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ABSTRACT

Leadership and organizational flexibility are closely related. Each component of the
organizational flexibility and transformational leadership affects the adapting of organization to
environmental changes. But, which of them is antecedent of the other is still a question in
literature. To answer this question, in this research two models were tested and goodness of fit of
models was compared by using SEM (Structural Equation Modelling). The data were collected
form 217 participants who work as bottom/middle level managers in SMEs in Turkey. The results
showed that organizational flexibility is the antecedent of the transformational leadership.
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INTRODUCTION

Leaders and organizational structures have important roles in achieving the aims of
organizations. Especially, the needs for transformational leadership behaviours and
organizational flexibility are much more than ever, when needing to the gradual or dramatic
changes in order to adapt to environmental changes. Because transformational leadership
motivates and stimulates their followers (subordinates, counterparts, superiors, or other
stakeholders) for change and adaptation, it provides to change their attitudes, values, levels of
passion and enables them to make extra efforts for the aims of the organization. On the other
hand, organizational structure plays an important role in learning, being innovative, and creating
more value for customers in order to adapt to change. Especially flexible organizations allow
using several tools such as organization, technology, human, and innovation in interaction in
order to cope with changes.

As understood from statements aforesaid, each of the variables affects adapting to
environmental changes. But, it is important to know which of them is antecedent of the other. A
systematic review was carried out to understand it. It has been seen that some researchers have
been done to explain the relation between transformational leadership and organizational
structure (Garg & Krishnan, 2003; Shahzad et al., 2018), but limited research focuses on the
effect of variables on each other. Although there are some studies that affirm that organizational
structure is crucial for leadership style in the past literature, the number of them has not been a
lot (Shamir &Howell, 1999; Zhu & Bao, 2017). Similarly, studies that investigate the effect of
transformational leadership behaviour on the organizational structure or flexibility aren't a lot
(Saeid & Behzad, 2014; Andrej et al., 2020). This is an evident gap in the literature. This study
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contributes to the literature by investigating the antecedent in the relationship between
organizational structure and transformational leadership style. For this reason, this study differs
from other studies in literature and if the examined issue is considered, it is the first study. This
study can be able to enhance our understanding of the antecedent of the relationship between
variables.

In order to learn the answer to the question which of them is antecedent of the other, two
models were created, analysed, and compared to goodness of fit of models. So that the models
could be compared, the data used in the analyses gained from the senior managers 217
participants who work as bottom/middle level managers in SMEs in Turkey. According to the
results of the study, it discussed which of the variable need to be considered as a valuable source.
The comparison of the models is essential in providing guidelines for the development of
effectiveness of the leadership and organizational structure. Suggestions in this study can be
adopted by the founders of the organizational structure and human resource personnel in order to
improve the adaptation to dynamic and unstable environment.

The research contains five sections: a literature section presenting a conceptual
framework and reviewing on previous research to emphasize the models; subsequently, the
purpose and hypothesis are described; the sample and measures are explained in the
methodology section; after, the results are presented and interpreted; conclusions are discussed
and implications are presented in the final section.

LITERATURE REVIEW

Leaders play a very important role in success for organizations that try to continue their
activities in a dynamic and unstable environment that substantially increases the needs to the
change, transformation, and adaptation. In order to adapt to such an environment, the leader must
be able to apply the necessary gradual or dramatic changes, encourage innovative thinking, and
determine the ideal future in the environment of uncertainty. By clarifying the ideal future for its
followers, leaders should motivate and guide them to reach the ideal future. Transformational
leadership can arise when leaders are empowered for change, innovation, and flexibility to adapt
to such a dynamic and uncertain environment. Because transformational leadership motivates
and stimulates their followers (subordinates, counterparts, superiors, or other stakeholders) for
change and adaptation, it provides to change their attitudes, values, levels of passion and enables
them to make extra efforts for the aims of the organization.

Transformational leadership is based on the ideas of Burns (1978). According to Burns
(1978), transformational and transactional leadership styles are opposed to each other.
Transactional leaders shape followers' actions by using mutual interests to be obtained. Whereas,
by emphasizing moral and ethical values, transformational leaders ensure their followers to use
their energy and resources in order to make sacrifices for the organization. Thus transformational
leaders try to constitute a new form for their organizations. Many theories about transformational
leadership have been proposed, but the theory developed by Bass (1985) has been the most
influential in leadership research. According to this theory, transformational leadership includes
three sub-dimensions: idealized influence, intellectual stimulation and individualized
consideration. Thanks to the last two updates made by Bass & Avolio (1990, 1997, 1999),
transformational leadership has been constituted by sub-dimensions such as the idealized
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influence- attributes, idealized influence- behaviour, inspirational motivation, intellectual
stimulation, and individualized consideration (Yukl, 2013).

On the other hand, Martinez-Leon & Martinez-Gracia (2011) stated that organizational
structure plays an important role in learning, being innovative, and creating more value for
customers in order to adapt to change. The important alternatives for organizational structure are
mechanistic and organic structures suggested by Burns & Stalker (1961). Mechanistic structure
IS suitable for the context that people need to traditionally and expectedly act. On the other hand,
the organic structure enables the flexibility to cope with changes (Shahzad et al., 2018).
Organizational flexibility can be defined as firms being flexibility not only in a discipline or
department but in all disciplines or departments. It is defined as the ability to respond to
unpredicted change and the capacity to determine the level of firms may exercise in uncertain
environments (Phillips & Wright, 2009). Researchers have explained and emphasized the role of
organizational flexibility to respond to changing market conditions (Sethi & Sethi, 1990; Gerwin,
1993; Upton, 1994).

As understood from statements aforesaid, each of the variables affects adapting to
environmental changes. But, it is important to know which of them is antecedent of the other. A
systematic literature review was carried out to find the answer to this question. Systematic
review has three stages as defining the objectives, preparing the proposal, and developing the
protocol (Thorpe et al., 2005). The aim of the systematic review is to determine the antecedent
variable. All of the studies that are paired with these variables in the literature need to be
examined for the aim of determining the antecedent variable. By following the guidance of
Pittaway et al. (2004), double-quote was opened in the tab of Google scholar, the names of the
variables were written, the double-quote was closed, and searching was carried out. The research
model in the methodology sections of all of the studies listed was examined to identify the
antecedent variable. According to the finding of review, it can be said that some of the researches
have been conducted to explain the relation between transformational leadership and
organizational structure (Garg & Krishnan, 2003; Shahzad et al., 2018), but limited research
focuses on the effect of variables on each other. Although there are some studies that affirm that
organizational structure is crucial for leadership style in the past literature, the number of them
has not been a lot (Shamir & Howell, 1999; Zhu & Bao, 2017). Shamir & Howell (1999) stated
in their study that organizations facing uncertain and turbulent environments must tend to be
more flexible, organic structures are suitable for organizations of this context. They claimed that
in organic organizations, commitment to the organization’s mission is very high, they enable and
encourage the expression of individual behaviour by both leaders and potential followers, thus
organic organizations enable to transformational leadership behaviours. But they didn't carry out
any empirical study to prove this claim. Zhu & Bao (2017) investigated the role of
transformational leadership in different organizational structures. The results have shown that
transformational leadership are substitutive when the organizational structure is mechanistic, and
are complementary when the structure is organic. Organizational structure has been handled as
the antecedent of transformational leadership in these studies.

Similarly, studies that investigate the effect of transformational leadership behaviour on
the organizational structure or flexibility aren't a lot (Saeid & Behzad, 2014; Andrej et al., 2020).
A study was conducted by Saeid & Behzad (2014) to examine the effect of leadership style on
organizational structure in Metal Industries of Kaveh Industrial City. The results showed the
positive and significant impact of transformational and transactional leadership on organizational
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structure. Andrej et al. (2020) found that transformational and transactional leadership styles
both positively affected all three factors of knowledge infrastructure (organizational culture,
organizational structure, and information technology) in a study that investigated the role of
leadership style in building knowledge infrastructure. Transformational leadership has been
handled as the antecedent of organizational structure in these studies, too.

As seen, it isn't clear which of them is antecedent of the other. This is the evident gap in
the literature. This study contributes to the literature by investigating the antecedent in the
interactive relation between organizational structure and transformational leadership style. This
gap in the literature has shaped our study's scientific research model. In this context, the
hypotheses are listed as below:

H, The components of transformational leadership have positive and significant effects on the
organizational flexibility.

H, The organizational flexibility has a positive and significant effect on the components of
transformational leadership.

METODOLOGY
Questionnaire and Data Collection

SMEs has more importance for different countries as SMEs play a vital role in various
nations (Jermsittiparsert & Rungsrisawat, 2019) and are the significant contributor to the
economic development (Ayandibu & Houghton, 2017). Particularly, in Turkey, SMEs also has
important role in economic development. In the context of Turkey, SMEs are described as firms
with less than 250 employees and these SMEs should have fixed capital of 25 million Turkish
Lira (KOSGEB, 2019). In the year of 2019, SMEs in Turkey provided 78% of employment
opportunities, 55% added value 65.5% total sales and 50% total investment. Therefore, SMEs in
Turkey have an important role in economic development (KOSGEB, 2019). Therefore, in order
to determine the situation and contribute to their performance, data were collected from Small
and Medium Enterprises (SMES).

Considering design of the study, data were collected by two questionnaires used for
measuring factors of transformational leadership and organizational flexibility. The first one is
Transformational Leadership Questionnaire developed by Bass & Avolio (1995). It consists of
20 questions and 5 components. The other one is, which includes 12 items and a factor, the
Organizational Flexibility Scale developed by Kogyigit in 2018. All items were measured on a
five-point Likert-type scale (1=strongly disagree, 5 = strongly agree). Data for the study were
collected from a randomly 217 sample of participants who work as bottom/middle level
managers in SMEs in Turkey. Demographic characteristics of the research participants is
presented on Table 1.

Measure Validity and Preparing Data

In this research, Kolmogorov-Smirnov & Shapiro-Wilk,  Skewness & Kurtosis and
Cronbach Alpha were used to evaluate reliability, normal distribution of data. In addition,
Confirmatory Factor Analysis (CFA) and Path analysis based on Structural Equation Model was
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used to estimate the effects of variables on each other. AMOS (23.V.) and SPSS (V.26) were
used to analyse data.

Table 1
DEMOGRAPHIC INFORMATION OF THE RESEARCH PARTICIPANTS
N %
Gender Female 68 31.3
Male 149 687
Age 18-24 18 8.3
25-34 67 30.9
35-44 79 36.4
45 and Over 53 24.4
Education Degree High School 28 12.9
Associate Degree 42 19.4
Bachelor Degree 111 51.1
Postgraduate Degree 36 16.6
Work Experience 1-5 Years 41 18.9
6-10 Years 45 20.7
11-20 Years 56 25.8
21 and Above 75 34.6
Manager Level Bottom Level 98 45.2
Middle Level 119 54.8
Number of Employees 1-9 Employees 27 12.4
10-49 Employees 86 39.7
50-249 Employees 104 47.9

Table 2 shows the reliability analysis results of the organizational flexibility scale and the
components of transformational leadership (Inspirational Motivation, Idealized Influence-
Attributes, Idealized Influence -Behaviour, Intellectual Stimulation and Individualized
Consideration). According to the results, as seen on Table 2, the reliability coefficients of all
components of transformational leadership and organizational flexibility scale are more than 0.70
(Inspirational Motivation o = 0.700, Idealized Influence-Attributes o = 0.798, Idealized Influence
- Behavior o = 0.769, Intellectual Stimulation = 0.741, Individualized Consideration o = 0.765
and organizational flexibility = 0.705).

Table 2
RELIABILITY ANALYSIS (CRONBACH ALFA)
Cronbach Alfa | Mean sd

Inspirational Motivation 0.700 4.1087 | 0.7005
Idealized Influence- Attributes 0.798 3.7364 | 0.9714
Idealized Influence -Behavior 0.769 3.7944 | 0.8948
Intellectual Stimulation 0.741 4.0856 | 0.7081
Individualized Consideration 0.765 3.8539 | 0.8230
Organizational Flexibility 0.705 4.9174 | 0.2392

Kolmogorov-Smirnov and Shapiro-Wilk tests were used to determine whether the
components of transformational leadership scale and organizational flexibility scale had normal
distribution. Another way to determine the normal distribution is to test the skewness and
kurtosis values of the data. These values must be between -1 and +1 for normal distribution. The
results are seen on Table 3.
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Table 3
TEST RESULTS OF NORMAL DISTRIBUTION
Kolmogorov-Smirnov | Shapiro-Wilk | Skewness | Kurtosis
Inspirational Motivation 01107 0.956 -0.588 0.458
Idealized Influence- Attributes 0.163" 0.933" -0.594 -0.419
Idealized Influence -Behavior 0.142"" 0.934"" -0.720 -0.007
Intellectual Stimulation 0.149™" 0.906" -0.191 0.796
Individualized Consideration 0.136" 0.9317" -0.915 0.706
Organizational Flexibility 0.216 0.807 -0.729 0.575
FINDINGS

A few letters represent the variables in the model (mot=Inspirational Motivation;

att=Ildealized Influence-

Attributes;

beh=Idealized Influence —Behavior; sim=Intellectual

Stimulation; con=Individualized Consideration; oe=Organizational Flexibility). As causing
insignificant, some items were removed from the model (1 mot, 6 from oe).

FIGURE 1

CFA RESULTS (TRANSFORMATIONAL LEADERSHIP)

According to Confirmatory Factor Analysis all values of factors were in acceptable range

as seen below.

Transformational Leadership (Figure 1): Ay 2 /df = 1.988, RMSEA=0.079, RMR=
0.067, CFI=0.875, GFI = 0.857 AGFI = 0.797 and IFI=0.879
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Organizational Flexibility (Figure 2): Ay 2 /df = 2.271, RMSEA =0.072, RMR = 0.040,
CF1 =0.945, GFI = 0.957 AGFI = 0.900 and IFI1=0.947.

FIGURE 2
CFA RESULTS (ORGANIZATIONAL FLEXIBILITY)

Structural Equation Model Result

Path analysis was conducted to examine the effect of transformational leadership on
organizational flexibility. The goodness of fit values of the research model is presented in Figure
3 and and the result of Path analysis is presented in Table 4.
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FIGURE 3
RESEARCH MODEL-1(ORGANIZATIONAL FLEXIBILITY <---
TRANSFORMATIONAL LEADERSHIP)
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The goodness of fit of model of “Organizational Flexibility <---Transformational
Leadership” : Ay 2 [df = 1.614, RMSEA =0.064, RMR = 0.053, CFI = 0.880, GFI = 0.840
AGFI =0.793 and IF1=0.884.

Table 4

PATH ANALYSIS RESULTS

Estimate | S.E. C.R. P
oe | <-- | mot | -0.099 0.143 | -0.693 | 0.488
oe | <--- | att -0.271 1.006 | -0.27 | 0.787
oe | <--- | sim 0.614 0.559 | 1.099 | 0.272
oe | <--| con | -0.465 0.788 | -0.588 | 0.556
oe | <--- | beh 0.225 .1.397 | 0.161 | 0.872

As Dbeing insignificant (p>0.05), the effect of the components of transformational
leadership on organizational flexibility, it was decided to test a new model to test the impact of
organizational flexibility on transformational leadership (see Figure 4 and Table 5).
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FIGURE 4
RESEARCH MODEL-2 (COMPONENTS OF TRANSFORMATIONAL LEADERSHIP
<--- ORGANIZATIONAL FLEXIBILITY)

The goodness of fit of model of “Components of Transformational Leadership <---

Organizational Flexibility” : Ay ? [df = 1.222, RMSEA =0.059, RMR = 0.053, CFI = 0.884,
GFI =0.878 AGFI = 0.820 and IF1=0.897.
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Table 5

PATH ANALYSIS RESULTS
Estimate | S.E. | C.R. P
motiv | <--- | flex 8.32 3.455 | 2.408 | 0.016

attr | <-— | flex | 14.337 | 5.729 | 2.503 | 0.012
behav | <--- | flex 15.69 6.254 | 2.509 | 0.012
simul | <--- | flex 18.57 7.392 | 2512 | 0.012
consid | <--- | flex | 12.339 | 5.037 | 2.45 | 0.014

According to the research Model-2, organizational flexibility has a positive impact on the
components of transformational leadership (p<0.05).

DISCUSSION & CONCLUSION

According to the results of this study, the effect of the components of transformational
leadership on organizational flexibility is insignificant (p>0.05), in contrast, organizational
flexibility has a positive impact on the components of transformational leadership (p<0.05). The
result that the effect of the components of transformational leadership on organizational
flexibility is insignificant is contrary to some studies (Saeid & Behzad, 2014; Andrej et al., 2020;
Akkaya & Tabak, 2020) that have proven the effect of the transformational leadership on
organizational structure in literature. On the other hand, the result that the effect of the
organizational flexibility on the components of transformational leadership is similar to other
studies (Shamir & Howell, 1999; Zhu & Bao, 2017). Shamir & Howell (1999) have stated that
organic organizations are essential for adaptation to uncertain and turbulent environments.
Organizational structure plays an important role in learning, being innovative, and creating more
value for customers in order to adapt to change (Martinez-Leon & Martinez-Gracia, 2011).
Commitment to the organization’s mission in organic organizations is very high, and they enable
and encourage the expression of individual behaviour by both leaders and potential followers,
thus organic organizations enable to transformational leadership behaviours (Shamir & Howell,
1999). Already Zhu & Bao (2017) also have stated that transformational leadership is
substitutive for the situations that the organic organizational structure is absent, on the other
hand, transformational leadership is complementary for the situations the organic organizational
structure is. Because these leaders have many qualities of organizational flexibility. Since they
inspire their followers by motivating them to learn new methods and processes in this constantly
changing environment. Transformational leaders have tactical decisions and creative skills that
enable them to adapt their companies to continually changing markets (Nadkarni & Herrmann,
2010).

The importance of organizational flexibility occurs in adapting, displaying, and balancing
the leadership style of managers according to the changing market situation, and in reversing
unsuccessful strategic decisions (Nadkarni & Herrmann, 2010). Flexible organizations enable the
two-way communication and decentralized decision making. There are few formal rules to
restrict behaviors. Due to the lack of explicit behavioral expectations, employees can determine
their work-related behaviors by negotiating with each other. By using these potentials of the
flexible organizations, employees can be empowered. So that empowered employees are
intrinsically motivated to take initiative, complete assignments with a sense of purpose, and be
good organizational citizens (Dust et al.,, 2014). This situation can make easy the
transformational leaders’ efforts. It appears that flexible organizations organically structured
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allow displaying the behaviors of transformational leadership. In that case, organizational
flexibility should be seen as a valuable resource that makes easy the actions of transformational
leaders. By using the organizational flexibility, where everyone contributes to adapt to
environmental changes, leaders and managers can simply display the transformational leadership
to carry out any change.

There are some limitations to this study. At first, no relationship between the various
variables of organizational flexibility, knowledge management, innovative thinking, and
organizational learning was formed. The second limitation of this study is just the sample from
managers in Turkey.

In future studies, if more samples were collected, reliable and relevant results could be
produced. The interactions between organizational flexibility and some different leadership
styles can be examined in studies included other variables (such as knowledge management,
innovative thinking, organizational learning, competitive advantage, etc.).
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