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Abstract

Purpose – This study examines the mediation role of diversity climate in the relationship between
transformational leadership, transactional leadership and job satisfaction from the two-factor perspectives of
intrinsic and extrinsic job satisfactions among local government servants in Ghana.
Design/methodology/approach – The study uses cross-sectional data from 322 employees in local
government service of Ghana in the Greater Accra Region using purposive and stratified sampling methods.
Bootstrapping method of mediation estimated using structural equation modelling is employed to test the
hypothesized relationships.
Findings – The results find a differential effect of leadership behaviours on intrinsic and extrinsic job
satisfaction, where transformation and transactional leadership relate positively to intrinsic and extrinsic job
satisfaction respectively. Furthermore, the empirical findings reveal that diversity climate has mediated the
relationship between transformational leadership and intrinsic job satisfaction, implying that diversity climate
is an important process through which transformational leadership behaviours can elicit intrinsic job
satisfaction among local government servants. Surprisingly, however, diversity climate does not serve as an
important transmission mechanism in the relationship between transactional leadership and extrinsic job
satisfaction.
Practical implications – This means that public sector leaders or managers can improve intrinsic job
satisfaction among local government servants and by extension public sector employees by creating an ideal
climate for diversity by transforming the work environment through leadership, specifically, transformational
leadership behaviours.
Originality/value – Although studies abound on the link between leadership behaviours (transformational
and transactional) and job satisfaction, the mediating effect of diversity climate as a mechanism in this
relationship is very scarce and rare to find. Hence, our study has made original contributions to theory and
practice by highlighting the role of diversity climate in converting leadership behaviours, specifically;
transformational leadership into creating intrinsically satisfied workers in the public sector.
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Introduction
The necessity of managing and leading diverse workforce in organisations is growing, and
has raised the role of leadership styles such as transformational and transactional leaderships
in ensuring job satisfaction among different groups of workers. One of the most significant
leadership and management issues that have emerged over the last three decades has been
the increasing diversity of organisations’ workforce (Jones and George, 2011). Globally,
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organisations or workplaces are increasingly becoming more diverse. Organisations now
recruit workers from different cultural, ethnic and demographic backgrounds (De Beer, 2009;
Mayhew, 2011). In view of this, it is important that all organisations ensure effective climate
for diversity (Mazur, 2010) in order tomaximize the benefits of diversity such as employee job
satisfaction while minimizing its potential drawbacks. Diversity climate in organisations can
be described as practices, policies and procedures that are aimed at creating inclusive and
conducive climate for diverse workers (Gonzalez and DeNisi, 2009; Groeneveld, 2011).
Supportive diversity environments can promote effective management of multicultural
workforce by enhancing their job satisfaction intrinsically and extrinsically (Ely andThomas,
2001; Kaçire et al., 2015; McKay et al., 2009). Job satisfaction reflects the degree to which an
individual likes the job; it is an enjoyable or positive feeling about one’s job resulting from the
assessment of one’s job (Locke, 1976). Job satisfaction is a critical for local government
institutions to provide services to meet the ever-growing and sometimes conflicting needs of
citizens at the local levels of governance and rural areas (Mickson and Anlesinya, 2020) since
satisfied employees are more productive that their dissatisfied counterparts (Riketta, 2008)
and are essential in the realization of organisational goals.

The ability to recognize the diversity of an organisation’s workforce could be a value
expected of today’s leaders (Schneider and Barsoux, 2003). Leadership in the views of
Northouse (2004), ‘is a process whereby an individual influences a group of individuals to
achieve a common goal’ (p. 3). Leaders need to be able to manage culturally diverse settings
efficiently (Rockstuhl et al., 2011). It has also been suggested that the globalization of diverse
populations requires the intercultural dialogue from the top management and leaders to
manage diverse workforce in all areas of the business (De Beer, 2009; Mayhew, 2011). Thus, in
order to blend a diverse workforce into a close knit and productive one, it requires strong
leadership and or appropriate leadership style. Organisations with exemplary reputation in
managing diversity typically have senior or top managers who champion diversity’s benefits
(Pongpayaklert and Atikomtrirat, 2011). Effective leaders needs to understand the
multiplicity of values, perspectives, and worldviews that their individual workers and
teams may cherish, and use appropriate leadership styles in different settings to create an
inclusive and an effective work environment (Rockstuhl et al., 2011) that can enhance their job
satisfaction.

In this regard, several studies (e.g. Ahangar, 2009; Almansour, 2012; Amin et al., 2013;
Alonderiene and Majauskaite, 2016; Dartey-Baah and Ampofo, 2016; Hongnou et al., 2014;
Mickson and Anlesinya, 2020;Wang et al., 2012; Yaghoubipoor et al., 2013) have investigated
leadership behaviours (transformational and transactional) on job satisfaction, with majority
showing positive result. Moreover, some scholars (e.g. Ashikali and Groeneveld, 2015a, b;
Mujtaba and Sungkhawan, 2009; Schneider and Barsoux, 2003) noted that leadership style
can improve diversity in the workplace while diversity climate (Ashikali and Groeneveld,
2015a, b; Kacire et al., 2015) was found to also enhance job satisfaction. This suggests that
leadership behaviours can create the right climate for the management of diverse workforce,
which will in turn lead to better or high job satisfaction among people working in work
environments that are characterised by high diversity. However, there is dearth of studies on
diversity management as a potential mediator in the relationship between leadership
behaviour and job satisfaction generally and specifically in the public sector. Examining the
indirect roles of transformational and transactional leadership behaviours on job satisfaction
(intrinsic and extrinsic) via diversity climate can enhance the understanding of leaders in the
local government sector to exhibit leadership behaviours that can create inclusive and right
atmosphere for diverse workers to live in peace and harmony, to enhance their job
satisfaction and advance organisational goals. As a result, this study sought to expand the
existing literature by examining diversity climate as a mediator in the relationship between
transformational and transactional leadership behaviours and job satisfaction using
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empirical evidence for the Ghanaian public sector. Job satisfaction in this study is
operationalized from the two-factor perspective of intrinsic and extrinsic job satisfaction.
This is because as transactional leaders emphasize performance-reward relationship, such a
leadership is more likely to relate to extrinsic aspects of job satisfaction while
transformational may facilitate intrinsic satisfaction.

Our study has made two important contributions. First, if organisations do not take
measures to manage diversity it will create various human capital outcomes including
employee stress and dissatisfaction. On the other hand, effective management of diversity
will bring about employee motivation and job satisfaction, leading to improvement in
achievement of organisational goals. Because, leadership plays important role in ensuring
that the diversity in a particular workplace creates no problems and also ensure that
employees are satisfied, it is expected that leadership style can have indirect effect on the job
satisfaction of employees. Unfortunately, the mediating effect of diversity climate in the
relationship between leadership behaviours and job satisfaction as earlier indicated are very
scarce and rare to find. So in response to the claim by Bass (1990) and Bass et al. (2003) that
transactional and/or transformational leaders can improve job satisfaction among workers
through several different mechanisms, we have contributed to existing knowledge by
highlighting the intervening role of diversity climate in converting transformational and
transactional leadership behaviours into job satisfaction among workers in a diversified
work environment.

Thus, it shows from the social exchange theory perspectives, that transformational
leaders can create climate for diversity to improve intrinsic job satisfaction by leveraging
diversity-related exchanges. This evidence has further extended the full-range leadership
theory (Bass, 1990; Avolio and Bass, 1995) and the two-factor theory of job satisfaction
(Herzberg et al., 1959) by suggesting diversity climate as a novel mechanism between
leadership behaviour element of the full-range leadership theory and the intrinsic job-
satisfaction component of the two-factory theory of job satisfaction. Moreover, the findings
extend the aforementioned theories by demonstrating that transactional leadership can
facilitate extrinsic job satisfaction while transformational leaders has more potential to
enhance intrinsic job satisfaction. Additionally, the adoption of multiple theoretical lenses to
examine this important topic has the potential to advance existing knowledge about the
complex relationships between leadership behaviours, diversity and public sector job
satisfaction. Thus, this result has not only added to the diversity, leadership and job
satisfaction literature in the context of public sector personnel management, but also can
enhance managers’ understanding of and the need to deplore appropriate leadership
behaviours to improve a particular facet of job satisfaction that may be lacking among
diverse workforce.

Furthermore, given the claim by Groeneveld (2011) that ‘effective management of
diversity will increasingly be a central issue for public sector management’ (p. 594), our
findings can promote effective public sector management. The diversity of workers in
organisations is on the rise coupled with the persistent challenge of enhancing job
satisfaction among employees in a diversified work environment. Understanding diversity is
particularly relevant for public sector institutions, which is under regulatory constraints to
avoid discrimination in employment practices, as well as to ensure the development of more
ethnically diverse workforces to meet the changing public expectations and needs (Garrow,
2012). By developing diversity climate, public organisations will be playing exemplary role
and improve their legitimacy (Groeneveld, 2011; Selden and Selden, 2001). In particularly, by
transforming the workplace to be inclusive through transformational leadership, it can affect
employees’ perceptions of their work environment (Gonzalez and DeNisi, 2009; Groeneveld,
2011), which in turns improve intrinsic job satisfaction (Acquavita et al., 2009; Choi, 2009;
Glisson and James, 2002). The findings, therefore, are expected to encourage leaders in the
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local government sector to engage in appropriate leadership behaviours that can create the
right atmosphere for diverse workers to live in peace and harmony, which will in turn
enhance their intrinsic job satisfaction.

Literature review and hypotheses
Full range leadership theory
There is no generally accepted definition of the leadership as various scholars (Hersey and
Blanchard, 1969; Kouzes and Posner, 2006; Aydin and Ceylan, 2009; Northouse, 2004;
Robbins, 2005) have developed definitions based on how they understand or perceive it.
Kouzes and Posner (2006) defined leadership as a relationship that exists leaders and
followers. In the views of Northouse (2004), leadership is a process whereby a person
influences another person or persons toword towards achieving a particular objective.While,
autocratic, democratic and laissez-faire styles of leadership are the traditional classifications,
transformational-transactional leadership theory is often used in recent times for describing
and assessing the behaviours of leaders in organisations (Riaz andHaider, 2010;Webb, 2009).

Transformational leadership is the procedure that changes and transforms individuals,
teams and organisations (Northouse, 2004). It occurs when leaders broaden and ‘elevate the
interests of their employees, when they generate awareness and acceptance of the purposes
and mission of the group, and when they stir their employees to look beyond their own self-
interest for the good of the group’ (Bass, 1990, pp. 21). Bass (1990) identified four dimensions
of transformational leadership: idealized influence, inspirational motivation, intellectual
stimulation and individualized consideration. Inspiration motivation involves the processing
of stimulating enthusiasm in subordinates and building their confidence level in their
capability to successfully execute their assigned tasks (Yukl, 1981). With intellectual
stimulation, the leader is concerned with making followers to be active thinkers as they strive
to do their work or find solution to problems (Avolio and Bass, 1995; Shamir et al., 1993).
Individualized consideration behaviour involves paying attention to each individual’s need
for achievement and growth by giving them the necessary support in form of coaching,
mentoring, among others while idealized influence describes their charismatic influence in
leading followers to achieved the desired organisational goals (Bass, 1990; Boerner et al.,
2007). Thus, transformational leadership is concerned with inspiring, stimulating, and
energizing employees to realize certain challenging goals (Bass, 1990; Wright et al., 2012),
which in turn make employee become more intrinsically satisfied with their job as such
behaviours satisfied their high-order needs.

Transactional leadership on the other hand, refers to a dynamic exchange between leaders
and their subordinates (Bass, 1990; Burns, 1978). In this leadership, the working relationship
betweenmanagers and their subordinates is developed through exchange, such as a financial
or non-financial rewards system for achieving a particular goal (Bass, 1990; Burns, 1978; Lai,
2011, p. 1). Transactional leadership behaviour is characterized by contingent rewards and
management by exception. Using contingent rewards, managers ‘specify and clarify goals,
which their subordinates are supposed to reach, and announce appropriate rewards.
Management by exception both active and passive is characterized by leaders who limit
themselves to their role as monitors and intervene only exceptionally’ (Boerner et al., 2007,
p. 17). Transactional leadership behaviours of clarifying employee goals and expected
rewards upon achievement, is expected to make employees become more satisfied
extrinsically (Podsakoff et al., 2006).

Although there are various dimensions of transformational and transactional leadership
styles, this study has aggregated the dimensions of these leadership behaviours, by treating
both leadership behaviours as unidimensional concepts. The reason for because consistent
evidence has demonstrated that the dimensions for each of the leadership styles are usually
correlated highly (r5 0.83 on average; Bass and Avolio, 2000. It is also consistent with prior
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studies (e.g., Dartey-Baah et al., 2019; Mickson and Anlesinya, 2020; Boerner et al., 2007;
Hambley et al., 2005; Walumba et al., 2004) that have operationalized these leadership
behaviours as unidimensional concepts.

Job satisfaction – two-factor perspective: intrinsic and extrinsic
Job satisfaction reflects the degree to which an individual likes the job; it is an enjoyable or
positive feeling about one’s job resulting from the assessment of one’s job (Locke, 1976).
Job satisfaction is how much one likes a specific kind of job or work activity (Locke, 1976;
Lussier andAchua, 2004) rather than how hard or well one works. From the perspectives of
the two-factor theory of motivation and satisfaction (Herzberg et al., 1959), job satisfaction
consists of both intrinsic and extrinsic components. The intrinsic refers how people feel
about the nature of the job (the nature of the tasks themselves) such as challenging
responsibilities, respect and status, opportunities for growth and advancement, etc.)
whereas extrinsic job satisfaction refers how people feel about aspects of the work
environment like pay, security of employment, relationship with management, etc., which
is external to the job tasks or work itself (Hirschfeld, 2000). Job satisfaction in this study is
therefore operationalized from the two-factor perspective; consisting of intrinsic and
extrinsic job satisfaction.

Leadership behaviours and employee job satisfaction
Several studies have examined the relationship between leadership behaviours and employee
job satisfaction (e.g. Alonderiene and Majauskaite, 2016; Dartey-Baah and Ampofo, 2016;
Menon, 2014; Mickson and Anlesinya, 2020). In Lithuanian public and private universities,
Alonderiene and Majauskaite (2016) showed that transformational leadership style and
transactional leadership can have significant positive influence on employee job satisfaction.
In a related study in the manufacturing sector in Ghana, Dartey-Baah and Ampofo (2016)
found that transactional leadership style has significant positive effect on job satisfaction.
Recently, Mickson and Anlesinya’s (2020) study in Ghana’s local government sector showed
that both transactional and transformational leadership have improved job satisfaction, with
transactional leadership surprisingly showing greater effect relative to transformational
leadership. Earlier, Menon (2014) examined the relationship between leadership styles
(transformational, transactional and passive-avoidant leadership) and job satisfaction in the
Republic of Cyprus. The empirical data was collected from 438 secondary school teachers.
Using structural equation modelling, the results suggested that all the elements of the full
range leadershipmodels were significant. In particular, both transformational leadership and
transaction leaderships have positive effect, while the passive-avoidant leadership has a
significant negative effect on job satisfaction. Similarly, Tsai (2008) investigated manager’s
leadership and employee’s job satisfaction. The study was conducted in the international
tourist hotel industry’s context. Using useable questionnaires of 300 and correlation analysis,
the study revealed that consideration style-leadership style positively predicted job
satisfaction more than construction- leadership style. Recently, in the US, Ugaddan and
Park’s (2017) findings indicated that the quality of political and administrative leadership
exhibited can increase public service motivation and employee engagement in public sector
organisations. However, most of the above studies did not operationalized job satisfaction
from the perspective of the two factor-theory of job satisfaction (intrinsic and extrinsic), even
though and as indicated earlier, transactional leadership may facilitate extrinsic job
satisfaction while transformational leaders has more potential to enhance intrinsic job
satisfaction. It is argued that leadership behaviour, specifically, transformational and
transactional leadership behaviours can enhance employee extrinsic and intrinsic job
satisfaction in Ghana’s local government sector.
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Diversity climate
The concepts of workplace diversity and diversity management have been variously defined.
The term diversity basically refers to the differences that exist between individuals. This
makes each and every worker unique with respect to their age, gender, religion, personality,
ethnicity, culture, nationality and the deeper aspects of individuals such as attitudes, values
and behaviours (Dessler, 2011; Kossek et al., 2005; Shaw and Barrett-Power, 1998). Diversity
climate therefore means an atmosphere that is purposively created for the promotion of
diversity at work (Draft and Marcic, 2008; Henry and Evans, 2007). It can be described as
practices, policies and procedures that are aimed at creating inclusive and conducive climate
for diverse workers (Gonzalez and DeNisi, 2009; Groeneveld, 2011). Managing diversity
involves strategies to ensure that the organisation derives maximum gains from its diversity,
but it also requires that its barriers or negative consequences are minimised or removed
(Dessler, 2011). It also constitutes the assistance given to the employees to achieve their
maximum potential at workplaces and ensuring that the privileges rendered out to workers
are fair (Henry and Evans, 2007). In the views of Mujtaba and Sungkhawan (2009), the
concept involves creating synergistic results that are equal to or greater than the sum of the
individual parts by enabling each member of the workforce to perform above and beyond his
or her potential.

Diversity climate and job satisfaction
Supportive diversity climate can enhance job satisfaction among diverse workers in
organisations (Ely andThomas, 2001; Kaçire et al., 2015;McKay et al., 2009). The link between
diversity climate and job satisfaction has been investigated by some researchers (e.g.
Ashikali and Groeneveld, 2015a, b; Kaçire et al., 2015; McKay et al., 2009). Kaçire et al. (2015)
examined the effect of diversity climate on general satisfaction of university students using
data from 273 students in Dicle University. Using structural equation modelling, the study
found that perceived diversity climate has significant positive effect on the general
satisfactions of university students positively and significantly. Employee’s perception of a
positive diversity climate signals to them that their organisation cares about their work
environment (McKay et al., 2009). In the Western United States, Brimhall et al. (2014) studied
the link between diversity characteristics, leader–member exchange, diversity climate,
perception of inclusion, and job satisfaction in a large urban public childwelfare agency using
two waves of data from 363 employees. The structural equation modelling analysis showed
that diversity climate has a positive effect on job satisfaction through inclusion. This means
that diversity climate creates inclusive environment, which consequently, leads to
enhancement in employees’ job satisfaction level. In a similar study, Madera et al. (2013)
examined the effect of hotel managers’ perceived diversity climate on role ambiguity, role
conflict and job satisfaction in the state of Texas, and found that managers who perceived a
positive diversity climate also reported more job satisfaction. From the above, it can be
inferred that job satisfaction of employees in an organisation that is characterized by effective
climate for diversity will be high than in organisations where climate for diversity is lacking
or inadequate.

Leadership, diversity climate and job satisfaction
In order to blend a diverse workforce into a close knit and productive one, it requires strong
leadership and or appropriate behaviours of leaders and managers (Pongpayaklert and
Atikomtrirat, 2011). Organisations with exemplary reputation in managing diversity typically
have senior or topmanagerswho champion diversity’s benefits by advocating the need for and
advantages of a diverse workforce and also acting as role models for demonstrating pro-
diversity behaviours (Pongpayaklert and Atikomtrirat, 2011). In order to provide vision and
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inspire their organisations, effective leaders needs to understand these multiplicity of values,
perspectives, and worldviews that their individual workers and teams may cherish and use
their cultural intelligence and appropriate leadership styles in different settings to create an
inclusive and an effective work environment (Rockstuhl et al., 2011). From the above, it can be
argued that behaviours of leaders in organisations can improve diversity in the workplace.
Specifically, it suggests that leaders have roles to play in ensuring that the diversity in their
workplace iswellmanaged by engaging in actions and instituting policies to create a conducive
environment or climate for the management of diverse workforce.

As indicated in the proceeding, prior studies (e.g. Alonderiene and Majauskaite, 2016;
Dartey-Baah and Ampofo, 2016; Menon, 2014; Mickson and Analesinya, 2020) indicated that
transformational and transactional leadership behaviours can enhance employee job
satisfaction. Similarly, from previous evidence (Pongpayaklert and Atikomtrirat, 2011;
Rockstuhl et al., 2011), it suggests that effective leaders manage workplace diversity well by
engaging in actions and instituting policies to create a conducive environment or climate for
diverse workforce to live in peace and harmony with one another. This supportive diversity
climate in turn can enhance job satisfaction among diverse workers in organisations (Ely and
Thomas, 2001; Kaçire et al., 2015; McKay et al., 2009).

Given that public sector employees have the tendency to be intrinsically satisfied with
their jobs, transformational leadership can contribute positively towards enhancing job
satisfaction among local government servants (Orazi et al., 2013). Besides, as
transformational leaders emphasize development of a clear vision, working collectively to
achieve the vision of the organisation, inspiring workers to share and accept the common
vision, and providing assistance to them to achieve the vision of the organisation (Paarlberg
and Lavigna, 2010; Wright et al., 2012; Wright and Pandey, 2009), we argue that it can
enhance employees’ intrinsic job satisfaction. Moreover, according to Ashikali and
Groeneveld (2015a, b), transformational leadership behaviours fit very well with creation
of diversity climate. Indeed, diversity scholars expect a dual effect; in that, these leaders foster
the positive effects and at the same timeminimize the adverse effects of diversity on employee
attitudinal and behavioural outcomes (Kearney andGebert, 2009; De Vries andHoman, 2008).
Specifically, transformational leaders by fostering collective team identification eliminate or
minimize adverse effects of differences in the workforce (Kearney and Gebert, 2009). Aside,
transformational leaders are more likely to foster an inclusive culture in which diverse
employees feel respected and valued (Ashikali and Groeneveld, 2015a, b), and improve their
intrinsic job satisfaction.

Also, due to the potential for this leadership to treat different worker groups fairly and
ensuring that the privileges rendered out to workers are fair through its individualized
consideration behaviours (Henry and Evans, 2007), it can result in different categories of
workers experiencing intrinsic job satisfaction. In addition, as indicated earlier,
transformational leadership aims to changes and transforms individuals (Northouse, 2004),
and to elicit their intrinsic motivation, it is argued that transformational leadership
behaviours can help employees irrespective of their backgrounds to meet their intrinsic
needs, leading to high level of intrinsic satisfaction with job. Besides, as transformational
leaders are seen as rolemodel and behaves consistently with articulated ethics, principles and
values (Boerner et al., 2007), they can develop a vision for the creation of a climate for diversity
and inspire employees to accept and collectively achieve the vision through the leaders’
espousing diversity principles and values, and thus, improve intrinsic job satisfaction among
group members who may be different in diverse ways.

Again, from the perspective of the social exchange theory (Blau, 1964), when employees
are involved in trustworthy exchanges with the organisation, they experience a sense of felt
obligation that invites reciprocation through positive inclinations toward, and behaviours
that benefit the organisation. Unlike transactional leadership which focuses on economic
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exchanges, transformational leadership focuses mainly on social exchanges between leader
and follower in the form of the psychological contract, and thereby increasing intrinsic job
satisfaction (Pillai et al., 1999). Following social exchange theory, it may be expected that
employees will respond to being valued and cared by reciprocating with attitudes and
behaviours that are beneficial for the organisation (Aryee et al., 2002; Eisenberger et al., 2001).
This means that social exchange theory thus, explains the mechanism why diversity climate
could mediate transformational leadership and job satisfaction since transformational
leadership seeks to meet intrinsic needs rather than transactional needs of workers by
transforming diverse individuals and groups. Consequently, we hypothesized that:

H1. Diversity climate will mediate the relationship between transformational leadership
and intrinsic job satisfaction among local government servants in Ghana.

Through the transactional leader’s explicit instructions about how to achieve organisational
goals and rewards that will be obtained in return, can make employees get extrinsic rewards
(House, 1996; Kim et al., 2014, pp. 239–240). This action of transactional leaders can also create
appropriate diversity climate for diverse groups of workers to work together effectively.
More specifically, transactional leaders can easily implement policies and practices to create
climate for diversity by setting diversity-related performance goals, clarify the path to
achieve such goals, monitor progress towards the achievement of diversity goals, and
explicitly indicates rewards that employees stand to get by achieving diversity-related goals
in the organisation, thereby enhancing their extrinsic job satisfaction.

This is consistent with the social exchange theory of leadership (Blau, 1964). In this case,
when individuals feel that a person (such as a leader) or organisation has treated them
positively, they reciprocate by treating the person or organisation favourably in return
(Farganis, 2011; Shore et al., 2006). The exchanges entail a number of interactions that over a
period of time generate obligations and liberties betweenworkplace social networkmembers.
Even though financial rewards are frequently not available in local government institutions,
public managers can still use verbal and/or other rewards to improve extrinsic job
satisfaction among employees (An et al., 2019). And when it is rightly sustained under the
right circumstances, it is able to breed high quality relationships in theworkplace (�Amo, 2006)
and in turn can make them have positive experience with their job extrinsically.

According to Brimhall et al.’s (2014) longitudinal study of employees of a large urban
public child welfare agency in the western United States suggests that existence of quality
transactional relationship between leaders and diverse work groups can create a perception
of an inclusive climate for the satisfaction of diverse workforce. This implies that diversity
climate is expected to mediate the relationship between transactional leadership behaviour
and extrinsic job satisfaction since transactional leadership relates mainly to meeting
extrinsic (transactional-related) job satisfaction. Consequently, we hypothesized that:

H2. Diversity climate will partially mediate the relationship between transactional
leadership and extrinsic job satisfactions among local government servants
in Ghana.

The hypothesized relationships between transformational leadership, transactional
leadership, and diversity climate and job satisfaction from the two-factor perspective of
intrinsic and extrinsic job satisfaction are summarized and depicted in Figure 1.

Methodology
Study context
The study examined the mediation role of diversity climate on the relationship between
leadership behaviours and job satisfaction among workers in the local government sector of
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Ghana. Local Government Service is the newest of the public services of Ghana. It is
established by Local Government Service Act 2003 Act 656 with its objective being ‘to secure
effective administration and management of local government in the country’. The Local
Government Service (LGS) which includes the Local Government Service Secretariat (LGSS),
Metropolitan,Municipal andDistrict Assemblies (MMDAs) and the Regional Co-coordinating
Councils (RCC), has as its governing body a LGS Council which oversees governance issues
and ensures effective functioning of the LGS (http://www.lgs.gov.gh/about-local-
government). In Ghana’s Local Government Service, there are diverse groups of workers.
Moreover, public sector workers in Ghana tend to frequently engage in industrial strikes,
often triggered by the need for better conditions of work. This suggests some level of job
dissatisfaction in this sector (Mickson and Anlesinya, 2020). This suggests industrial actions
in most organisations, including Local Government Service are triggered by extrinsic
reasons. Thus, leadership, particularly transactional leadership may be useful in addressing
this issue. This makes it an important context for the study. Furthermore, Bame (1974)
argued that Ghanaian workers often use extrinsic job dissatisfaction such as low salaries and
wages as a meaningful and acceptable object for justifying strike actions while discussing
their real causes of job dissatisfaction, which may be intrinsic job satisfaction-related. Thus,
transformational leadership equally, has an important role to play in understanding the real
underlying causes of job satisfaction, in order to enhance job satisfaction. Again, none of the
studies reviewed on the topic have focused on local government sector leadership, diversity
and job satisfaction. Hence, this study in Ghana’s local government sector is worth
investigating.

Data and sample
The study collected data from employees in Ghana’s Local Government Service in Greater
Accra Region. We selected a convenience sample of four hundred and fifty (450) employees
working in the Local Government Service. However, 322 were found to be useable. This
sample size is similar to previous studies in Ghana (see Gyensare et al., 2016; Mickson and
Anlesinya, 2020). In selecting these research participants, the researchers adopted a multi-
stage samplingmethod by using purposive and proportionate stratified sampling techniques
to select the organisations. The stratified sampling technique ensured that the heterogeneous
target population was grouped into three homogeneous strata: Districts, Municipalities and
Metropolitan Assemblies. There were 16 Metropolitan, Municipal and District Assemblies in
the Greater Accra Region of Ghana at the time of data collection: 6 District Assemblies, 8
Municipal Assemblies and 2 Metropolitan Assemblies. Three District Assemblies, four
Municipal Assemblies and One Metropolitan Assembly were purposively selected for the
study. The purpose of doing this is to ensure that each category is fairly represented in this
study.Majority (46%) of the respondentsweremaleswhile some (44.10%)were females. Also,
32 respondents representing 9.90% did not indicate their gender. In terms of age, majority

Source(s): Authors’ own framework 
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(39.80%) of the respondents were 29–38 years. This was followed by the age categories of 18–
28 and 39–48 which have 76 respondents representing 23.60% each. In addition, 12
respondents representing 3.70%were 49–60 years old. However, 9.30% did not indicate their
age categories. In terms of education, more than half (51.60%) of the respondents had
University degrees (bachelor and masters), some (31.10%) had diploma and High National
Diploma (HND) and few (5.60%) had Senior High School or equivalent qualifications but
38(11.80%) did not state their educational qualifications.

Measures
Diversity climate: Diversity management climate was measured using a three-item scale
derived from previous research studying the effectiveness of diversity management (Choi,
2009; Pitts, 2009). This scale has also been utilised by other researchers such as Ashikali
and Groeneveld (2015a, b). It was measured on five point Likert scale with 1 5 strongly
disagree to 55 strongly agree. The measurement items for diversity climate are shown in
Table 1.

Leadership behaviour: The study adapted nine items from the Multifactor Leadership
Questionnaire (MLQ) Form 5X-Short developed by Avolio and Bass (2004) to measure
transformational leadership and transactional leadership behaviours. Specifically, four items
measured transformational leadership across its four main dimensions of idealized influence,
inspirational motivation, intellectual stimulation and individualized consideration.
Transactional leadership was measured using five statements across its three dimensions
of contingent reward, management by exception – active and management by exception –
passive. The items were measured using five point Likert scale, where 15 strongly disagree
to 5 5 strongly agree. The scale has recently been used also by Mickson and Anlesinya
(2020). Themeasurement items for transformational and transactional leadership behaviours
are shown in Table 2.

Job satisfaction: The items under this section sought to ascertain the extent to which
workers are satisfiedwith their job. The fourteen (14) measured on five point Likert scale with
15 strongly disagree to 55 strongly agree were adapted fromHackman and Oldham (1975).
The scale has recently been used also by Mickson and Anlesinya (2020). An EFA analysis
revealed that job satisfaction has two factors, which were namely as extrinsic job satisfaction
and intrinsic job satisfaction. The measurement items for the two-factor job satisfaction are
shown in Table 3.

Control Variables – Based on preliminary analysis, the study controlled for the age and
level of education of the participants. Age was coded 1 5 young adult (18–40 years) and
0 5 old adults (40–60 years). Education was also coded as 1 5 University education and
05 pre-university education. These factors were found to influence job satisfaction in prior
studies (e.g. Mickson and Anlesinya, 2020).

Construct items
Factor
loadings

DM1: Supervisors/team leaders in my work unit are committed to a workforce that is
representative of all segments of society

0.77

Managers/supervisors/team leaders work well with employees of different backgrounds 0.75
Policies and programmes promote diversity in my workplace (e.g., recruiting minorities and
women, training in awareness of diversity issues, mentoring)

0.74

Note(s): Kaiser-Meyer-Olkin (KMO) Sampling Adequacy test5 0.645; Bartlett’s test of Sphericity5 106.621,
p < 0.001; Cumulative variance explained 5 56.738%; Extraction method 5 principal component analysis

Table 1.
EFA analysis of
diversity climate scale
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Data analysis
Exploratory factor analysis and confirmatory factory analyses were used to validate the
measurement items. Also, Bootstrapping method has been suggested as a robust means for
assessing significance of the indirect effect. This method has been proved to perform best in
terms of both power and controlling Type I error rates (Preacher and Hayes, 2008). Hence,
bootstrapping method of mediation analysis constructed at 95% Confidence Intervals (C.I)
(percentilemethod) was used to test the significant the indirect effect with the aid of structural
equation modelling (SEM) computed using IBM Amos version 24.0. The use of SEM allowed
for the simultaneous testing of the hypothesized model while reducing measurement
problems ofmeasurement error, which is amajor issue in cross-sectional survey data, thereby
enhancing the quality of the estimates.

Results and findings
Tests of multivariate normality and common method bias
Multivariate kurtosis value was 0.92 with a critical ratio of 0.65, suggesting the data is
normally distributed. Besides, common method bias was assessed using Harman’s Single
factor method via exploratory factor analysis (Podsakoff et al., 2003). When all the itemswere

Construct items
Factor
loadings

Transformational leadership
TFL1: My leader provides vision and sense of mission, instils pride, gains respect and trust 0.79
TFL2: My leader communicates high expectations, uses symbols to focus efforts, and
expresses important purposes in simple ways

0.74

TFL3: My leader promotes intelligence, rationality, and careful problem solving 0.72
TFL4: My leader gives personal attention, treats each employee individually, coaches,
advises

0.62

Transactional leadership
TSL6: My leader concentrates his/her full attention on dealing with mistakes, complaints or
failures

0.82

TSL7: My leader directs my attention toward failures to meet standards 0.73
My leader keeps track of all mistakes 0.56
My leader makes clear what I can expect to receive when performance goals are achieved 0.53

Note(s): Kaiser-Meyer-Olkin (KMO) Sampling Adequacy test5 0.723; Bartlett’s test of Sphericity5 672.964,
p < 0.001; Cumulative variance explained 5 54.145%; Extraction method 5 principal component analysis

Construct items Factor loadings

Intrinsic job satisfaction
JS2: I am satisfied with the scope for using initiative 0.77
JS7: I am satisfied with the sense of achievement I get from my job 0.66
JS6: I am satisfied with the training I have received 0.66
JS1: I am satisfied with the work I do 0.62

Extrinsic motivation
JS5: I feel my job is secure 0.66
JS4: I am satisfied with my pay 0.81

Note(s): Kaiser-Meyer-Olkin (KMO) Sampling Adequacy test5 0.677; Bartlett’s test of Sphericity5 203.287,
p < 0.001; Cumulative variance explained 5 52.012%; Extraction method 5 principal component analysis

Table 2.
EFA analysis of
leadership scale

Table 3.
EFA analysis of job

satisfaction scale
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used for the analysis, the results revealed five factors; with 61.931% variance explained but
the highest variance explained by a single factor was 26.76%, followed by 10.43 and 7.33%
being the least. Thus, since a single factor did not explained more than 50% of the variance
(Podsakoff et al., 2003), it is concluded that commonmethod bias was not an issue in the data.

Results of reliability and validity analyses
The composite reliability values which is comparable to Cronbach’s α (Nunnally, 1978) in
Table 4 ranged from 0.66 to 0.81, and only one construct’s value is less than 0.70 thus, the
variables are concluded to demonstrate acceptable level of internal consistency (Fornell and
Larcker, 1981). The divergent validity was assessed using average variance explained (AVE).
The AVE for all the variables in Table 4 were above the 0.50 (G€otz et al., 2010) with the
exception of transactional leadership (AVE5 0.46), although close. According to Ping (2009),
‘an AVE slightly below 0.50 might be acceptable if it does not produce major discriminant
validity problems, and the diminished AVE is noted and discussed in the limitations section
of the paper’. The above are all satisfied in this case, and indeed, in other studies (e.g. Bacq
and Alt, 2018), An AVE of less than 0.50 has been used; hence, our study followed similar
footsteps. Thus, the variables generally demonstrated convergent validity. Similarly, since
the square root of the AVE for each latent variable is more than the corresponding inter-
construct Pearson correlations (Fornell and Larcker, 1981) in Table 5, it followed that the
constructs demonstrated discriminant validity.

Variables SFL t-value

Transformational leadership (C.R 5 0.76; AVE 5 0.51)
My leader communicates high expectations, uses symbols to focus efforts, and expresses
important purposes in simple ways

0.63 Fixed

My leader promotes intelligence, rationality, and careful problem solving 0.71*** 5.01
My leader gives personal attention, treats each employee individually, coaches, advises 0.79*** 5.83

Transactional leadership (C.R 5 0.66; AVE 5 0.46)
My leader concentrates his/her full attention on dealing with mistakes, complaints or
failures

0.60 Fixed

My leader directs my attention toward failures to meet standards 0.75*** 6.72

Diversity management (C.R 5 0.75; AVE 5 0.50)
Policies and programmes promote diversity in my workplace (e.g., recruiting minorities
and women, training in awareness of diversity issues, mentoring)

0.77 Fixed

Supervisors/team leaders in my work unit are committed to a workforce that is
representative of all segments of society

0.64*** 7.30

Managers/supervisors/team leaders work well with employees of different backgrounds 0.70*** 10.24

Intrinsic job satisfaction (C.R 5 0.81; AVE 5 0.52)
I am satisfied with the scope for using initiative 0.66 Fixed
I am satisfied with the sense of achievement I get from my job 0.71*** 5.42
I am satisfied with the training I have received 0.77*** 5.19
I am satisfied with the work I do 0.73*** 6.44

Extrinsic motivation (C.R 5 0.74; AVE 5 0.63)
I feel my job is secure 0.79 Fixed
I am satisfied with my pay 0.80** 11.37

Note(s): Model fit indices: CMIN/df (χ2/df) 5 3.09; RMSEA 5 0.08; CFI 5 0.85; GFI 5 0.93
*** SFL (Standardised factor loading) is significant at 0.1% (0.001); α 5 Cronbach’s Alpha, CR 5 Composite
Reliability and AVE 5 Average Variance Explained

Table 4.
Validity and reliability
analyses for (CFA)
measurement model
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Correlation analysis and test of multicollinearity
Table 5 shows Pearson correlation between the variables. From the results, the significant
correlation between transformational and transactional leadership behaviours (independent
variables) and diversity climate (mediator), and correlation between diversity climate and
both measures of job satisfaction (intrinsic and extrinsic) as well as the significant
relationship between transformational and transactional leadership behaviours (independent
variables) and intrinsic and extrinsic job satisfaction respectively (dependent variable)
satisfied the conditions for mediation analysis as recommended by Baron and Kenney (1986).
Overall, the correlations between the independent variables including the control variables
did not raise multicollinearity problems.

Test of the structural model and mediating effects
The first hypothesis (H1) states that ‘diversity management climate will partially mediate
the relationship between transformational leadership and intrinsic job satisfactions among
local government servants in Ghana’. The bootstrap mediation results in Table 6 showed
that transformational leadership has a significant direct effect (β 5 0.32, p < 0.05) and
indirect effect effects via diversity climate (β 5 0.05, p < 0.05) on intrinsic job satisfaction.
This means that results provided empirical evidence in support of the hypothesis one (H1).
The second hypothesis (H2) states that ‘diversity climate will partially mediate the
relationship between transactional leadership behaviour and extrinsic job satisfaction
among local government servants in Ghana’. The results in Table 6 showed significant
direct effect (β5 0.27, p < 0.05) of transactional leadership on extrinsic job satisfaction but
the indirect effect (β 5 0.01, p > 0.05) of transactional leadership via diversity climate on
extrinsic job satisfaction is insignificant. Hence, hypothesis (H2) is not supported by the
empirical evidence.With respect to the control variables, age has significant negative effect
on extrinsic job satisfaction but positive effect on intrinsic job satisfaction. Gender also
negatively affects extrinsic job satisfaction but insignificant positive effect on extrinsic job
satisfaction. However, education has no significant effect on any of the two measures of job
satisfaction.

Variables 1 2 3 4 5 6 7 8

1. Intrinsic job
satisfaction

0.72

2. Extrinsic job
satisfaction

0.25*** 0.79

3. Diversity climate 0.32*** 0.15** 0.71
4. Transactional
leadership

0.39*** 0.27*** 0.30*** 0.68

5. Transformational
leadership

0.44*** 0.08 0.42*** 0.34*** 0.71

Control variables
6. Gender 0.03 �0.15*** �0.04 0.06 �0.01 1.00
7. Age 0.02 �0.18** �0.14*-0.09 �0.14* �0.02 1.00
8. Education 0.15** 0.03 0.14* 0.15** 0.16** �0.07 �0.16** 1.00

Note(s): *** Correlation coefficient is Significant at 0.001 (0.01%); ** Correlation coefficient is Significant at
0.01 (1%); * Correlation coefficient is Significant at 0.05 (5%). The diagonal of the matrix displays the square
root of each construct’s Average Variance Extracted (in italic)

Table 5.
Correlation analysis

and tests of
discriminant validity
and multicollinearity
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Discussions
Although studies on the link between leadership behaviours (transformational and
transactional) and job satisfaction are abound (e.g. Alonderiene and Majauskaite, 2016;
Dartey-BaahandAmpofo, 2016;Menon, 2014;Mickson andAnalesinya, 2020), there is dearth of
research ondiversity climate as amechanism in these relationships. As a result, we investigated
whether diversity climate mediates the relationship between transformational leadership and
intrinsic job satisfaction using empirical evidence from Ghana’s Local Government Service (i.e.
H1). The results frombootstrappingmethods ofmediation analysis whichwas estimated using
SEM techniques confirmed that diversity climate partially mediated the relationship between
transformational leadership and intrinsic job satisfaction. This empirical evidence suggests
that transformational leadership behaviours create conducive and inclusive climate for
different worker categories to thrive, and consequently, enhance their intrinsic job satisfaction.
It further means that local government managers and by extension public leaders, who
encourage intellectual stimulation, provides inspirational leadership, provides a vision, exhibits
individualised consideration and whose behaviour and actions are characterised by idealized
influence, has the tendency to create appropriate climate for diversity in their organisations
effectively by emphasizing respect, tolerance and mutual respect among different worker
groups, thereby resulting in improved intrinsic job satisfaction among them. It might also
implies that transformational leadership behaviour develops collective excitement among
different groups of workers with their jobs through the development of the abilities and
capabilities of all employees irrespective of their background, culture, gender, age and
experience by creating the perception of love, honesty, tolerance, trust and care among
employees. This, from the perspectives of the social exchange theory is expected to make the
workers to respond to being valued and cared by reciprocatingwith attitudes such as becoming
intrinsic job satisfaction that are beneficial for the organisation. Our result therefore provided
empirical evidence for Ashikali and Groeneveld’s (2015a, b) argument that transformational
leadership behaviours fit verywell with the creation of diversity climate and positive employee
attitudes since transformational leaders are more likely to foster an inclusive culture in which

95% confidence level (CI)
Path/Relationship Effect Estimate Boot LCI Boot UCI

TFL >Intrinsic Direct 0.32*** 0.20 0.43
TFL >DC >Intrinsic Indirect 0.05** 0.01 0.09

Total 0.37*** 0.26 0.46
TSL >Extrinsic Direct 0.27*** 0.15 0.39
TSL >DC >Extrinsic Indirect 0.01 �0.01 0.03

Total 0.28*** 0.17 0.40

Control variables
Gender >Intrinsic Direct 0.03 �0.06 0.12
Gender >Extrinsic Direct �0.17* �0.27 �0.07
Age >Intrinsic Direct 0.12* 0.02 0.22
Age >Extrinsic Direct �0.17** �0.27 �0.07
Education >Intrinsic Direct 0.06 �0.03 0.15
Education >Extrinsic Direct �0.05 �0.16 0.06
Model fit indices CMIN/df (χ2/df) 5 1.29; RMSEA 5 0.03; CFI 5 0.99;

IFI 5 0.99

Note(s): (i) ***; **; * Bootstrap estimate is significant at 0.01% (0.001), 1% (0.01), 5% (0.05) respectively. (ii)
Bolded starred estimate 5 Indirect effect (Mediation) is significant. (iii) TFL 5 transformational leadership;
TSL 5 transactional leadership; DC 5 diversity climate; Intrinsic 5 intrinsic job satisfaction;
Extrinsic 5 extrinsic job satisfaction; JS 5 job satisfaction

Table 6.
Bootstrapping test of
mediation at 95%
confidence
intervals (CI)
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diverse employees feel respected and valued, leading to improvement in their intrinsic job
satisfaction. The research result also implies that when leadership effort is directed at creating
supportive diversity environments (Ely and Thomas, 2001; Kaçire et al., 2015; McKay et al.,
2009), it will promote effective management of multicultural workforce by enhancing their
respective intrinsic job satisfaction.

Our second hypothesis examined the mediating effect of diversity climate in the
relationship between transactional leadership behaviour and extrinsic job satisfaction in
Ghana’s Local Government Service. This is based on the argument which is earlier, advanced
from the perspectives of transactional leadership theory (Bass, 1990) and social exchange
theory (Blau, 1964) that transactional leaders can easily implement policies and practices to
create climate for diversity by setting diversity-related performance goals, clarifying the path
to achieve such goals, monitoring progress towards the achievement of diversity goals, and
explicitly indicating employees’ reward upon achievement of diversity-related goals, hence,
eliciting their extrinsic job satisfaction. Contrary to this expectation, the empirical results
indicate that diversity climate did not mediate the relationship between transactional
leadership behaviour and extrinsic job satisfaction. This could mean that public leaders who
engage in transactional behaviours seem not to use social and economic exchanges to rally
diverse groups to work collectively towards the set goals, thereby failing to create
appropriate climate for diversity to improve extrinsic job satisfaction. It also suggests that
transactional leadership practices such as contingent reward and management by objectives
are not being exhibited impartially or objectively to ensure climate for diversity and improve
extrinsic job satisfaction among both minority and majority categories of workers. Thus,
from the social exchange theory (Blau, 1964), it can be inferred that transactional leaders in
the Ghanaian Local Government Service do not effectively create reciprocal extrinsically
satisfied employees via diversity climate.

Implications and conclusion
Implications
The necessity of managing and leading diverse workforce in organisations is growing, and
has raised the role of leadership styles in ensuring job satisfaction among diverse workers.
Hence, this study examines the mediation role of diversity management on the relationship
between transformational leadership, transactional leadership and job satisfaction (intrinsic
and extrinsic) using the experience of Ghana’s local government service. The findings of the
study have significant theoretical and practical implications. Theoretically, Bass (1990) and
Bass et al. (2003) have asserted that transactional and/or transformational leaders can
improve job satisfaction among workers through several different mechanisms. In this
regard, we have contributed to knowledge by highlighting diversity climate as a critical
mechanism in converting transformational leadership behaviours into intrinsic job
satisfaction among workers in a diversified work environment. This implies that by
transforming the workplace to be inclusive through transformational leadership, it can
improve intrinsic job satisfaction. We have further contributed toward extending the social
exchange theory, full-range leadership theory and the two-factor theory of job satisfaction by
demonstrating the differential effect of leadership behaviours on intrinsic and extrinsic job
satisfaction, where transformation and transactional leadership relate positively to intrinsic
and extrinsic respectively, with diversity climate serving a central social transmission
mechanism in transformational leadership-intrinsic satisfaction nexus. As noted earlier, this
results from the social exchange theory perspectives implies that transformational leaders
can create climate for diversity to improve intrinsic job satisfaction by using exchanges such
as instituting diversity policies and other initiatives that make diverse employees to feel
being valued and cared for by the organisation, which in turn, make them reciprocate be
becoming intrinsically satisfied with their jobs.
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Practically, prior evidence suggests Ghanaian workers sometimes tend to disguise their
intrinsic job dissatisfaction by resorting to the use of extrinsic job dissatisfaction issues such
as pay to justify strike actions (Bame, 1974). This suggests that although recent industrial
actions among the local government servants in Ghana have been overtly justified based on
extrinsic job dissatisfaction, can be addressed using transformational leadership behaviours.
This is because they may have being disguising their actual underlying motivation for
threatening to declare or declaring strike actions, which may be related to their intrinsic job
needs. Our findings therefore, imply that leaders in the local government sector through their
transformational leadership behaviours can create the right atmosphere for diverse workers
to experience maximum intrinsic job satisfaction. This is important because when managers
deplore transformational leadership behaviours to create diversity climate, they will be
creating an inclusive andwelcomingwork environment among its diverse workforce, leading
to enhancement in employees’ intrinsic job satisfaction level for effective and efficient
achievement of the organisational goals. Hence, public leaders are urged to engage in
transformational leadership behaviours to transform the work environment to accept
diversity to improve intrinsic job satisfaction among members who may be different in
diverse ways. Furthermore, the findings imply that that leaders in public organisations in
Ghana need to develop the ability to recognize the diversity of their workforce and create the
right climate for diverse workers to be intrinsically satisfied with their jobs. Moreover, even
though diversity climate did not significantly mediate the relationship between transactional
leadership and extrinsic job satisfaction, the positive nature of the results implies that
improvement in the quality of the leader-member exchanges relating to diversity issues, and
leaders’monitoring interventions targeted at diversity in the workplace can make employees
extrinsically satisfied with their jobs.

The following are some potential limitations of the findings of this study. First, the
geographical location of the research participants may limit the study. Although the findings
are great, the location of the study (e.g. Greater Accra) prevents generation across local
service organisations in Ghana, and other organisations. Future researches are therefore
required to overcome this limitation of this study. Second, the findings of this study are
limited only to Ghana’s Local Government Service and may be limited in generalization to
other sectors and organisations such as profit-oriented organisations due to potential
differences in sectors or contexts. Unlike the private sector leaders who work solely within
their organisations, George et al. (2019) argued that fewer public sector leaders’work operates
exclusively within their own organisation. This is because convergence in public services
provision around the citizen is on the rise, and very challenging to separate on public service
from the other. Moreover, since the AVE of a variable is slightly less than the recommended
threshold of 0.50, it can limit the applications of the findings. Nonetheless, its strong internal
consistency gives necessary confidence in the results. Besides, using cross-sectional data for
testing themediationmodels is major limitation to the findings.We therefore, suggest the use
of longitudinal data in future studies. Again, future studies may explore whether diversity
management climate can mediate the relationship between the dimensions of
transformational leadership and transactional leadership behaviours.

Conclusion
In conclusion, the diversity of workers in organisations is on the rise coupled with the
persistent challenge for leaders in organisations, particularly, public institutions to enhance
job satisfaction among employees in a diversified work environment. Given the scarcity of
studies investigating diversity climate as a mediator in the relationship between
transformational and transactional leadership behaviours and two-factor perspective of
job satisfaction, findings of our study add to the diversity management and leadership
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literature generally and specifically in the public sector and will inspire new research stream.
The findings will further improve efforts of organisations to become more inclusive and
enhance positive work attitudes among employees with different backgrounds and
personalities by enhancing the understanding of leaders in the local government sector to
exhibit leadership behaviours that can create inclusive and right atmosphere for diverse
workers to live in peace and harmony, to enhance their job satisfaction and advance
organisational goals.
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Kaçire, _I., Kurtulmuş, M. and Karabıyık, H. (2015), “The effect of perceived diversity climate on
general satisfaction of university students”, International Journal of Learning and Development,
Vol. 5 No. 2, pp. 20-31.

Kearney, E. and Gebert, D. (2009), “Managing diversity and enhancing team outcomes: the promise of
transformational leadership”, Journal of Applied Psychology, Vol. 94 No. 1, pp. 77-89.

Kim, S., Egan, T.M. and Moon, M.J. (2014), “Managerial coaching efficacy, work-related attitudes, and
performance in public organizations: a comparative international study”, Review of Public
Personnel Administration, Vol. 34 No. 3, pp. 237-262.

Kossek, E., Lobel, S.A. and Brown, J. (2005), “Human Resource Strategies to manage workforce
diversity examining, the business case”, available at: http://www.sagepub.com/upmdata/7425_
03_Konrad_02.pdf.

Kouzes, J.M. and Posner, B.Z. (2006), The Leadership Challenge, Vol. 3, John Wiley & Sons,
Hoboken, NJ.

Lai, A. (2011), “Transformational-transactional leadership theory”, available at: http://digitalcommons.
olin.edu/ahs_capstone_2011/17.

Role of
diversity

climate on
leadership

185

http://www.sagepub.com/upmdata/7425_03_Konrad_02.pdf
http://www.sagepub.com/upmdata/7425_03_Konrad_02.pdf
http://digitalcommons.olin.edu/ahs_capstone_2011/17
http://digitalcommons.olin.edu/ahs_capstone_2011/17


Locke, E.A. (1976), The Nature and Causes of Job Satisfaction. Handbook of Industrial and
Organizational Psychology, RandMc Narlly, Chicago.

Lussier, R.N. and Achua, C.F. (2004), Leadership: Theory, Application, Skill Development, South-
Western, Thomson, MN.

Madera, J.M., Dawson, M. and ve Neal, J.A. (2013), “Hotel managers’ perceived diversity climate and
job satisfaction: the mediating effects of role ambiguity and conflict”, International Journal of
Hospitality Management, Vol. 35, pp. 28-34.

Mayhew, R. (2011), “What are the causes of negative workplace relationships?”, available at: http://
www.ehow.com/info_8220545_causesnegative-workplace-relationships.html.

Mazur, B. (2010), “Cultural diversity in organisational theory and practice”, Journal of Intercultural
Management, Vol. 2 No. 2, pp. 5-15.

McKay, P.F., Avery, D.R. and Morris, M.A. (2009), “A tale of two climates: diversity climate from
subordinates’ and managers’ perspectives and their role in store unit sales performance”,
Personnel Psychology, Vol. 62, pp. 767-791.

Menon, M.E. (2014), “The relationship between transformational leadership, perceived leader
effectiveness and teachers’ job satisfaction”, Journal of Educational Administration, Vol. 52
No. 4, p. 5.

Mickson, M.K. and Anlesinya, A. (2020), “Enhancing job satisfaction among local government
servants in Ghana: the relative roles of diverse leadership behaviours”, International Journal of
Public Leadership, Vol. 16 No. 1, pp. 1-16.

Mujtaba, B.G. and Sungkhawan, J. (2009), “Situational leadership and diversity management coaching
skills”, Journal of Diversity Management, Vol. 4 No. 1, pp. 1-12.

Northouse, P.G. (2004), Leadership: Theory and Practice, Sage Publications, Inc., Thousand Oaks, CA.

Nunnally, J.C. (1978), Psychometric Theory, McGraw-Hill, New York.

Orazi, D.C., Turrini, A. and Valotti, G. (2013), “Public sector leadership: new perspectives for research
and practice”, International Review of Administrative Sciences, Vol. 79 No. 3, pp. 486-504.

Paarlberg, L.E. and Lavigna, B. (2010), “Transformational leadership and public service motivation:
driving individual and organizational performance”, Public Administration Review, Vol. 70 No.
5, pp. 710-718.

Pillai, R., Schriesheim, C. and Williams, E. (1999), “Fairness perceptions and trust as mediators for
transformational and transactional leadership: a two-sample study”, Journal of Management,
Vol. 25 No. 6, pp. 897-933.

Ping, R.A. (2009), “Is there any way to improve average variance extracted (ave) in a latent variable
(lv) x (revised)?”, available at: http://www.wright.edu/∼robert.ping/ImprovAVE2.doc.

Pitts, D.W. (2009), “Diversity management, job satisfaction, and performance: evidence from US
federal agencies”, Public Administration Review, Vol. 69 No. 2, pp. 328-338.

Podsakoff, P.M., Bommer, W.H., Podsakoff, N.P. and MacKenzie, S.B. (2006), “Relationships between
leader reward and punishment behavior and subordinate attitudes, perceptions, and behaviors:
a meta-analytic review of existing and new research”, Organizational Behavior and Human
Decision Processes, Vol. 99 No. 2, pp. 113-142.

Podsakoff, P., MacKenzie, S., Lee, J. and Podsakoff, N. (2003), “Common method biases in behavioural
research: a critical review of the literature and recommended remedies”, Journal of Applied
Psychology, Vol. 88 No. 5, pp. 879-903.

Pongpayaklert, T. and Atikomtrirat, W. (2011), “Managing Diversity in Multinational Organisations –
Swedish and Thai Context”, (Master Thesis), School of Business and Economics, Linnaeus
University.

Preacher, K.J. and Hayes, A.F. (2008), “Asymptotic and resampling strategies for assessing and
comparing indirect effects in multiple mediator models”, Behavior Research Methods, Vol. 47
No. 1, pp. 879-891.

WJEMSD
17,2

186

http://www.ehow.com/info_8220545_causesnegative-workplace-relationships.html
http://www.ehow.com/info_8220545_causesnegative-workplace-relationships.html
http://www.wright.edu/~robert.ping/ImprovAVE2.doc


Riaz, A. and Haider, M.H. (2010), “Role of transformational and transactional leadership on job
satisfaction and career satisfaction”, Business and Economic Horizons, Vol. 1 No. 1, pp. 29-38.

Riketta, M. (2008), “The causal relation between job attitudes and performance: a meta-analysis of
panel studies”, Journal of Applied Psychology, Vol. 93 No. 2, pp. 472-481.

Robbins, S.P. (2005), Essential of Organisational Behaviour, Prentice Hall, New Jersey.

Rockstuhl, T., Seiler, S., Ang, S., Dyne, L. and Annen, H. (2011), “Beyond general intelligence (IQ)
and emotional intelligence (EQ): the role of cultural intelligence (CQ) on cross- border
leadership effectiveness in a globalized world”, Journal of Social Issues, Vol. 67 No. 4,
pp. 825-840.

Schneider, S.C. and Barsoux, J.L. (2003), Managing across Cultures, Prentice Hall, London.

Shamir, B., House, R.J. and Arthur, M.B. (1993), “The motivational effects of charismatic leadership: a
self-concept based theory”, Organization Science, Vol. 4 No. 2, pp. 1-17.

Selden, S.C. and Selden, F. (2001), “Rethinking diversity in public organisations for the 21st century:
moving towards a multicultural model”, Administration and Society, Vol. 33 No. 3, pp. 303-329.

Shaw, J.B. and Barrett-Power, E. (1998), “The effects of diversity on small work group processes and
performance”, Human Relations, Vol. 51 No. 10, pp. 1307-1325.

Shore, L.M., Tetrick, L.E., Lynch, P. and Barksdale, K. (2006), “Social and economic exchange:
construct development and validation”, Journal of Applied Social Psychology, Vol. 36 No. 4, pp.
837-867.

Tsai, C.T. (2008), “Past, present and future of organisational citizen behaviour in green energy
industry in Taiwan”, Journal of Leisurability Tourism Industrial Research, Vol. 3 No. 1,
pp. 111-134.

Ugaddan, R.G. and Park, S.M. (2017), “Quality of leadership and public service motivation: a social
exchange perspective on employee engagement”, International Journal of Public Sector
Management, Vol. 30 No. 3, pp. 270-285.

Walumba, F.O., Wang, P., Lawler, J.J. and Shi, K. (2004), “The role of collective efficacy in the relations
between transformational leadership and work outcomes”, Journal of Occupational and
Organizational Psychology, Vol. 77 No. 4, pp. 515-530.

Wang, X., Chontawan, R. and Nantsupawat, R. (2012), “Transformational leadership: effect on the job
satisfaction of Registered Nurses in a hospital in China”, Journal of Advanced Nursing, Vol. 68
No. 2, pp. 444-451.

Webb, K.S. (2009), “Creating satisfied employees in Christian higher education: research on leadership
competencies”, Christian Higher Education, Vol. 8, pp. 18-31.

Wright, B.E. and Pandey, S.K. (2009), “Transformational leadership in the public sector: does structure
matter?”, Journal of Public Administration Research and Theory, Vol. 20 No. 1, pp. 75-89.

Wright, B.E., Moynihan, D.P. and Pandey, S.K. (2012), “Pulling the levers: transformational leadership,
public service motivation, and mission valence”, Public Administration Review, Vol. 72 No. 2, pp.
206-215.

Yaghoubipoor, A., Tee, O.P. and Ahmed, E.M. (2013), “Impact of the relationship between
transformational and traditional leadership styles on Iran’s automobile industry job
satisfaction”, World Journal of Entrepreneurship, Management and Sustainable Development,
Vol. 9 No. 1, pp. 14-27, available at: http://www.lgs.gov.gh/about-local-government).

Yukl, G.A. (1981), Leadership in Organisations, Prentice-Hall, Eaglewood Cliffs, NJ.

Further reading

Field, A. (2009), Discovering Statistics Using SPSS, SAGE publications Ltd, London.

Hair, J.F., Black, W.C., Balin, B.J. and Anderson, R.E. (2010), Multivariate Data Analysis, Maxwell
Macmillan International Editions, New York.

Role of
diversity

climate on
leadership

187

http://www.lgs.gov.gh/about-local-government


The Law Society of Scotland (2013), What Are Equality and Diversity? Drumsheugh Gardens
Edinburgh EH3 7YR, Scotland.

About the authors
Michael K. Mickson is a Lecturer in Organisational Behaviour, Leadership and Management at the
Faculty of Management, University of Professional Studies, Accra. He earned a PhD in Business
Administration from the Cass European Institute ofManagement Studies, Luxembourg, and anMPhil in
Educational Administration from University of Cape Coast, Ghana. He has extensive teaching and
consulting experience in management. His research interests include leadership, diversity management,
corporate governance, corporate reputation management and service marketing.

Alex Anlesinya (MPhil, BBA, CA II) is PhD Researcher at the Department of Organisation and HRM
of University of Ghana Business School, an Adjunct Lecturer/Training Facilitator at GIMPA Centre for
Management Development, and an Adjunct Supervisor/Examiner at Ghana Technology University
College/Coventry University – UK. He is a recipient of five Best Research Paper Awards including the
prestigious Emerald Literati Award for Highly Recommended Paper and Overall Best Graduating
Student Award, among many other academic laurels. Alex researches at the intersection of talent
management, HRM, organisational development, sustainability and CSR, and strategy. He has authored
some peer-reviewed articles in ranked journals and presented his research findings in top international
and national conferences. He also served as an Ad Hoc Reviewer for Journal of Cleaner Production,
Journal of Management Development, Journal of Small Business and Enterprise Development and the
Annual Meetings of Academy of Management, among others. Alex Anlesinya is the corresponding
author and can be contacted at: alexanlesinya@gmail.com

Ebenezer Malcalm is the Dean of Graduate School at Ghana Technology University College (GTUC).
He was the founding Pro-Vice Chancellor of Laweh Open University College, the first accredited Open
University in Ghana. Dr. Ebenezer Malcalm was once Senior lecturer and Coordinator of Distance
Learning School at University of Professional Studies, Accra. He is a trained Instructional Designer and
Technologist and Communication and development Specilaist. Dr. Malcalm obtained a Bachelor degree
in Publishing Studies at Kwame Nkrumah University of Science and Technology Kumasi, Ghana and a
Master’s degree in Population Studies, fromUniversity of Ghana. He also graduated and earnedMaster’s
degree in International Affairs with a major in Communication and Development at Ohio University. He
earned his PhD in Curriculum/Instruction and Instructional Technology at Ohio University, USA. Dr.
Malcalm research interests are in ICT use in education, ICT in education policy issues, distance learning,
strategic planning, leadership, collaborative learning and the use of learning platforms in higher
education.

For instructions on how to order reprints of this article, please visit our website:
www.emeraldgrouppublishing.com/licensing/reprints.htm
Or contact us for further details: permissions@emeraldinsight.com

WJEMSD
17,2

188

mailto:alexanlesinya@gmail.com

	Mediation role of diversity climate on leadership and job satisfaction in the Ghanaian public sector
	Introduction
	Literature review and hypotheses
	Full range leadership theory
	Job satisfaction – two-factor perspective: intrinsic and extrinsic
	Leadership behaviours and employee job satisfaction
	Diversity climate
	Diversity climate and job satisfaction
	Leadership, diversity climate and job satisfaction

	Methodology
	Study context
	Data and sample
	Measures
	Data analysis

	Results and findings
	Tests of multivariate normality and common method bias
	Results of reliability and validity analyses
	Correlation analysis and test of multicollinearity
	Test of the structural model and mediating effects

	Discussions
	Implications and conclusion
	Implications

	Conclusion
	References
	Further reading


