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ABSTRACT

Background and objective: Transformational leadership significantly influences nursing outcomes, yet evidence synthesis across
diverse healthcare contexts remains limited. To systematically examine the relationship between transformational leadership and
nursing job satisfaction and productivity across global healthcare settings.

Methods: A total of 48,590 titles and abstracts were screened, with 134 full-text articles reviewed, resulting in 22 included
studies. Using content analysis, Following PRISMA 2020 guidelines, we searched five databases (PubMed, Scopus, Web of
Science, CINAHL, Google Scholar) for studies published 2016-2024. Quantitative studies examining transformational leadership
effects on nursing job satisfaction and productivity were included. Quality assessment used the NIH Quality Assessment Tool.
Using narrative synthesis, patterns and recurring themes were systematically identified and categorized across studies.

Results: Twenty-two studies from 11 countries (n = 4,847 nurses) met inclusion criteria. All studies demonstrated fair
methodological quality. Transformational leadership showed consistent positive associations with job satisfaction (correlation
range: 0.43-0.94; 17/20 studies statistically significant) and productivity (13/15 studies significant). Regional variations emerged,
with stronger effects in hierarchical healthcare systems. Three key patterns were identified: job satisfaction determinants,
productivity factors, and leadership-outcome relationships.

Conclusions: Transformational leadership consistently enhances nursing job satisfaction and productivity across diverse contexts,
with effect magnitude varying by cultural and organizational factors. Healthcare organizations should prioritize transformational
leadership development programs for nurse managers.

Key Words: Job satisfaction, Nurses, Productivity, Systematic review, Transformational leadership

1. INTRODUCTION with patients and, therefore, significantly impact the overall
Nurses constitute the largest group within the hospital work- care provided.!"! The efficacy and efficiency of healthcare
force, and their role in influencing the quality of healthcare ~systems are significantly enhanced by the strong leadership
services is crucial. They have extensive daily interactions of nurse administrators.!?) Transformational leadership styles
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have been extensively studied in various professions, includ-
ing nursing,®! emerging as particularly effective in enhancing
staff outcomes and patient care.

Transformational leadership in healthcare is defined by four
key attributes: idealized influence, inspirational motivation,
intellectual stimulation, and individualized consideration,
which are believed to improve job satisfaction and perfor-
mance among nurses.[*3 This leadership style excels in
enhancing communication and team-building, exceeding the
transactional model in these dimensions.[®! Transformational
leaders are recognized for their capacity to inspire and en-
courage their teams, fostering psychological safety and trust,
essential for enhancing work performance and organizational
commitment.!”!

The theoretical foundation for this review draws from Bass
and Avolio’s transformational leadership model. Bass
(1993)B1 proposed that the transformational leadership con-
struct comprises four sub-dimensions: idealized influence,
inspirational motivation, intellectual stimulation, and indi-
vidualized consideration, which were further refined by Bass
and Avolio (1996).1°! The original idea behind transforma-
tional leadership was that leaders can appeal to followers’
moral values in order to achieve goals and influence follow-
ers to transcend their self-interest for the larger good of their
team and organization. In nursing contexts, these four behav-
ioral dimensions are hypothesized to enhance job satisfaction
through increased autonomy, support, and professional de-
velopment, while improving productivity through enhanced
motivation and competence development.[!!

Transformational leadership, in contrast to other leadership
styles, correlates with elevated job satisfaction and is deemed
more appropriate for tackling the intricate challenges con-
fronting contemporary healthcare organizations, including
rising patient populations and cost stabilization.!'!:'?] While
transactional leadership emphasizes exchanges and incen-
tives for achievement, transformational leadership transcends
these methods by inspiring followers to exceed their own
expectations and contribute beyond their prescribed respon-
sibilities.””! Ferreira et al.!'3] emphasize the importance of
transformational leadership styles in enhancing nurse satis-
faction, promoting productivity, and improving staff reten-
tion and recruitment.

Examining the impact of transformational leadership on
nurses’ job satisfaction and productivity is crucial for several
reasons. Transformational leadership has consistently shown
a positive correlation with increased work satisfaction and
decreased turnover intentions among nurses, which is critical
because nurse retention is a significant issue for healthcare or-
ganizations, and high turnover rates can negatively affect pa-
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tient care quality and organizational efficiency.'* 3! Studies
demonstrate a connection between transformational leader-
ship and heightened nurse efficiency and involvement.!4 16!
When nurses feel inspired, reinforced, and empowered by
their superiors, they are more likely to surpass their respon-
sibilities, ultimately leading to improved effectiveness and

patient care quality.

A study conducted in critical care units found that nurses
working under transformational leaders reported significantly
higher job satisfaction compared to those under transactional
leaders, with 23% of the variation in job satisfaction ex-
plained by transformational leadership factors such as profes-
sional support and intellectual motivation.['”] Additionally,
transformational leadership has been linked to improved
nurse productivity by promoting communication, personnel
development, and service improvement, which are crucial
for effective healthcare delivery.!'® The leadership style not
only enhances the quality of life for nurses but also reduces
turnover rates, thereby contributing to a more stable and
efficient workforce.!!"!

Despite extensive research on transformational leadership
in nursing, systematic synthesis of its effects on job satis-
faction and productivity across diverse healthcare contexts
remains limited. This gap is particularly significant given
increasing globalization of healthcare practices and the need
for culturally-informed leadership approaches. There is an
urgent requirement for current evidence regarding the imple-
mentation of advanced leadership programs for nurse man-
agers in nursing education and practice in countries facing
challenges in their healthcare systems./?0-2!

Previous systematic reviews have focused primarily on West-
ern healthcare contexts or examined limited outcome mea-
sures. Our review addresses this gap by synthesizing evi-
dence from multiple countries and healthcare systems, ex-
amining both job satisfaction and productivity outcomes to
provide comprehensive insights for global nursing practice.
By identifying effective leadership approaches, this study
aims to provide valuable insights that can strengthen health-
care systems and improve service quality in diverse regions
facing similar challenges.

2. METHODS

2.1 Aim and design

Research Question: What is the relationship between trans-
formational leadership and nursing job satisfaction and pro-
ductivity across different healthcare settings and cultural
contexts?

This systematic review aimed to conduct a comprehensive
review and evaluation of quantitative studies that investigate
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how transformational leadership style impacts the job sat-
isfaction and productivity of nurses in healthcare facilities.
This study has the potential to reveal valuable insights that
could bring significant enhancements to healthcare manage-
ment.

This quantitative systematic literature review followed the
PRISMA 2020 statement, which is the standard format for
reporting the findings of systematic reviews, ensuring clarity
and transparency in how the review is presented, and pro-
viding a framework for accurately documenting the process
and results.?>! We excluded qualitative studies to maintain
methodological homogeneity and enable quantitative syn-
thesis of effect sizes. This decision was made a priori to
provide robust statistical evidence for transformational lead-
ership effects. The protocol was developed a priori but not
registered.

2.2 Search strategy

To ensure comprehensive coverage of relevant nursing, med-
ical, healthcare, and multidisciplinary research, the search
strategy employed MeSH keywords associated with nurses,
transformational leadership, job satisfaction, and produc-
tivity. This approach was designed to yield precise and
extensive results, capturing a broad set of studies relevant
to the topic. The literature search was conducted across
five electronic databases from January 2016 to March 2024:
PubMed, Scopus, Web of Science, CINAHL, and Google
Scholar. The search methodology aimed to identify all rele-
vant quantitative studies that addressed the research problem
effectively. Although no geographic filters were applied dur-
ing the database searches, the review aimed to capture a
globally representative dataset, especially including regions
underrepresented in earlier systematic reviews (e.g., Middle
East, South Asia, and East Asia). The final inclusion of stud-
ies was based on methodological criteria and relevance to the
review question, not on geographic location. However, the
geographic distribution of the included studies—summarized
in Table 1—offers insights into how transformational leader-
ship is studied and operationalized across different cultural
and healthcare contexts.

The researchers deconstructed the research question into
its PICO components, identified keywords using the PICO
framework as outlined in Table 2, found synonyms for the
search terms, and combined the keywords and phrases using
Boolean operators (OR and AND).

The search terms specified included “Transformational
Leadership”, “Nursing”, “Job Satisfaction”, “Productivity”,
“Nurses”, and “Healthcare Facilities”. Synonyms and related
phrases were also incorporated, such as pairing the term “Pro-
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ductivity” with “performance”,
care Facilities”, and “hospital-based nurses”.

9 <«

nursing”, “nurses”, “Health-

Table 1. Study characteristics

Characteristic n (%) or Mean + SD
Publication Year

2016-2018 8(36.4)

2019-2021 9 (40.9)

2022-2024 5(22.7)

Geographic Distribution

Saudi Arabia 5(22.7)

Pakistan 4(18.2)

Jordan 3(13.6)

Malaysia, Taiwan 2 each (9.1 each)

Indonesia, Egypt, Kuwait, Turkey, Greece, Ethiopia 1 each (4.5 each)

Sample Size

Mean = SD 220.3 +£158.7
Range 45-719

Total participants 4,847

Study Design

Cross-sectional 21 (95.5)

Mixed methods 1 (4.5) (Wang et al., 2021)

Primary Instruments

Multifactor Leadership Questionnaire (MLQ) 17 (77.3)
Job Satisfaction Survey (JSS) with MLQ 8(36.4)
Minnesota Satisfaction Questionnaire (MSQ) 4(18.2)
Other instruments” 6(27.3)

*Other instruments include employee empowerment measures, work quality index questionnaire,
work engagement scale, work performance, and task performance scale.

Table 2. Research question according to the PICO
framework

Component Terms

P (Population) Nurses

I (Intervention) Transformational Leadership Style

C (Comparison) No intervention/Other leadership styles

O (Outcomes)

Job Satisfaction and Productivity

2.3 Inclusion and exclusion criteria

The inclusion criteria encompassed primary quantitative re-
search that investigates the impact of transformational lead-
ership on job satisfaction and productivity among nurses
in healthcare settings. Job satisfaction was defined as “the
extent to which employees like their jobs, reflecting their
positive or negative feelings towards their work”,1>*! while
productivity was defined as “the ability of nurses to perform
their duties in accordance with hospital standards, ensur-
ing that the work meets the demands of the task with good
results”.[2]

The timeframe of January 2016 to March 2024 was selected
to capture contemporary healthcare contexts while ensur-
ing sufficient literature availability, encompassing the period
following major healthcare system transformations globally
(see Table 3). This timeframe ensures inclusion of recently
published studies capturing insights following significant
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shifts in healthcare systems and organizational strategies that
may have influenced leadership styles and their outcomes.
The scope was restricted to inpatient wards, where nurses of-

Table 3. Inclusion and exclusion criteria summary

ten face intricate nursing judgments, endure extended work
hours, engage in shift work, and experience high patient
turnover. 2%/

Criteria Inclusion Exclusion

Population Adult nurses in general or specialty areas Nursing students

Setting Hospital/inpatient wards Other healthcare settings

Keywords Transformational leadership, job satisfaction, productivity -

Studies Primary quantitative studies Literature reviews, qualitative studies
Language English Other languages

Years January 2016 - March 2024 Earlier than 2016

2.4 Study selection and screening

The initial literature search and selection process were con-
ducted independently by the first three researchers. They be-
gan by focusing on primary screening criteria and enhanced
their search by including peer-reviewed publications from
reputable journals and conference proceedings, considering
publication dates to ensure relevance. Studies were selected
based on predefined eligibility criteria, and a PRISMA flow
diagram,®®! was used to refine the search results and display
the included articles. The comprehensive literature search
was conducted twice to ensure inclusion of all relevant pa-
pers, with the final search completed on March 30, 2024,
across five databases.

Following the initial selection, search results were imported
into Mendeley reference management software (version
1.19.8) to facilitate removal of duplicates. The two re-
searchers then collaborated to compile a list of potentially
relevant publications, which was reviewed by two additional
researchers (the third and fourth). These reviewers made the
final decisions on papers to include in the review, making
modifications or exclusions as necessary. After this phase,
all selected full-text studies underwent thorough evaluation.
Several studies were excluded due to inaccessibility across
databases or focus on outcomes outside productivity and job
satisfaction. Ultimately, only articles meeting all eligibility
criteria were included for further analysis.

2.5 Data extraction process

The researchers independently extracted data from the speci-
fied studies, capturing details such as authors’ names, publi-
cation year, study design, sample characteristics, instruments
used, and key findings. Following data extraction, narrative
synthesis was conducted, where patterns and recurring cate-
gories were systematically identified and categorized across
studies. This narrative synthesis allowed for structured com-
parison of results, highlighting overarching patterns and nu-
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ances within the data. To ensure accuracy and consistency,
the data extraction and synthesis process was reviewed and
verified multiple times.

2.6 Quality assessment

The quality of studies was evaluated using the Quality As-
sessment Tool for Observational Cohort and Cross-Sectional
Investigations (Study Quality Assessment Tools | NHLBI,
NIH).?’! Each of the 14 questions on the scale has three
response options: “yes”, “no”, or “other (cannot determine,
not applicable, not reported)”. This instrument assesses the
internal validity of a study while taking into account bias.
The reviewer assigns a quality rating of ‘good’, ‘fair’, or
‘poor’ to each study after evaluating each criterion.

Researchers independently assessed the studies’ quality.
They calculated tertiles of the number of items on the quality
scale, as the tool did not provide a straightforward procedure
for evaluation. Studies were classified as ‘good quality’ (>
11 ‘yes’ responses, > 80%), ‘fair quality’ (7-10 ‘yes’ re-
sponses, 50%-79%), or ‘poor quality’ (< 7 ‘yes’ responses,
< 50%). All 22 included studies achieved fair quality rat-
ings, with no studies meeting good or poor quality thresh-
olds. Inter-rater agreement was 89% (Cohen’s k = 0.82).
All studies were found to be *fair’ in terms of quality. Any
discrepancies in evaluation were resolved through discussion,
ensuring consensus was reached.

2.7 Data synthesis

Due to heterogeneity in measures and contexts, narrative syn-
thesis was conducted following established guidelines. Effect
directions and magnitudes were extracted and synthesized
thematically. Following Popay et al. ’s?®! framework, we
conducted thematic synthesis by extracting effect directions
and magnitudes, identifying patterns across studies, and de-
veloping conceptual key patterns to explain transformational
leadership mechanisms in nursing contexts.
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3. RESULTS

3.1 Study selection

Initial database searches yielded 48,590 articles titles, ab-
stracts, and 134 full text were screened resulting in 22 in-
cluded studies. Using content analysis, after removing du-
plicates and screening titles and abstracts, 134 articles were
identified for further assessment. Five full-text articles were
not available, even after contacting the corresponding au-

thors, leaving 129 articles for thorough examination to deter-
mine if they met the inclusion criteria. Ultimately, 22 studies
were found to meet the criteria for inclusion (see Figure 1
and Table 6).

3.2 Quality assessment

All studies achieved fair quality ratings, with consistent weak-
nesses in confounder control and sampling representativeness
(see Table 4).

Identification of studies via databases and registers ]

pa— studies identified from PubMed , studies removed before screening:
Scopus, CINAHL, and Web of science
Duplicate records removed (n 1997)
c Google scholar
2 studies marked as ineligible by
,g automation tools (n 3220)
k=
< -
2 Databases (n= 53,941) >
= '
T e— Articles excluded based on title
—— | and abstract (n= 48,590)
(n 48,724)
1
studies sought for retrieval (n 134) . ;
studies were not available. (n 5)
w0
=
i=
: !
@
Complete text studies assessed for studies excluded _aﬁer evaluation
eligibility. (n 129) — » | of full-text studies (n 107)
_
— !
3; Studies included in the review (n =
5 22)
=
—

Figure 1. PRISMA Flow Diagram showing the article selection process!**!
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3.3 Quantitative synthesis
The findings revealed a strong association between transfor-

Table 4. Quality assessment summary

Quality Domain Goodn (%)  Fairn(%) Poorn (%)

mational leadership style and job satisfaction among nurses, ~ Swudy objectives clearly stated 22 (100) 0(0) 0(0)
ultimately leading to improved performance and productivity. ~ Population clearly defined 18 (81.8) 4(182) 0(0)
Specifically, seventeen studies reported a statistically signifi- ~ Exposure assessed consistently 15 (68.2) 7613 0
cant positive correlation, while five studies demonstrated that gzrf?::dzza::z;:ng/rehable ;6(2(;27)7) fz(z(;f)s) 28; 7
transformational leadership style promotes job satisfaction .., Quality Rating 000) 22 (100) 0(0)
among nurses (see Table 5).
Table 5. Effect sizes and statistical significance by outcome

Outcome Studies (n) Significant Positive n (%) Correlation Range Key Findings

Job Satisfaction 20 17 (85.0%) 0.43-0.944 Strong positive association

Productivity/Performance 15 13 (86.7%) 0.35-0.78 Consistent productivity enhancement

Organizational Commitment 8 7 (87.5%) 0.41-0.69 High correlation with TL

Work Engagement 6 6 (100%) 0.48-0.73 Universal positive effects

3.4 Regional and cultural analysis

Table 7 summarizes the regional distribution of included
studies and their average correlation coefficients between
transformational leadership (TL) and job satisfaction. The
highest mean correlation was observed in Middle Eastern
countries (r = 0.71), suggesting that TL may be particularly
effective in hierarchical and collectivist cultures where lead-
ers are expected to provide vision and support. In contrast,
regions such as South Asia and East Asia showed slightly
lower, yet still strong, correlations (r = 0.63 and r = 0.65,
respectively), often mediated by empowerment and profes-
sional development. The “Other” category, which includes
diverse healthcare contexts, also demonstrated consistent pos-
itive associations, albeit with more variation. These findings
highlight that while TL is broadly effective across cultures,
the mechanisms and magnitude of its influence may differ
based on organizational norms and societal values.

3.5 Pattern analysis

This section summarizes the key patterns identified across
the reviewed studies. Three primary patterns emerged from
the synthesis:

Pattern 1: Factors Affecting Job Satisfaction Among Nurses
Transformational leadership has been shown to have a signifi-
cant positive effect on job satisfaction. Studies have reported
correlation coefficients ranging from moderate to strong, in-
dicating a robust relationship between these variables. For
instance, Asif et al. found a correlation coefficient of 0.43,
while another study reported a coefficient of 0.944, both
suggesting a strong positive relationship between transfor-
mational leadership and job satisfaction.[!!:36-46]

The role of transformational leadership in influencing job
satisfaction is widely supported in the literature, with the
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majority of studies reporting a positive correlation between
transformational leadership and job satisfaction. Specifically,
the majority found a positive association between transforma-
tional leadership and job satisfaction, highlighting that trans-
formational leadership fosters a supportive and empowering
work environment that enhances creativity, engagement, and
personal commitment among nurses.!!1+23:30:3442.47] How.-
ever, a minority of studies found either a weak positive
correlation, suggesting that in some contexts, transforma-
tional leadership alone may not be sufficient to significantly
impact job satisfaction without other supporting factors in
place.[17:30.40]

Other factors such as the work environment, structural em-
powerment, and individual/contextual elements also play sig-
nificant roles in job satisfaction among nurses. Positive cor-
relations were noted between job satisfaction and elements
of the work environment, including balanced workloads,
pace, and professional development opportunities./16:31:37:48]
Structural empowerment, which provides nurses with re-
sources and decision-making authority, is highly correlated
with job satisfaction, as it enhances their ability to meet
patient needs effectively.!3!]

Pattern 2: Factors that influence nurses’ productivity

The relationships between transformational leadership,
achievement motivation, and nurse productivity are predom-
inantly positive.!®!8251  Transformational leadership pos-
itively impacts productivity by fostering a work culture
that values competence, motivation, and satisfaction.?3:33:4%]
Achievement motivation, when supported by a transforma-
tional leadership style, also has a positive influence on pro-
ductivity, as it encourages nurses to seek continuous devel-
opment and high performance.?*!
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Table 6. Studies review results related to the impact of TL style on job Satisfaction and productivity in healthcare facilities

No Author(s)/year/country

Design /Tools/population

Key findings

Alshahrani and Baig
1 (2016) '
Saudi Arabia

Cross-sectional.
MLQ; Job satisfaction survey.
Staff nurses (N = 89)

Nurses who were employed by transformational
significantly higher job satisfaction.

leaders reported

Abdelhafiz et al. (2016) '

Cross-sectional.

Job satisfaction and the total TL score were positively correlated. The

Pakistan

measures.
Staff nurses (N =206)

2 Jordan MLQ Staff nurses (N = 200) Tetenthn of nurses is famhtateq by the enhancement of TL practices, which
in turn increases their work satisfaction.
Choi et al. (2016) ! Cross-sectional. . . . The relationship between TL and nursing staff job satisfaction is mediated
3 Malaysia MLQ, employee empowerment, and job satisfaction. by empowerment
Y Staff nurses (N = 200) Y emp: :
K i P k -sectional. . . . o .
onstaﬁanou & Prezerakos | Cross-sectiona . . . Indicates that nurses favour a TL style. Satisfaction with internal factors is
4 (2017) MLQ, and the Minnesota Satisfaction moderate, while satisfaction with extrinsic factors is low.
Greek Staff nurses (N = 168) ’ )
Cross-sectional. L . .
Khanzada et al. (2018) B! The researchers used structural equation modeling to test their TL has. 2 substa.\ntlal 1mp act on the 1mp rqvement of ‘emp owering
5 . . workstations, the increase in nurse job satisfaction, and the reduction of
Pakistan hypothesized model. adverse patient outcomes
Staff nurses (N = 358) i >
The questionnaire consists of
6 Manesh et al. (2018) B2 Nurses” attitudes, subjective norms, and perceived behavioral | Demonstrates a robust positive correlation between the four characteristics
Malaysia control. of TL and work performance.
Staff nurses (N = 135)
Naseem et al. (2018) Cross-sectional. The nursing staff expressed a higher level of satisfaction with transformative
7 Pakistan : MLAQ, and the Minnesota Satisfaction Questionnaire (MSQ). leadership, which in turn resulted in increased job satisfaction, improved
Staff nurses (N =211) performance, and productivity among nurses.
Cross-sectional. - .. . o .
Alloubani et al. (2019) B4 MLQ and the patient satisfaction with nursing care quality Th? TLlstyle was s?gnlﬁcantly positively gss001ated W.lth improved job
8 . . satisfaction, leadership efficacy, overall nursing care quality, and employee
Jordan questionnaire. offort
Staff nurses (50 nurse managers, 150 staff nurses) )
. Cross-sectional.
Al 2019) 133 - L . . . .
9 SaEZig?::algia? ) MLQ, and the work quality index TL is linked to higher job satisfaction,
Staff nurses (N = 184)
Cross-sectional. . L .
Asif et al. (2019) B9 Transformational leadership, Structural empowerment, Job Job satisfaction is significantly gonelatled Wth TL. .
10 . L . N . TL, structural empowerment, job satisfaction, and unfavourable patient
Pakistan satisfaction, Adverse patient outcomes, Quality of care R ; .
outcomes are all associated with the quality of care that nurses evaluate.
Staff nurses (N = 600)
Cross-sectional.
Nurse Productivity, Transformational Leadership Style, and
m Jatianita et al. (2020) 12} Achievement Motivation TL and motivation have an impact on the development of competence and
Indonesia And intervening by competency nursing productivity, with appropriate growth enhancing nurse productivity.
Development activity.
Staff nurses (N = 45)
Cross-sectional.
Lai et al. (2020) &7 Transformational leadership scale The positive correlation between TL, job performance, and assisting
12 . Work engagement scale L
Taiwan behavior is influenced by work engagement.
Task performance scale.
A helping behaviors scale was used. Staff nurses (N = 507)
Cross-sectional.
; m S ationa shi
13 Ullah (2020) Transformational Leadership Style, performance outcomes Job satisfaction of staff nurses is positively correlated with TL.

ALFadhalah & Elamir
14 (2021) 138
Kuwait

Cross-sectional.

Multifactor Leadership Questionnaire and the Organizational
Description Questionnaire.

Staff nurses (N = 192)

TL positively impacts the organization's care quality.

Wang et al. (2021) B!
Taiwan

Mixed-method explanatory sequential study.
Staff nurses (N = 73 nurse managers and 719 nurses.)

During the quantitative phase, TL style is positively correlated with
improved nurses’ job performance

Uslu Sahan & Terzioglu
16 (2022) 4

Cross-sectional.
leaders Commitment inventory (self/observer),
organizational commitment scale, and job satisfaction scale.

The TL practices of nurse administrators were more favourable for staff
nurses. The job satisfaction of staff nurses was influenced by the TL style.

Turkey Staff nurses (N = 153 nurses)
Abdullah Alrasheedi et al. | Cross-sectional.

17 (2022) 1 MLAQ, and the Job Satisfaction Survey. TL style was more effective for predicting job satisfaction.
Saudi Arabia Staff nurses (N = 437)

Aly et al. (2022) '8!
Saudi Arabia

Cross-sectional.
MLQ, and Nurses Knowledge and Skills
Staff nurses (N = 47)

TL styles enhance the productivity of staff nurses in the areas of
communication, personnel and professional development, health safety,
security, quality, equality, and diversity.

Othman & Khrais
19 (2022) 42
Jordan

Cross-sectional.

Global Transformational Leadership (GTL) scale, a job
satisfaction survey

Staff nurses (N = 253)

The relationship between job satisfaction and TL is notably positive. It is
possible for TL to assist nurses in enhancing their job satisfaction and
organizational commitment.

Gashaye et al. (2023) 3

Cross-sectional.

TL is a critical style for nurse leaders to employ in order to achieve

Egypt

Staff nurses (N = 248)

20 L MLQ, and job satisfaction A e .. X
Ethiopia Staff nurses (N = 403) organizational objectives and enhance the productivity of their staff.
. Trust is partially mediated by the TL, that influence behavior attributes and
Mughal (2023) 4 Cross-scctlonAaL the performance of nurses.
21 . . MLAQ, Behavioral trust scale and nurse’s performance. .. . . S L
Saudi Arabia Retaining a productive nursing workforce is significantly facilitated by
Staff nurses (N = 100)
trusted leaders.
Cross-sectional. . . - - . . .
[45]
2 Ismael et al. (2024) MLQ and McCloskey/Mucller Satisfaction Scale. There is a highly statistically significant positive correlation between job

satisfaction and TL style among nurses.
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Table 7. Regional comparison of transformational leadership effects on job satisfaction

. Studies Healthcare Me?n T.L-JOb

Region () Syt Ty e Satlsfact}on Notable Patterns
Correlation

Middle East (Saudi Highest correlations observed; hierarchical leadership cultures
Arabia, Jordan, 9 Public/Mixed 0.71 likely amplify TL impact on staff morale. Strong emphasis on
Kuwait) respect for authority and collectivism.
South Asia 4 Mixed/Private 0.63 TL linked to satisfa‘ctio.n Yia empowerr'nent . a'nd reduced
(Pakistan) turnover, though less institutional leadership training noted.
East Asia . Empowerment and professional development emerged as ke
(Malaysia, Taiwan) 4 Public/Insurance | 0.65 mecri)iators; TL effec]:s moderated by orgr;nizational itructure,y
Other (Indonesia, Consistent positive effects despite varied healthcare models.
Egypt, Turkey, 5 Various 0.58 Cultural differences may limit TL expression, but outcomes
Greece, Ethiopia) remain favorable.

There is considerable consistency in the literature supporting
a positive association between transformational leadership
and nurse productivity. Multiple studies!® !0:511 have re-
ported that transformational leadership enhances productivity
by positively influencing motivation and competency devel-
opment. Aly et al.,!®) emphasize the role of transformational
leadership in fostering a motivated and capable nursing staff,
resulting in improved productivity and patient outcomes.

While demographic factors (such as age, experience, educa-
tion level) also influence productivity, their effects are less
consistent across studies.l®?! Some studies suggest that more
experienced or highly educated nurses may respond more
positively to transformational leadership,'®! showing higher
productivity levels, while others indicate that transforma-
tional leadership impacts productivity consistently across
different demographic groups.

Pattern 3: The correlation between transformational leader-
ship style and job satisfaction and productivity among nurses
The correlation between transformational leadership and job
satisfaction is well-supported in the literature. Studies indi-
cate that transformational leadership is positively associated
with job satisfaction, particularly among healthcare profes-
sionals,[ ! where leadership styles significantly impact staff
morale and engagement.-3% Research demonstrates that
transformational leadership fosters a nurturing environment
for nurses,'*3! resulting in increased satisfaction by promot-
ing a sense of purpose and commitment within their roles.

In addition to job satisfaction, transformational leadership
is also positively correlated with productivity. Empirical
evidence shows that transformational leadership enhances
productivity by improving communication, promoting staff
development, and creating a positive work environment.>3!
Studies have found that transformational leadership fosters
productivity among nurses by encouraging a collaborative at-
mosphere and enhancing skills through people development
and open communication.?!

62

4. DISCUSSION

This systematic review provides robust evidence for positive
associations between transformational leadership and nursing
outcomes across diverse international contexts. The consis-
tency of findings across 22 studies from 11 countries strength-
ens confidence in the generalizability of transformational
leadership benefits. Transformational leadership has consis-
tently been shown to have a positive impact on the job sat-
isfaction of nurses in a variety of studies.[1?3%-42:45.48,54-56]
Research has shown that staff nurses experience higher lev-
els of job satisfaction when working under transformational
leadership styles.[!7-37-57]

Additionally, research indicates that transformational lead-
ership is the most significant factor in the improvement of
human resources productivity in teaching hospitals.[>?

4.1 Cultural and contextual considerations

Regional variations in effect sizes suggest cultural modera-
tion of transformational leadership effectiveness, with im-
plications for global healthcare leadership development. Hi-
erarchical healthcare systems in Middle Eastern contexts
showed stronger correlations (mean r = 0.71), potentially
reflecting cultural values that emphasize respect for authority
and inspirational leadership. In contrast, more egalitarian
healthcare systems demonstrated moderate but consistent
effects (mean r = 0.58-0.65), suggesting universal applicabil-
ity with cultural adaptation requirements. Nurses generally
perceive their leaders as engaging in transformational be-
haviors, as indicated by research conducted in a variety of
countries.[*31:38 This finding has important implications
for global healthcare organizations implementing leadership
development programs.

4.2 Pathway of action

Our analysis identified four primary pathways through which
transformational leadership enhances nursing outcomes see
Figure 2:
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1) Empowerment pathway: Transformational leaders en-
hance job satisfaction by providing nurses with autonomy
and decision-making authority. Choi et al.’®! found that
empowerment serves as a mediator between transformational
leadership and work satisfaction among nursing staff, un-
derscoring the critical importance of empowerment in this
context. Structural empowerment, which provides nurses
with resources and decision-making authority, showed high
correlation with job satisfaction (r = 0.35-0.67) as it enhances
nurses’ ability to meet patient needs effectively.*!! Research
has underscored the significance of transformational leader-
ship in the promotion of employee empowerment, which in
turn enhances organizational commitment and job satisfac-
tion. 0!

2) Development pathway: Professional growth and com-
petency building emerged as critical mechanisms for en-
hancing both job satisfaction and productivity. Transforma-
tional leadership significantly enhances nurse productivity
by promoting personnel development.[®! Jatianita et al.[>!
accentuate transformational leadership’s role in competency

development and achievement motivation, which ultimately
contribute to enhanced nurse efficiency and performance in
healthcare contexts. Studies consistently showed that trans-
formational leaders focus on professional development op-
portunities, with competency development directly contribut-
ing to productivity by enhancing nurses’ skills and enabling
more effective performance.

3) Motivational pathway: Inspirational communication and
vision-sharing represent core transformational leadership be-
haviors that drive superior outcomes. Transformational lead-
ership inspires followers to surpass their expectations by
reshaping their emotions, values, and objectives to improve
the success and performance of the organization.!”>3 Trans-
formational leaders cultivate a collective vision, empower
their team members, and enhance workplace empowerment,
resulting in increased job satisfaction among nurses.>! Re-
cent research indicates that transformational leadership styles
motivate nurses to surpass expectations, which leads to en-
hanced patient outcomes, organizational commitment, and
job satisfaction.[!1-40]

Transformational Leadership

l

Empowerment
Pathway

Autonomy &
decision-making

I
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Individual support
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Enhance workplace
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engagement

Increase in job
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Figure 2. Conceptual framework: Pathways linking transformational leadership to nurse job satisfaction and productivity

4) Support pathway: Individualized consideration and psy-
chological safety create environments where nurses feel sup-
ported and valued. The implementation of transformational
leadership behaviors by nurse managers has been linked to
an increase in job satisfaction among staff nurses, thereby
emphasizing the importance of this leadership style in the
creation of work environments that are supportive and em-
powering for healthcare professionals.[®*! Transformational

Published by Association for Health Sciences and Education

leaders significantly improve nurse retention, job satisfac-
tion, patient care quality, organizational commitment, and
productivity by fostering a supportive work environment,
empowering nurses, and emphasizing values and vision.3!!
According to Mughal,'*¥ trust is partially mediated by trans-
formational leadership, influencing behavior attributes and
the performance of nurses, which is essential for retaining a
productive nursing staff.
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Limitations

Several limitations warrant consideration. The sole empha-
sis on quantitative studies, albeit ensuring methodological
consistency, overlooked potentially useful insights from qual-
itative research that may elucidate processes and contex-
tual elements. Secondly, all research considered used cross-
sectional designs, which exclude causal conclusions about
the impacts of transformative leadership. Third, healthcare
companies often use many leadership styles concurrently,
and our emphasis on transformational leadership alone may
not encompass the intricacies of actual leadership dynamics.
Fourth, publication bias may exaggerate effect sizes, since
research with non-significant results are less often reported.
The investigation of culture was restricted by insufficient
cultural data in primary research, hindering a more profound
exploration of cultural mediators. Moreover, our inquiry
was confined to English-language publications, which may
have omitted pertinent research from non-English speak-
ing nations, hence possibly constraining the multicultural
viewpoint we sought to attain in analyzing global healthcare
environments Additionally, no eligible studies from North
America were included in this review. This may limit the gen-
eralizability of findings to Western healthcare systems and
highlights a need for future reviews to synthesize findings
from North American contexts using comparable quantitative
criteria. Finally, heterogeneity in measurement instruments
prevented meta-analysis.

5. CONCLUSIONS

This review emphasizes the consistent advantages of transfor-
mational leadership within global healthcare systems, under-
scoring its significance in enhancing nursing job satisfaction
and productivity. The findings support existing evidence and
highlight the necessity for context-sensitive implementation
of leadership practices.

Future research should investigate the integration of transfor-
mational leadership training within nursing education pro-
grams and evaluate its effectiveness in preparing prospective
nurse leaders. The impact of ongoing professional devel-
opment in healthcare organizations, including mentorship
programs, structured leadership pathways, and organizational
culture, warrants examination to assess their influence on sus-
taining transformational leadership behaviors in clinical prac-
tice. Longitudinal studies are necessary to identify the causal
relationships among leadership styles, staff satisfaction, and
patient outcomes, especially in resource-constrained and dy-
namically changing healthcare environments.

Clinical and Policy Implications: Healthcare organizations
should immediately implement evidence-based transforma-
tional leadership development programs. Hospital managers
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and administrators can implement transformational leader-
ship as an effective strategy to boost nursing work satis-
faction, emphasizing innovation and fostering meaningful
interactions between nurse managers and staff to improve
supervision and align with organizational goals.1*"! A clear
vision, well-defined objectives, and the empowerment of
nurses contribute to better job satisfaction and develop nurse
managers who lead by example, instilling trust and confi-
dence among their subordinates. Nurse leaders should de-
velop mechanisms to oversee, analyze, resolve, and evaluate
nurses’ tasks and work environments while fostering open
and cooperative engagement with their teams.

Implementation Recommendations: Requirement of lead-
ership development in healthcare accreditation standards,
emphasizing transformational leadership principles - Invest-
ment in organizational leadership development infrastruc-
ture at institutional and system levels - Policy mandates
for evidence-based leadership training in healthcare insti-
tutions - Integration of transformational leadership principles
in nursing education curricula - Development of standardized
competency frameworks for nurse leadership roles
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