivation and performance, with employee engagement acting as a key bridge findings confirmed through recent empirical work in Mongolian private universities using surveys and structural equation modeling (Gankhuyag et al., 2025). University leaders can use these insights to design targeted training programs that strengthen transformational qualities, helping staff feel more inspired and productive while addressing real challenges like limited resources and regulatory demands (Al-Husseini and Elbeltagi, 2022). Academically, the study contributes fresh evidence to leadership literature by testing these relationships specifically in private higher education, where market dynamics amplify leadership's role in fostering innovation and adaptability essential for sustainability (Gankhuyag et al., 2025).

2. LITERATURE REVIEW
2.1 Introduction to Transformational Leadership
Leadership strongly shapes how employees think, feel, and act at work, and it therefore has a direct impact on organizational outcomes. Within the broad range of leadership approaches discussed in management literature, transformational leadership has emerged as one of the most influential because it focuses on inspiring people to go beyond routine expectations and contribute at a higher level. Originally conceptualised by Burns (1978) and later elaborated by Bass (1985), this perspective emphasises vision, innovation, and high-quality leader–follower relationships.
Rather than concentrating only on supervision or control, transformational leaders seek to bring about meaningful change by helping employees stretch toward more ambitious goals and fully develop their capabilities. Bass (1985) argues that such leaders energise followers through a compelling sense of direction, ongoing encouragement, and attention to individual growth, which in turn strengthens employees’ psychological attachment to their work and their organisation. Empirical studies consistently report that this style of leadership is linked to higher levels of motivation, engagement, and performance across a variety of sectors, including educational settings (Bass, 1985; Podsakoff et al., 1990).
In universities, effective leadership is especially critical because institutional success depends heavily on the effort and commitment of both academic and professional staff. When leadership is strong, it can enhance the quality of teaching, increase research output, and support more efficient administration. For this reason, transformational leadership is widely regarded as a particularly suitable approach for higher education institutions that seek to sustain high levels of staff motivation and performance over time.
2.2 Characteristics of Transformational Leadership
Transformational leadership is commonly described through four interrelated dimensions: individualised consideration, idealised influence, intellectual stimulation,and inspirational motivation. which together explain how such leaders energise and support their followers (Bass, 1985).
Idealised influence reflects the extent to which leaders act as ethical role models. When leaders show integrity, consistency, and a strong sense of purpose, employees are more inclined to trust them and align themselves with the vision being promoted. Inspirational motivation concerns leaders ability to articulate a clear and compelling picture of the future and to communicate goals in a way that builds collective enthusiasm. By framing work as meaningful and achievable, transformational leaders encourage staff to commit emotionally to shared objectives.
Intellectual stimulation involves prompting employees to question existing assumptions, explore alternatives, and experiment with new approaches. In university settings, where research and innovation are central, this dimension is especially important because it supports creativity and continuous improvement. Individualised consideration refers to the personalised attention leaders give to each employee’s needs, strengths, and aspirations. Through mentoring, feedback, and tailored support, leaders help staff to develop professionally and feel recognised as individuals. Taken together, these four dimensions foster a work climate in which employees feel respected, supported, and motivated, and empirical evidence suggests that such behaviours are associated with higher levels of engagement and organisational commitment (Hassan et al., 2025).
2.3 Transformational Leadership and Employee Motivation
Employee motivation can be understood as the energy, commitment, and enthusiasm that individuals apply to their tasks, which in turn shapes how much effort they are willing to invest at work. When motivation is high, employees tend to be more productive, more creative, and more satisfied with their roles. Transformational leadership is closely linked to higher levels of motivation because such leaders actively encourage, support, and acknowledge their staff, helping them feel appreciated and important to the organisation’s success. This sense of being valued often translates into a greater willingness to work hard and contribute to collective goals.
Empirical evidence reinforces this connection. Chouksey (2025), for instance, reports that behaviours such as inspirational motivation and individualised consideration significantly raise employee motivation in private sector organisations. When staff experience their leaders as both supportive and inspiring, they are more likely to develop a stronger sense of commitment to their duties and responsibilities.
Other scholars likewise argue that transformational leaders enhance intrinsic motivation by helping employees see meaning in their work and by fostering opportunities for personal development; this process also builds confidence in their own capabilities, which further sustains motivation (Islam, Prieto and Talukder, 2025, p.344; Salanova et al., 2020). In universities, such motivated staff are better positioned to perform effectively in teaching, research, and administrative roles, suggesting that transformational leadership can be particularly important for maintaining dedication and morale, even under challenging conditions.
2.4 Transformational Leadership and Employee Performance
Employee performance describes how well staff carry out their roles and responsibilities, including the quality of their work and the extent to which they meet or exceed expectations. In the university context, this can involve effective teaching, strong research output, efficient administration, and high-quality support for students. Transformational leadership has been widely linked to stronger performance because such leaders encourage employees to move beyond minimum requirements and to contribute actively to the broader aims of the institution. Bass (1985) argues that transformational leaders raise performance by inspiring followers and offering the support they need to reach higher levels of achievement.
A growing body of research suggests that this leadership style enhances employees organisational commitment and engagement, both of which are closely associated with improved performance. Banks et al. (2016), for example, found that transformational leadership is a strong predictor of employee engagement and overall organisational success.
 In the education sector, Leithwood and Sun (2012) report that transformational leadership is related to higher teacher motivation, greater organisational learning, and better student outcomes. By fostering a supportive and trusting work environment, transformational leaders help employees feel more confident, willing to develop their skills, and open to sharing new ideas. Consequently, organisations led in this way frequently benefit from higher productivity levels and stronger overall performance.
2.5 The Role of Employee Motivation
A growing body of work suggests that employee motivation is a key link between transformational leadership and employee performance. In other words, transformational leadership does not only influence what people do directly; it shapes how they feel about their work, and this heightened motivation then drives stronger performance. When leaders inspire their staff, show genuine support, and communicate confidence in their abilities, employees tend to feel more energised and committed. 
This increased motivation encourages them to put in extra effort, show initiative, and persist in the face of difficulties, which ultimately leads to better results. Clarke et al. (2015), for example, report that behaviours such as articulating an inspiring vision and providing intellectual stimulation can enhance employees’ intrinsic motivation, which is associated with higher performance and lower levels of burnout. Other studies further indicate that transformational leaders strengthen employees  confidence and sense of self-efficacy, which are closely tied to motivation and engagement (Ha et al., 2024). 
When staff believe they have the capability and support needed to achieve their goals, they are more likely to perform effectively and sustain their efforts over time. In university settings, this means that motivated academic and professional staff are better positioned to deliver high-quality teaching, produce meaningful research, manage administrative tasks efficiently, and offer strong support to students.
2.6 Transformational Leadership in Higher Education
Leadership has become increasingly crucial in higher education as universities navigate a rapidly changing global landscape. Institutions now contend with growing competition, financial constraints, and, in some contexts, declining student numbers, all of which place pressure on leaders to sustain quality and reputation. Transformational leadership is often viewed as particularly well suited to this environment because it emphasises innovation, collaboration, and the development of staff capabilities. Bryman (2008) notes that transformational leaders in universities help to cultivate trust, strengthen teamwork, and foster a positive organisational culture that underpins academic achievement.
Within this kind of leadership climate, academic staff are more likely to feel encouraged to pursue research, experiment with new pedagogical approaches, and continuously refine their teaching practice. Leaders who actively support creativity and intellectual growth create conditions in which staff feel safe to share ideas and try out improvements without fear of undue criticism. 
Non-academic staff also gain from transformational leadership, as supportive and relationally focused leadership tends to enhance job satisfaction and minimise workplace tensions. Empirical evidence indicates that institutions adopting transformational leadership practices frequently report higher staff morale and greater productivity (Afsar et al., 2014). Consequently, by motivating and engaging both academic and administrative employees, transformational leadership can make a significant contribution to strengthening overall organisational performance in universities.
2.7 Transformational Leadership in Times of Institutional Challenges
Private universities around the world are increasingly facing challenges such as declining student enrollment, financial constraints, and increased competition. These challenges require strong leadership to maintain staff motivation and organizational performance. Transformational leadership can help universities respond to these challenges by creating a shared vision and encouraging collaboration among employees. Leaders who communicate clearly and support their staff can reduce uncertainty and help employees stay motivated even during difficult periods.
Research shows that transformational leaders encourage employees to adapt to change and develop innovative solutions to organizational problems. They create an environment that supports learning, creativity, and teamwork, which helps organizations remain competitive (Agazu et al., 2025).  In addition, transformational leaders build strong relationships with employees, which increases trust and commitment. When employees feel valued and supported, they are more willing to contribute to organizational goals despite financial or operational challenges. Therefore, transformational leadership can play a crucial role in helping private universities sustain staff motivation and performance during times of uncertainty and financial pressure.
RESEARCH METHODOLOGY
This study follows a conceptual and literature-based research approach to examine the impact of transformational leadership on employee motivation and performance in private universities. The methodology is designed to explore existing academic knowledge and theoretical perspectives related to transformational leadership, motivation, and employee performance within higher education institutions. The information used in this study is collected from reliable academic sources available on Google Scholar, including peer-reviewed journal articles, academic books, and scholarly reports related to leadership and higher education management.
The research mainly relies on secondary data, which means that the study uses previously published academic work instead of collecting new data directly from participants. Secondary data allows researchers to understand how different scholars have explained the relationship between employee motivation, transformational leadership,  and organizational performance. This approach helps to develop a strong theoretical understanding of the topic and identify important concepts that explain how leadership influences employees in university settings.
To gather the information, relevant academic literature was carefully searched using keywords such as transformational leadership, employee motivation, employee performance, and higher education leadership. . A total of 54 peer-reviewed journal articles and academic publications were selected for the literature review and data analysis. These studies mainly focuses on research conducted in universities and other educational institutions discuss transformational leadership, employee motivation, and employee performance in higher education settings. The review of these studies helps to understand how transformational leadership behaviors influence staff attitudes, motivation, and performance outcomes in organizations. Previous research shows that transformational leadership is widely discussed in higher education because it inspires employees to achieve shared goals and encourages continuous improvement within institutions (Bou, Sam & Kheuy, 2024). 
The collected literature was carefully reviewed and analyzed using thematic analysis to identify common patterns and ideas related to the research objectives. Thematic analysis helped the researcher group similar findings from different studies into key themes. These themes explain how transformational leadership influences employee motivation, employee performance, and organizational outcomes in private universities.
3. FINDINGS
The findings of this study are based on the analysis of the  54 peer-reviewed journal articles and academic publications selected  for the literature reviewed . By examining previous studies related to transformational leadership, employee motivation, and employee performance in higher education, several common themes were identified. These themes explain how transformational leadership behaviors influence staff motivation, performance, and organizational outcomes in private universities. The reviewed literature consistently shows that transformational leadership has benefit on employee motivation, job satisfaction, and performance. For example, studies by Bass (1985) and Leithwood and Sun (2012) highlight that transformational leaders inspire employees by creating a clear vision, encouraging innovation, and supporting individual development. Similarly, research by Nguni, Sleegers and Denessen (2006) found that transformational leadership significantly improves employee commitment and job satisfaction in educational institutions. Through the thematic analysis of the selected studies, four main findings emerged. 
3.1 Influence of Transformational Leadership on Employee Motivation in Private Universities
The findings of this study indicate that transformational leadership is closely linked to higher levels of employee motivation in private universities. Transformational leaders place strong emphasis on inspiring staff, building trusting relationships, and supporting individual growth, which helps employees feel valued and connected to the institution’s purpose. When leaders articulate a clear, compelling vision and demonstrate genuine support, employees are more inclined to invest effort and contribute actively to institutional success.
A wide body of leadership research suggests that behaviours such as inspirational motivation and individualised consideration enhance employees’ sense of commitment to their roles (Bass, 1985; Podsakoff et al., 1990; Nguni, Sleegers and Denessen, 2006; Leithwood and Sun, 2012). These studies collectively show that transformational leaders not only inspire staff but also strengthen trust within organisations and encourage individuals to exceed routine expectations. Khan et al. (2020) further report that transformational leadership is strongly associated with intrinsic motivation, as it helps employees experience their work as meaningful and encourages them to take ownership of their responsibilities.
In private universities, both academic and non-academic employees benefit from this style of leadership. Academic staff, including lecturers and researchers, tend to feel more motivated when leaders support their research endeavours, facilitate professional development, and acknowledge their achievements. Administrative personnel similarly experience greater motivation when their contributions are recognised and when leaders provide clear direction and feedback.
Another important finding is that transformational leadership contributes to employees’ confidence in their capabilities. By encouraging creative thinking and showing support for new ideas, leaders help staff develop higher levels of self-efficacy and belief in their own skills. Prior research suggests that such behaviours foster psychological empowerment and strengthen employees’ motivation to pursue organisational goals (Islam, Prieto and Talukder, 2025; Avolio and Yammarino, 2013). 
In many private universities, staff must cope with heavy workloads, constrained resources, and pressure to meet institutional targets. Transformational leadership can mitigate these pressures by cultivating a supportive climate in which employees feel encouraged rather than simply evaluated. Leaders who communicate transparently and involve staff in decision-making processes help employees feel more engaged, respected, and motivated in their roles.

3.2 Influence of Transformational Leadership on Employee Performance in Teaching, Research, Administration, and Student Support
The second research objective was to explore how transformational leadership influences employee performance in different areas of university work, including teaching, research, administration, and student support services. The findings suggest that transformational leadership positively influences employee performance in several ways. First, transformational leadership improves the overall work environment within universities. Leaders who provide support, encouragement, and clear direction help employees perform their tasks more efficiently. Research shows that transformational leadership enhances employee performance by reducing job stress and creating a supportive organizational environment that encourages productivity and collaboration (Ghai and Dhiman, 2024; Bass and Riggio, 2006; Leithwood and Sun, 2012). 
In teaching activities, transformational leadership motivates lecturers to improve the quality of their teaching methods. Leaders who encourage innovation and professional development often inspire faculty members to adopt new teaching strategies, integrate technology in classrooms, and engage students more effectively. This contributes to improved learning outcomes and student satisfaction (Bryman, 2007; Leithwood and Sun, 2012).
In the area of research, transformational leadership encourages academic staff to pursue research activities and collaborate with colleagues. Leaders who promote intellectual stimulation encourage staff to develop new ideas and explore innovative research topics. This not only improves research productivity but also enhances the overall academic reputation of the university (Podsakoff et al., 1990; Sharifirad, 2013).
Administrative performance is also influenced by transformational leadership. Administrative staff often play an important role in managing student services, institutional policies, and operational activities. When leaders provide clear guidance and recognize staff contributions, administrative employees become more efficient and committed to their responsibilities.
Student support services, including counseling, academic advising, and student affairs, also benefit from transformational leadership. Leaders who promote teamwork and collaboration encourage staff to provide better support for students. This helps create a positive campus environment and improves the overall student experience. Furthermore, studies have found that transformational leadership has a direct positive relationship with employee performance in organizations because it encourages employees to exceed normal expectations and contribute more actively to organizational success  (Agazu, Kero and Debela, 2025; Bass and Riggio, 2006).

3.3 The Role of Employee Motivation in the Relationship Between Transformational Leadership and Employee Performance
Another important finding of this study is that employee motivation plays a key role in the relationship between transformational leadership and employee performance. In other words, transformational leadership improves employee performance largely because it increases employee motivation. Research shows that transformational leadership first influences employees’ psychological attitudes and motivation levels. When employees feel inspired and supported by their leaders, they develop stronger commitment and enthusiasm for their work. This motivation then leads to improved performance and productivity (Khan et al., 2020; Ryan and Deci, 2000).
For example, Khan et al. (2020) found that intrinsic motivation play an important role in the relationship between transformational leadership and employee work outcomes. Employees who are motivated internally tend to perform better because they enjoy their work and feel responsible for achieving organizational goals. Motivation also encourages employees to take initiative and go beyond their formal job responsibilities. In universities, this may include lecturers voluntarily mentoring students, conducting additional research projects, or contributing to academic committees. Administrative staff may also improve service quality when they feel motivated and valued by their leaders. Transformational leadership also increases employees’ emotional attachment to their organization. When employees feel that their leaders care about their development and well-being, they are more likely to remain committed to their institution. This commitment contributes to higher levels of work engagement and better job performance.
Another important aspect is that motivated employees are more creative and innovative. Transformational leadership encourages employees to share ideas and experiment with new methods, which improves organizational learning and performance. Research suggests that transformational leadership promotes employee creativity and innovative behavior by increasing intrinsic motivation among employees (Jameel et al., 2025; Salanova et al., 2020).

3.4 Transformational Leadership and Sustaining Staff Motivation and Performance During Institutional Challenges
The final research objective was to explore how transformational leadership can help maintain staff motivation and performance in private universities facing challenges such as declining student enrollment, financial pressure, and increasing competition.
Private universities often rely heavily on tuition fees as their main source of revenue. When student enrollment decreases, institutions may experience financial difficulties, which can create uncertainty among staff members. In such situations, leadership becomes particularly important in maintaining employee motivation and organizational stability.
The findings indicate that transformational leadership helps universities manage these challenges by promoting a shared vision and encouraging collaboration among staff members. Leaders who communicate openly about institutional goals and challenges help reduce uncertainty and build trust within the organization. Transformational leaders also focus on developing employees skills and encouraging innovation, which helps universities adapt to changing circumstances. For example, leaders may encourage faculty members to develop new academic programs, improve online learning systems, or collaborate with external partners. These initiatives can help universities remain competitive even during difficult periods.
Another important finding is that transformational leadership improves employee resilience during times of organizational change. Employees are more willing to adapt to change when leaders provide clear guidance and emotional support. Studies show that transformational leadership helps employees develop positive psychological states such as confidence, commitment, and adaptability, which are essential for organizational success (Avolio and Yammarino, 2013; Islam, Prieto and Talukder, 2025). In addition, transformational leadership promotes teamwork and cooperation among employees. When staff members work together toward common goals, they are more likely to overcome institutional challenges successfully. Leaders who encourage collaboration and recognize employee contributions create a sense of unity within the organization (Bryman, 2007; Sharifirad, 2013).

4. DISCUSSION
4.1 Theme-1 Transformational Leadership and Employee Motivation in Private Universities
The findings suggest that transformational leadership is a key driver of employee motivation in private universities. This aligns with a wide range of earlier research showing that transformational leaders energise staff by offering a clear sense of direction, providing emotional support, and creating opportunities for growth and development. When employees experience their leaders as supportive and appreciative, they are more inclined to carry out their roles effectively and to work towards institutional objectives. Through inspiration, encouragement, and recognition of individual efforts, transformational leadership strengthens employees sense that their work matters, which in turn deepens their motivation.
Research shows that transformational leadership creates positive psychological conditions such as meaningfulness of work and a sense of responsibility among employees, which increases intrinsic motivation (Khan et al., 2020). In higher education institutions, motivation is particularly important because academic and administrative staff often face heavy workloads and performance pressures.
Leaders who practice transformational leadership encourage employees to focus on long-term institutional goals rather than only short-term tasks. According to (Islam, Prieto and Talukder, 2025) transformational leadership helps create supportive work environments that strengthen employee confidence, emotional engagement, and commitment to their work. The findings also show that transformational leadership improves job satisfaction and organizational commitment among employees in universities. 
When leaders show individualized consideration and provide support for professional development, employees feel that their contributions are valued. This encourages them to remain committed to their institutions and perform their responsibilities with greater enthusiasm. Previous research in academic institutions has also found that transformational leadership positively influences staff motivation and organizational commitment (Nguni, Sleegers and Denessen, 2006; Leithwood and Sun, 2012; Bryman, 2007).
In addition, transformational leadership encourages open communication and collaboration within universities. Leaders who genuinely listen to their staff and invite them to share their ideas help build a workplace where people feel respected and included in decisions. Studies show that leadership behaviors that promote trust, fairness, and collaboration significantly enhance employee motivation and engagement (Clarke, Arnold and Connelly, 2015; Walumbwa et al., 2004).
4.2 Theme-2 Transformational Leadership and Employee Performance in Universities
The second objective of this study was to explore how transformational leadership shapes employee performance in key university functions such as teaching, research, administration, and student support. The results indicate that this leadership style has a positive impact across all of these areas. Transformational leaders motivate staff to go beyond their basic job descriptions by inspiring them to aim for higher standards and stretch goals. Prior research also suggests that transformational leadership is closely linked to stronger performance outcomes because it helps to create a workplace culture that values innovation, teamwork, and ongoing professional development (Agazu, Kero and Debela, 2025). 
In the context of teaching, transformational leadership encourages lecturers to adopt innovative teaching methods and continuously improve their teaching practices. Leaders who promote intellectual stimulation encourage academic staff to explore new ideas and experiment with creative teaching approaches. This improves the overall quality of education and enhances students’ learning experiences.
Similarly, transformational leadership also contributes to increased research productivity in universities. Leaders who inspire academic staff to pursue research opportunities and collaborate with colleagues help create an environment where knowledge creation and academic innovation can thrive. Research shows that transformational leadership promotes creativity and innovative work behavior among employees, which contributes to improved organizational performance (Stanescu, Zbuchea and Pinzaru, 2021).
Administrative performance is also positively influenced by transformational leadership. Administrative staff play a key role in supporting university operations, managing student services, and ensuring effective institutional management. When leaders provide clear guidance and recognize employee contributions, administrative staff are more motivated to perform their duties efficiently.
Furthermore, transformational leadership improves teamwork and collaboration within universities. Employees who feel supported and work in a cooperative atmosphere are more willing to share ideas, tackle problems together, and help the organisation succeed. Research also shows that transformational leadership promotes innovative work behaviour and improves employees’ overall well-being (Sharifirad, 2013).
4.3 Theme-3 The  Role of Employee Motivation in the Relationship Between Leadership and Performance
Another key finding from this study is that employee motivation acts as a crucial link between transformational leadership and employee performance. In effect, transformational leadership enhances performance largely by boosting how motivated employees feel. This style of leadership first shapes employees’ attitudes, emotions, and overall psychological state; when staff feel inspired, supported, and valued by their leaders, they tend to develop stronger motivation and commitment to their work. That heightened motivation then translates into greater effort and better performance in their roles.
Earlier research also underlines this mediating role of motivation in leadership–performance relationships. For instance, Khan et al. (2020) report that intrinsic motivation strengthens the connection between transformational leadership and employee outcomes. When employees are intrinsically motivated, they engage in their tasks because they enjoy the work and find it meaningful, rather than simply fulfilling obligations, which further reinforces positive performance.
This type of motivation leads to higher levels of creativity, engagement, and productivity. Research also shows that transformational leadership increases employee creativity and engagement by enhancing intrinsic motivation and psychological empowerment (Islam, Prieto and Talukder, 2025; Walumbwa et al., 2004). In universities, motivated employees are more likely to contribute to activities beyond their formal job roles. 
For example, lecturers may voluntarily mentor students, participate in research collaborations, or contribute to academic committees. Administrative staff may also take initiative to improve service quality and organizational efficiency. The mediating role of motivation also highlights the importance of creating a supportive work environment within universities. Leaders who encourage employee development and recognize achievements help build strong relationships between employees and the institution. This relationship strengthens organizational commitment and improves performance outcomes.
4.4 Theme-4 Transformational Leadership and Organizational Sustainability in Private Universities
Private universities around the world are increasingly facing challenges such as declining student enrollment, financial constraints, and increasing competition from other institutions. These challenges can create uncertainty and stress among employees, which may negatively affect motivation and performance. The findings of this study suggest that transformational leadership plays an important role in helping private universities manage these challenges. 
Transformational leaders encourage employees to focus on long-term institutional goals and work together to overcome organizational difficulties. Transformational leadership promotes a shared vision within the organization. Leaders who communicate clearly about institutional goals and challenges help employees understand the direction of the university and their role in achieving its objectives. This shared vision strengthens teamwork and cooperation among employees. Another important aspect of transformational leadership is its ability to support organizational change. 
Universities often need to adapt to new educational technologies, changing student expectations, and evolving labor market demands. Transformational leaders encourage employees to embrace change and develop innovative solutions to institutional problems. Research also suggests that transformational leadership helps organizations maintain employee well-being and resilience during periods of change. Leaders who show empathy and emotional intelligence create supportive environments where employees feel safe to express their concerns and ideas (Ćwiąkała et al., 2025). 
In addition, transformational leadership encourages innovation and creativity within organizations. When employees are encouraged to share ideas and experiment with new approaches, universities are better able to adapt to changing educational environments. Private universities also benefit from leadership strategies that support employee engagement and sustainability initiatives. Research in private higher education institutions suggests that effective governance and leadership practices contribute to improved employee performance and institutional sustainability (Wiyono et al., 2025). Therefore, transformational leadership is not only important for improving employee motivation and performance but also for supporting long-term organizational sustainability in private universities.
4.5 Implications for Leadership Practices in Higher Education
These findings point to several practical steps that private universities can take to strengthen their leadership practices. First, senior leaders and managers should deliberately cultivate transformational skills, including clear and persuasive communication, the ability to inspire and motivate others, and genuine, individualised support for staff. Second, institutions would benefit from structured leadership development programmes that equip administrators and heads of department with concrete strategies for practising transformational leadership, such as how to encourage innovation, model desired behaviours, and nurture a positive organisational culture.
Third, universities should prioritise creating a supportive working environment that actively nurtures employee motivation and engagement. This can involve consistently recognising staff achievements, offering meaningful opportunities for professional growth, and giving employees a real voice in decisions that affect their work. Together, these practices can help embed transformational leadership across the institution and enhance both staff experience and organisational performance.
Finally, university leaders should promote collaboration and teamwork across departments. Collaborative environments help employees share knowledge, solve problems more effectively, and contribute to institutional success. By adopting transformational leadership practices, private universities can improve employee motivation and performance while also strengthening their ability to adapt to future challenges.

5. CONTRIBUTIONS, LIMITATIONS, RECOMMENDATIONS & CONCLUSION
5.1 CONTRIBUTIONS OF THE STUDY
This study offers several important contributions to both scholarly research on leadership and practical approaches within private universities.
5.1.1 Adds to Leadership Knowledge in Higher Education
One of the most important contributions of this research is its focus on how transformational leadership impacts employee motivation and performance in private universities. Most existing literature examines transformational leadership in business or public organizations, but there is limited focus on private higher education, especially in developing countries. By doing this research, we help fill that gap and show how transformational leadership can be effective in a university context. Previous studies have examined transformational leadership in schools or public universities (Leithwood and Sun, 2012; Nguni et al., 2006), but there has been limited attention on private universities even though they face unique challenges such as financial pressure and intense competition. This study contributes by providing evidence that transformational leaders improve motivation and performance among both academic and non‑academic staff in private universities.
5.1.2 Clarifies the Role of Employee Motivation
Another contribution is the demonstration of employee motivation as a key mediating factor between transformational leadership and employee performance. While many studies discuss the direct effect of leadership on performance, this study shows that transformational leadership improves performance largely by increasing motivation. This aligns with research showing that motivated employees are more engaged, creative, and productive (Khan et al., 2020; Islam, Prieto and Talukder, 2025), and highlights motivation as a psychological mechanism that connects leadership behavior with organizational outcomes. This is significant because many universities focus only on performance results without understanding what drives performance. Knowing that motivation plays a central role helps leaders adopt strategies that focus on enhancing intrinsic motivation, not just measuring outputs.
5.1.3 Practical Relevance for University Leaders
This study also provides practical insights for leaders in private universities. By showing that transformational leadership improves job satisfaction, teamwork, research engagement, and administrative efficiency, this research encourages leaders to focus on inspirational and supportive leadership practices. These findings support the idea that universities should invest in leadership training programs that promote transformational behaviors such as intellectual stimulation, idealized influence, and individualized consideration. This aligns with research suggesting that leadership development is essential for modern higher education (Bolden et al., 2012). Effective leadership helps universities adapt to demographic and financial changes, improve staff retention, and strengthen academic quality.
5.1.4 Addressing Challenges such as Enrollment Decline
Another contribution of this study is showing how transformational leadership helps private universities cope with challenges like declining student enrollment and financial constraints. Many universities struggle to maintain motivation and performance when facing external pressures. This study shows that transformational leaders can help staff stay motivated and resilient in such periods, which supports findings on the importance of leadership in times of crisis (Stanescu, Zbuchea and Pinzaru, 2021; Ćwiąkała et al., 2025).

5.2 LIMITATIONS OF THE STUDY
Although this research provides valuable insights, it has several limitations that must be acknowledged. Recognizing these limitations helps future researchers build on this work more effectively.
5.2.1. Reliance on Secondary Data
This study is primarily based on a literature review and secondary data collected from existing research. While this approach helps build a theoretical understanding, it does not include primary data gathered through surveys, interviews, or direct observation of university staff. This means that the findings are limited to what other researchers have already discovered, and the study does not provide new empirical evidence from real university settings.
5.2.2. Limited Contextual Focus
Although this study emphasizes private universities, it does not differentiate between regional or cultural contexts. Private universities in different countries face diverse social, economic, and educational environments, which may influence leadership practices and outcomes. For example, private universities in developed countries may have different challenges compared to those in developing nations.
Future research should consider comparing different regional or cultural contexts to provide more nuanced insights.
5.2.3 Static Perspective
This study uses a relatively static view of the relationships between leadership, motivation, and performance. In reality organisational behavior is dynamic and can change over time. Longitudinal studies that track changes over multiple years would provide deeper insights into how transformational leadership influences motivation and performance over time, especially in response to changing external conditions.
5.2.4 Focus on Transformational Leadership Only
This research focuses specifically on transformational leadership, but there are other leadership styles such as transactional, servant, and distributed leadership that may also influence employee motivation and performance. Including multiple leadership styles in future research would provide a more complete understanding of how leadership affects university staff.

5.3 RECOMMENDATIONS
Based on the findings, limitations, and conclusions of this study, the following recommendations are proposed for university leaders, policymakers, and future researchers.
5.3.1 Develop and Train Transformational Leaders
Private universities should invest in leadership development programs that focus on building transformational leadership competencies. Training programs should include topics such as communication skills, emotional intelligence, motivation techniques, conflict management, and team building. These skills help leaders better understand and support their employees, which enhances motivation and performance. This recommendation aligns with research suggesting that leadership development increases organizational effectiveness (Bolden et al., 2012).
5.3.2 Emphasize Employee Motivation as a Priority
University management should create systems and policies that actively support employee motivation. This could include recognition programs, career development opportunities, mentoring systems, and performance rewards that reflect contribution and effort. Providing meaningful feedback and involving employees in decision‑making also enhances motivation.
5.3.3 Encourage Collaborative and Inclusive Culture
Private universities should promote teamwork and collaboration by encouraging staff to work together across departments and functions. This helps employees build trust, share knowledge, and solve problems collectively. Collaborative environments improve innovation and institutional resilience, which is especially important when facing challenges such as financial pressures.
5.3.4 Conduct Longitudinal and Multi‑Context Studies
Future research should explore how transformational leadership operates in different cultural and regional contexts and use longitudinal designs to understand changes over time. Including multiple leadership styles, such as servant leadership or distributed leadership, could provide deeper insights into how leadership influences motivation and performance.
5.3.5 Support Well‑Being and Resilience
Universities should implement policies that focus on employee well‑being, such as flexible work arrangements, mental health support, and professional counseling services. These policies help employees cope with stress and maintain motivation during institutional changes or difficult periods.
5.3.6 Measure Leadership Impact Systematically
Private universities should develop systems that regularly evaluate the impact of leadership on employee outcomes. This could include surveys, performance indicators, and employee feedback tools that help leaders understand what works well and what needs improvement.
5.3.7 Adopt Innovative Practices
Finally, universities should encourage innovation not only in academic programs but also in administrative practices. Leaders should listen to employees’ ideas and provide resources for experimentation and improvement. Innovation strengthens institutional competitiveness and engages staff, which contributes to long‑term success.
5.4 CONCLUSIONS
This study set out to analyze the significance of transformational leadership on employee motivation and performance within private universities. Drawing from the findings and analysis, the following key conclusions emerge:
5.4.1 Transformational Leadership Improves Motivation
Transformational leadership practices such as providing inspirational motivation, individualized support, intellectual stimulation, and role modeling have a significant impact on employee motivation. This confirms the idea that leaders who involve, encourage and support their staff help create a motivated workforce that is committed to institutional goals. This aligns with earlier research stating that transformational leaders create environments where employees feel valued and encouraged to develop (Bass, 1985; Islam, Prieto and Talukder, 2025). Motivated staff are more likely to take initiative and engage in activities that benefit the university.
5.4.2 The Role of Employee Motivation in Performance Outcomes
[bookmark: _GoBack]This study confirms that employee motivation is central in shaping the link between transformational leadership and employee performance. Motivated employees perform better, show higher engagement, and contribute more actively to organizational success. This supports the view that leadership affects outcomes indirectly, with psychological factors like motivation playing an important role in enhancing performance (Khan et al., 2020; Stanescu, Zbuchea and Pinzaru, 2021
5.4.3 Transformational Leadership Positively Influences Performance
Transformational leadership contributes to improved performance across major functions in private universities, including teaching quality, research activity, administrative efficiency, and student support services. Leaders who encourage innovation and teamwork help employees perform beyond expectations, which strengthens overall institutional effectiveness. This finding is consistent with broader leadership literature indicating that transformational leadership is linked to higher performance across sectors (Agazu, Kero and Debela, 2025;  Sharifirad, 2013).
5.4.4 Leadership Helps Institutions Face Challenges
Private universities often face challenges such as declining enrollment, financial pressures, and competitive environments. Transformational leadership provides a way for institutions to stay resilient by promoting shared vision, fostering collaboration, and encouraging innovation. This conclusion supports research emphasizing the importance of leadership in adapting to external pressures and maintaining performance in times of change (Ćwiąkała et al., 2025; Wiyono et al., 2025).
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