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Abstract 

Purpose: The paper explores the mediating role of results-oriented culture in the relationship between transformational 

leadership and the performance of results-oriented culture in Vietnamese public service organizations.  

Research motivation: Although there have been studies referring to aspects of culture as mediating transformational 

leadership and organizational performance in the public sector, however, studies that are concerned with the results-

oriented cultural aspect are still limited. Therefore, the study aims at closing the mentioned gap by examining the effect 

of tranformational leadership on performance via results-oriented culture. 

Design, approach and method: We surveyed senior managers, middle managers and chief accountants working at 205 

public service organizations in Vietnam. By using structural model analysis (SEM) by SmartPLS 3 software, our study 

has several important contributions. 

Main findings: The findings show that transformational leadership, result-oriented culture are positively associated 

with organizational performance, and that result-oriented culture is a mediating mechanism that explains how 

transformational leadership leads to higher performance in public service organizations. 

Practical/managerial implications: The research has provided evidence that transformational leadership has a direct 

and indirect impact on organizational performance through results-oriented culture. These results help public service 

organizations in Vietnam realize the importance of applying transformational leadership style to lead and build a 

results-oriented culture. 

Keywords: Transformational leadership, results-oriented culture, organizational performance, public sector, new public 

management, Vietnam. 

1. INTRODUCTION 

Leadership is a popular concept in the field of 

management science, it is seen as the process of 

influencing through organized group activities to 

achieve common goals (Yukl et al., 2019). According 

to Nusair et al. (2012), leadership is determined based 

on personal characteristics, behavior, influence on 

others, accordingly, leadership style models are 

formed. In the public sector, leadership styles are 

perceived to be quite diverse, such as Burn (1978) 

developing transformational leadership theory, 

Hallinger and Heck (2010) proposing a collaborative 

leadership model, Tummers and Knies (2016) focus on 

developing a network governance leadership model. In 

particular, transformational leadership has remained a 

popular topic in management research during the last 

three decades (Pasha et al., 2017). The important role 

of transformational leadership for achievement patterns 

has been demonstrated in previous studies. For 

example, Dvir et al. (2002) suggested that 

transformational leadership stimulates the development 

of subordinates. Masa'deh et al. (2016) found that 

employees perform better when they work under 

transformational leaders. Mangkunegara & 

Miftahuddin (2016) also concluded that 

transformational leaders have a significant positive 

influence on the job performance of subordinates. 

Recently, the research of Nam & Park (2019) also gave 

similar results, while Eliyana (2019) concluded that 

employee's job satisfaction is positively influenced by 

transformational leadership. Besides, according to the 

meta-analysis of Wang et al. (2011), transformational 

leadership has a positive effect on performance at 

individual, group and organizational levels. Indeed, 

transformational leadership affects the attitudes of 

organizational members, creating a goal-oriented spirit 

(García-Morales et al., 2008).  

Research literature also agrees that 

transformational leadership's impact on organizational 

performance stems from the organizational culture-

shaping function of transformational style (e.g. Parry & 

Proctor-Thomson, 2002; Abbasi & Zamani-

Miandashti, 2013; Sun & Henderson, 2017; Alamir et 

al., 2019). Transformational leadership does not 
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automatically optimize organizational performance, it 

requires the support of organizational culture (Parry et 

al., 2002). Specifically, transformational leaders create 

a culture of learning that supports creativity, change, 

and adaptation to new conditions (Abbasi & Zamani-

Miandashti, 2013). In addition, Sun & Henderson 

(2017) recognizes the mediating role of collaborative 

culture. Another aspect of organizational culture 

suggested in the study by Alamir et al. (2019) is equity, 

where perceived equity by employees is promoted by 

transformational leaders, thereby increasing job 

satisfaction. Through these studies, the role of 

organizational culture in the relationship between 

transformational leadership and performance has been 

recognized.  

Although some authors argue that the impact of 

leadership is more limit in the public sector than in the 

private sector (Nusair et al., 2012). However, there is 

no denying the essential function of the leader for the 

optimal deployment of resources in public 

organizations; and of course also requires the 

intervention of the organizational culture (Parry & 

Proctor-Thomson, 2002). Arguing about how 

transformational leadership benefits the organization 

through the formation of organizational culture, Bass 

and Avolio (1997) argue that transformational 

leadership creates a favorable operating environment 

where helps employees always strive to exceed 

expectations, feel attached and encouraged, accept 

innovation, thereby improving personal and 

organizational performance. In the public sector, a 

results-oriented culture is viewed as a culture that 

emphasizes accountability, commitment to the 

organization, and recognition of individual 

achievements from the perspective of the NPM 

philosophy (Verbeeten & Speklé, 2015). Therefore, 

there is reason to believe that adopting 

transformational leadership in the public sector has the 

potential to strengthen a results-oriented culture, which 

in turn results in better organizational performance. As 

stated, although there have been studies referring to 

aspects of culture as mediating transformational 

leadership and organizational performance in the 

public sector (e.g. Abbasi & Zamani-Miandashti, 2013; 

Sun & Henderson, 2017), however, studies that are 

concerned with the outcome-oriented cultural aspect 

are still limited.  

This study was conducted to close the research 

gap as stated, specifically to propose and test the 

structural model between the concepts of 

transformational leadership, results-oriented culture 

and organizational performance in the context of public 

service organizations in Vietnam. Like other 

developing countries, Vietnam is still trying to reform 

the public sector to meet the new requirements of the 

market economy. However, public service 

organizations in Vietnam still have many weaknesses 

in governance, quality and efficiency of public 

services, besides, the quality and labor productivity of 

the staff is still low (Central Executive Committee, 

2017). Therefore, the recommendations proposed from 

the results of this study will be a useful source for 

public sector governance implications, enriching the 

academic literature on the relevant topic. In addition, 

the research limitations discussed will serve as a basis 

for future research directions. 

2. LITERATURE REVIEW AND 

DEVELOPMENT HYPOTHESES  

2.1. Transformational leadership and results-

oriented culture 

Organizational culture is often formed from the 

creation of the organization's founders and is passed on 

to successor leaders. Over time, organizational culture 

forms shared values, guided assumptions, and is 

constrained by the leadership's personal beliefs (Bass 

& Avolio, 1994). Indeed, in the process of information 

processing of the organization, leaders gradually reflect 

their values and beliefs, which govern the entire 

operation of the organization (Nguyen & Mohamed, 

2011). Similarly, Denison (1990) claimed that 

management behaviors support principles of the 

culture. Leaders inspire and help create the kind of 

organizational culture that adapts to change. Kotter and 

Heskett (1992) define successful leaders as those who 

continuously communicate their vision, stimulate 

middle managers to get to work and effectively manage 

the organization. These are the traits that suit 

transformational leadership. 

There have been many studies referring to the 

relationship between leadership and organizatinal 

culture. Accordingly, leadership is seen as an important 

predictor of organizatinal culture (e.g. Ayman & 

Korabik, 2010; Taormina, 2008; Tipu et al., 2012; Li et 

al., 2018). According to Ogbonna and Harris (2000), 

culture is an organizational variable which can be 

manipulated, it depends on the skill and ability of the 

leader. In addition, the research literature has 

acknowledged that leadership and organizational 

culture have a relationship with each other during 

organizational change (Nguyen & Mohamed, 2011). 

Transformational leadership has a strong influence on 

shaping organizational culture (e.g. Bass & Avolio, 

1994). More specifically, transformational leadership 

drives organizational change by forming a strategic 

vision for the organization and motivating all 

employees to strive for the necessary goals (Nusair et 

al., 1990). While a results-oriented culture also 

emphasizes the importance of individual efforts to 

accomplish organizational goals (Chang & Lin, 2019). 

Organizations with a results-oriented culture are 

adaptable to unexpected, complex situations and 

willing to accept challenges (Hofstede et al., 1990). 

With this type of culture, individuals in the 

organization are willing to innovate and face 

difficulties (Chang & Lin, 2015). From these 

arguments, we propose the following hypothesis: 
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 Hypothesis 1 (H1): Transformational 

leadership positively affects results-oriented culture. 

2.2. Results-oriented culture and organizational 

performance 

Research literature has agreed that 

organizational culture is one of the antecedents of 

performance. Furthermore, different cultures exert 

different influences on aspects of performance (Yesil 

& Kaya, 2013). The trend of public sector reform 

under the NPM philosophy requires public institutions 

to strengthen performance-based governance (Nitzlt et 

al, 2019). To do this, public institutions need to first 

replace the traditional bureaucratic culture (e.g. focus 

on adherence to rigid rules) by a results-oriented 

culture, to reduce dependence on procedures and 

regulations (Arellano-Gault & Lepore, 2011; 

Verbeeten & Speklé, 2015). When an organization 

creates a results-oriented culture, all employees have a 

strong commitment to achieving goals and managers 

are willing to take responsibility for the results 

achieved (OECD, 1994). Besides, Tran et al. (2020) 

also emphasized that results-oriented culture helps 

organizations focus more on outputs with the 

expectation of improving performance.  

The positive impact of a results-oriented culture 

on organizational performance has been confirmed in 

previous studies (e.g. Garnett et al., 2008; Verbeeten & 

Speklé, 2015; Tran et al., 2020). Typically in the public 

sector, Verbeeten and Speklé (2015) conclude that a 

results-oriented culture has a positive impact on the 

performance of public organizations in the 

Netherlands. And the study by Tran et al (2020) gives 

similar results when testing in the Vietnamese public 

sector. In addition, Nitzlt et al (2019) further expands 

on this relationship. The authors found a positive 

moderating influence of components of NPM-oriented 

culture on public sector performance in Italy, including 

results-oriented culture. Thus, both theory and results 

from empirical studies support the view that the higher 

the results-oriented culture, the higher the performance. 

Therefore, the hypothesis about the relationship 

between these two concepts is as follows: 

Hypothesis 2 (H2): Results-oriented culture 

positively affects organizational performance. 

2.3. Transformational leadership and 

organizational performance 

In any organization, the function of a leader is 

to promote and improve performance, to achieve this, 

leaders must encourage and support employees to find 

ideas for work improvement (Arif & Akram, 2018). 

Leaders are directly or indirectly involved in activities 

to achieve organizational goals, so they are seen as key 

players in determining organizational performance 

(Brewer & Selden, 2000). This means that the personal 

characteristics and behavior of the leader influence the 

effectiveness of the organization. Indeed, the leader's 

function for the organization is reflected through 

leadership style, in which the influence of 

transformational leadership style on performance is the 

most discussed (Van Wart, 2014; Pasha et al., 2017; 

Elmarsy & Bakri, 2019). Accordingly, transformational 

leadership style has a positive effect on performance at 

both individual, team and organizational levels 

(Trottier, Van Wart, & Wang, 2008; Vigoda-Gadot & 

Beeri, 2011). Transformational leaders can control the 

effects of uncertainty by imparting a continuous 

improvement mindset to their subordinates and help 

reduce conflicts within the organization (Mokgolo et 

al., 2012), thereby improving the ability of individuals 

and organizations to achieve their goals.  

In the public sector, the characteristic of 

transformational leaders is added in the aspect of 

assisting employees to implement creative solutions to 

complex problems, thus improving the efficiency and 

quality of public services (Vera & Crossan, 2004). 

Evidence from the academic literature recognizes the 

importance of transformational leadership style in the 

public sector (Van Slyke & Alexander, 2006; 

Oberfield, 2014). It is particularly useful as an effective 

governance mechanism in a public sector environment 

(Wright & Pandey, 2010). In addition, Paarlberg and 

Lavigna (2010) emphasize that transformational 

leadership is a value-based leadership strategy that is 

particularly relevant to the public sector. It helps to 

improve the visibility of individuals' work goals, 

thereby contributing to the overall improvement of the 

organization. Moreover, the public sector is 

characterized by service to the community, so a 

condition for good results is that employees need to 

prioritize the collective interest instead of focusing on 

individual interests. And this is driven by 

transformational leadership. Therefore, we hypothesize 

the influence of transformational leadership on the 

performance of public organizations as follows: 

Hypothesis 3 (H3): Transformational 

leadership positively affects organizational 

performance. 

2.4. Mediating role of result-oriented culture 

Literature have proven that transformational 

leadership not only has a direct effect on performance, 

but also has an indirect influence through intermediary 

mechanisms (Wang et al., 2011; Alrowwad, et al., 

2017; Sun & Hendersen, 2017; Arif & Akram, 2018). 

As in the study of García et al. (2008), transformational 

leaders stimulate innovation and accumulate 

knowledge for work, thus it will promote efficiency 

and organizational output. Likewise, Arif and Akram 

(2018) argue that organizational innovation has a 

mediating role in the relationship between 

transformational leadership and organizational 

performance. In addition, Katou (2015) emphasizes 

that the intermediary mechanism in the relationship 

between transformational leadership and organizational 

performance is quite complex, it is three serially 

mediating, including organizational justice, 
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organizational trust and employee reactions. In the 

public sector, when researching in public schools, Sun 

and Henderson (2017) confirmed the indirect influence 

of transformational leadership on organizational 

performance through three components of 

organizational processes (e.g. collaborative culture, 

performance information use, parental engagement). 

On the mediating role of organizational culture, 

Tabassi et al. (2017) suggested that transformational 

leadership style has a strong impact on the creation of 

environment and working conditions, for example, 

interpersonal communication, individual contribution, 

level of competition and conflict. organizational 

conflict, accountability, and interpersonal relationships. 

And these elements directly drive organizational 

performance. Leaders inspire and help create the kind 

of organizational culture that adapts to change. A 

leader's success is in consistently communicating their 

vision, creating a challenging environment, and 

encouraging subordinates to get to work, and these are 

all characteristics of  transformational leadership 

(Kotter & Heskett, 1992). Combining these views, we 

predict the intermediate relationship in the following 

hypothesis: 

Hypothesis 4 (H4): Results-oriented culture 

mediates the relationship between transformational 

leadership and organizational performance. 

3. METHODS 

3.1. Samples and procedures 

The public service organizations in Vietnam 

were established in accordance with the law by 

competent authorities to provide and serve the state 

management of public services. Currently, public 

service organizations are in the process of renovating 

their organizational and management systems to 

improve operational quality and efficiency according to 

Resolution no. 19-NQ/TW (Central Executive 

Committee, 2017). Specifically, the overall goal of this 

resolution is to streamline the structure, improve 

governance, enhance autonomy, and maintain the 

dominant role in the public service market. Data for 

this study were collected from senior, middle and chief 

accountants in public service organizations. The data 

collection instrument is a well-structured questionnaire 

prepared in advance, each answer sheet represents 

information for a unit. To ensure that the information 

on the survey was understandable and relevant, the 

questionnaire was pre-tested by eight managers of the 

units. Then, the survey form is completed and sent 

directly, or via email and social networks to the survey 

subjects. The survey period was conducted from 

August 2020 to December 2020, a total of 224 

responses out of a total of 483 questionnaires were 

sent. In which, there are 205 valid answer sheets and 

used for analysis by SmartPLS3 software.  

The linear structural model in our study was 

analyzed with the partial least squares technique (PLS-

SEM), which is a standard tool for analyzing complex 

relationships in social science research (Hair et al., 

2017). PLS-SEM does not require normally distributed 

data and can deal with small sample sizes (Hair et al, 

2019). In this study, the number of questionnaires 

collected was less than 250, so PLS-SEM is 

appropriate and useful in this situation. 

Among the respondents, 84.8% of the sample is 

the head or deputy head of the unit, the rest is the chief 

accountant, with the working experience of all the 

respondents over 6 years. These characteristics ensure 

the quality and reliability of the information collected. 

Because these respondents are key players in the 

organization, they have enough knowledge and 

experience on issues related to leadership, 

organizational culture and performance. Classified by 

field, the majority are education and health service 

providers with 73.2%, the rest are other fields such as 

culture, sports, tourism, media, etc. This reflects the 

reality of the sectoral structure of public service 

organizations in Vietnam (General Statistics Office, 

2018). Therefore, the data collected is sufficiently 

representative of the population, supporting the 

generalizability of the research results. 

3.2. Measures 

Three latent concepts in the research model are 

measured by many observed variables, which have 

been tested and confirmed in previous studies (see . 

The responses to the observed variables were graded 

on a 5-point scale. Transformational leadership (TL) is 

measured by 5 observed variables, inherited from 

House's (1998) scale, which is a commonly used scale 

in public governance studies (e.g., Wright et al., 2012; 

Kroll & Vogel, 2014; Campbell, 2018). Accordingly, 

respondents were asked to rate the transformational 

leadership skills of senior managers in their units, the 

level of agreement for statements ranging from 1 

(strongly disagree) to 5 (strongly disagree). Results-

oriented culture (CUL) is a concept developed under 

the OECD-NPM doctrine (Verbeeten & Speklé, 2015). 

This scale captures the extent to which respondents 

agree with four statements related to accountability, 

performance, management's commitment to goal 

achievement, and recognition of individual 

contributions. The degree of agreement with these 

statements is graded 5 points as transformational 

leadership variable. For organizational performance, 

we use perceptual measurement instead of based on 

built-in criteria. Because, when measuring 

organizational performance in the public sector, it is 

more appropriate to use self-assessment reports based 

on personal feelings than archival data (Kim, 2010; 

Giauque et al., 2013; Pollanen et al., 2017). The 

commonly used organizational assessment in public 

sector research is based on the scale developed by Van 

de Ven and Ferry (1980) (e.g. Verbeeteen, 2008; 

Speklé & Verbeeten, 2014; Nitzt et al., 2019, Tran et 

al., 2020). Specifically, organizational performance 

(PER) is measured by seven observed variables, which 
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comprehensively reflect both quantitative and 

qualitative aspects of operational performance. 

Accordingly, the respondents will rate their personal 

feelings about the performance of their units compared 

to similar units and are ranked on 5 levels, from 1 (far 

below average) to 5 (far above average). 

4. RESULTS 

4.1. Testing the measurement model 

The measurement model estimates the 

relationship between the observed variables and the 

structure to be measured (Mahama & Cheng, 2013). 

The requirements that need to be met to ensure the 

appropriateness of the measurement model include 

reliability, convergence value and discriminant value 

of the scale (Hair et al., 2017). The details of the 

measurement model evaluation results are presented in 

Table 1. 

 

Table1: Evaluation of the construct measurements 

Variables Min Max Mean SD Outer 

loadings 

t-value 

Transformational leadership (CB = 0.786; CR = 0.853; AVE = 0.538) 

TL1 My leader clearly articulates his/her vision of the future 

TL2 My leader leads by setting a good example 

TL3 My leader challenges me to think about old problems in 

new ways 

TL4 My leader says things that make employees proud to be part       

of the organization 

TL5 My leader has a clear sense of where our organization 

should be in five years 

1 

1 

1 

 

1 

 

1 

5 

5 

5 

 

5 

 

5 

3.93 

3.88 

3.63 

 

3.62 

 

3.79 

0.76 

0.77 

0.91 

 

0.94 

 

0.94 

0.710 

0.797 

0.681 

 

0.749 

 

0.727 

17.079 

22.205 

11.657 

 

14.830 

 

16.974 

Results-oriented culture (CB = 0.785; CR = 0.861; AVE = 0.609) 

CUL1 Higher management of my organization is strongly 

committed to achieving the formulated objectives 

CUL2 Managers in my organization are being held responsible 

for the results they achieve 

CUL3 Managers in my organization are confronted when they do 

not succeed in realizing their targets 

CUL4 Employees in my organization receive recognition when 

they help to achieve the objectives of my organization 

1 

 

2 

 

2 

 

1 

5 

 

5 

 

5 

 

5 

4.05 

 

4.01 

 

3.96 

 

4.05 

0.83 

 

0.72 

 

0.83 

 

0.83 

0.752 

 

0.859 

 

0.762 

 

0.743 

14.162 

 

37.250 

 

17.624 

 

 

17.662 

Organizational performance (CB = 0.916; CR = 0.932; AVE = 0.665) 

PER1 The quantity or amount of work produced 

PER2 The quality or accuracy of work produced 

PER3 The number of innovations or new ideas by the unit 

PER4 The reputation of ‘work excellence.’ 

PER5 Attainment of unit production or service goals 

PER6 The efficiency of unit operations 

PER7 The morale of unit personnel 

1 

1 

1 

1 

1 

2 

1 

5 

5 

5 

5 

5 

5 

5 

3.95 

3.99 

3.69 

4.18 

4.08 

4.06 

4.01 

0.82 

0.78 

0.84 

0.74 

0.76 

0.75 

0.89 

0.717 

0.845 

0.732 

0.843 

0.866 

0.837 

0.817 

11.445 

28.080 

18.025 

33.116 

38.892 

42.378 

33.471 

Notes: CB: Cronbach’s Alpha; CR: Composite reliability; AVE: Average variance extracted; SD: Standard deviation 

The reliability of the observed variables can be 

accepted when the latent concept explains more than 

50% of the variance of each of these variables (Hair et 

al., 2019), and the minimum threshold for the external 

load factor is 0.5 (Hulland, 1999). Intrinsically 

consistent reliability of the scale is assessed by the 

Cronbach Alpha index (CB) or composite reliability 

(CR). However, using CR criteria produces a higher 

confidence value than CB (Hair et al., 2019). For the 

scale to be reliable, the CR should have a value 

between 0.70 and 0.90 (Hair et al., 2017). According to 

the results in Table 1, we confirm that the reliability of 

the scale of concepts in this study is satisfactory. 

Because the outer loadings index of all observed 

variables has values from 0.681 to 0.866 and the t-

value is greater than 2.54. Furthermore, the CR values 

of the structures ranged from 0.853 to 0.932, satisfying 

the criterion proposed by Hair et al. (2019). 

Average extracted variance (AVE) is the 

criterion to evaluate the convergent value of the scale, 

the recommended acceptable threshold is 0.5 (Hair et 

al., 2019). According to the analysis results in Table 1, 

we found that all scales met the requirements of 

convergence value with the lowest AVE value of 

0.538. Next, the discriminant value is also evaluated by 

the heterotrait-monotrait ratio (HTMT), which is a 

superior evaluation criterion compared to the cross-

load coefficient and the Fornell Larcker criterion 

(Henseler et al., 2015). As presented in Table 2, the 

highest value of the HTMT ratio in our analysis report 

was 0.640, lower than the recommended value of 0.85 

(Henseler et al., 2015). Thus, the scales used to 

measure latent structures in this study have good 

discriminant validity. 
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Table 2: Construct means, standard deviations, and correlations 

Construct Transformational 

leadership 

Results-oriented 

culture 

Organizational 

performance 

Transformational leadership 0.7341   

Results-oriented culture 0.511* 0.7801  

 0.6402   

Organizational performance 0.430* 0.510* 0.8151 

 0.4822 0.5882  

Mean 3.769 4.021 3.993 

Standard deviation 0.873 0.778 0.808 

Notes: 1Square root of AVE and, 2 HTMT ratio, *: Correlation is significant at the 1% level (two-tailed t-test) 

 

4.2. Testing the structural model 

After the measurement model is satisfactory, we 

evaluate the results of the structural model to estimate 

the explanatory level of the path coefficients (Hair et 

al., 2019). Firstly, we check the multicollinearity 

phenomenon using the VIF coefficient to ensure that 

this is not the cause of the biased regression results 

(Hair et al., 2019). The research results show that the 

VIF values of the variables range from 1.43 to 3.36, 

which is lower than the threshold for multicollinearity 

of 5.0 (Hair et al., 2017). This confirms that 

multicollinearity is not a serious problem in this study. 

Next, we present the structural model estimation results 

in Table 3. In which, the adjusted R2 value represents 

the explanatory level of the independent variables for 

the dependent variables, respectively 0.257 (results-

oriented culture) and 0.292 (organizational 

performance). The accepted minimum adjusted R2 

value as recommended by Hair et al. (2019) is 0.1. 

Therefore, the theoretical model that we propose is 

consistent with the collected experimental data. 

Consistent with the prediction in hypothesis H1, 

transformational leadership has a significant positive 

effect on results-oriented culture. The analysis results 

show that the path coefficient of this direct relationship 

is statistically significant at 1% (β = 0.511, t = 9.184).  

Table 3: PLS effects model 

Hypothesis Independent variable Results-oriented culture Oragnizational Performance 

Direct effects β t-value β t-value 

H1 Transformational leadership 0.511 9.184*   

H2 Results-oriented culture   0.393 4.951* 

H3 Transformational leadership   0.229 3.403* 

Indirect effect 

H4 Transformational leadership -> Results-oriented cuture -> Organizational performance: β = 

0.201; t-value = 4.284* 

Adjusted R2 0.257 0.292 

Note: *: Correlation is significant at the 1% (2-tailed t-test) 

This once again confirms the role of leadership in 

predicting organizational culture, not only in the 

private sector (Ogbonna & Harris, 2000; Pradhan et al., 

2017) but also in the sector public sector. This result 

shows that leaders with transformational style pose 

challenges and inspire subordinates, encourage 

employees to think innovatively and take responsibility 

for results (Kao, 2015), are consistent with a result-

oriented culture.  

Hypothesis H2 proposes a positive influence of 

results-oriented culture on organizational performance 

in Vietnamese public service organizations. The results 

in Table 2 confirmed this hypothesis (β = 0.393, t = 

4.951) with statistical significance of 1%. This result 

reinforces the assumptions of NPM theory (Hood, 

1995), the key to improving public sector performance 

is the formation of a results-oriented culture, instead of 

just focusing on controlling inputs as traditional 

bureaucratic culture that already exists in the public 

sector (OECD, 2002). This relationship is also 

confirmed in previous studies by Verbeeten & Speklé 

(2015); Nitzl et al. (2019); Tran et al (2020). Therefore, 

the emergence of a results-oriented culture in public 

institutions to lead to higher results is inevitable. 

According to the test results, hypothesis H3 is 

accepted with a significance level of 1% (β = 0.229, t = 

3.403). This means that a leader with a 

transformational style enhances organizational 

performance. This result is not surprising because 

previous studies have shown that individual and 

organizational performance is positively influenced by 

transformational leadership styles (e.g. Dvir et al. 

2002; Judge & Piccolo, 2004; Piccolo & Colquitt, 

2006). In the public sector, this result is consistent with 

the study of Elmasry and Bakri (2019), although using 

a different transformational leadership scale. 

Transformational leaders communicate the mission, 

motivate employees and promote their engagement 
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(Bass, 1985) as well as cohesion in the top leadership 

team, leading to higher effective and organizational 

performance (Colbert et al., 2008). 

Finally, the indirect influence of 

transformational leadership on organizatinal 

performance through results-oriented culture in public 

service organizations is suggested in hypothesis H4. 

The authors used the bootrap technique to distribute the 

sample and test the role of the intermediate variable as 

suggested by Hair et al., (2017). The analysis results in 

Table 2 support this hypothesis with a statistical 

significance level of 1% (β = 0.201; t = 4.284). As 

mentioned before, hypotheses H1, H2 and H3 have 

been accepted, so the results-oriented culture plays a 

part mediating role in the relationship between 

transformational leadership and organizatinal 

performance. This implies that public entities operating 

under transformational leadership will accelerate the 

reform process towards improving performance 

through creating a results-oriented cultural 

environment. This evidence also further supports 

transformational leadership theory in the following 

way. Transformational leaders contribute to 

organizational success by inspiring employees to 

increase focus on the importance of the results the 

organization needs to achieve. Thereby, promoting 

internal motivation of employees, making them 

prioritize organizational benefits instead of focusing on 

personal interests (Moynihan et al., 2013). In general, 

transformational leadership promotes cultures that 

benefit the organization (e.g. the innovation culture of 

Parry and Proctor-Thomson (2002), the collaborative 

culture of Sun & Henderson (2017)). In which, results-

oriented culture is a type of culture that should be 

promoted in the public sector according to NPM theory 

(Hood, 1995). 

5. DISCUSSION AND CONCLUSION 

5.1. Theoretical contributions 

Evidence from this study extends to the 

literature on the relationship between transformational 

leadership, organizational culture and performance, 

especially in the public sector. Although, previous 

studies have considered cultural factors as a mediating 

mechanism to further explain the influence of 

transformational leadership on aspects of outcomes at 

the individual or organizational level (e.g. Jaskyte, 

2004; Sun & Henderson, 2017), however, the result-

oriented culture suggested by the NPM framework 

seems to be rarely mentioned. Therefore, the important 

contribution of this study is to provide additional 

evidence confirming the partial mediating role of 

results-oriented culture in the relationship between 

transformational leadership and performance of public 

organizations. Accordingly, if managers adopt a 

transformational leadership style, it will create 

standards of commitment to task performance, 

accountability, and increase employee motivation by 

recognizing their contributions. As a result, the 

performance of public organizations will be improved. 

Furthermore, transformational leadership 

promoting the formation of results-oriented culture in 

organizations is the next important outcome of this 

study. This influence can be explained in the view of 

Bass and Avolio (1994), where organizational culture 

and leadership interact and motivate each other. The 

development of organizational culture is largely 

influenced by its leaders, conversely, organizational 

culture also has a significant influence on leadership 

ability. More specifically, transformational leaders 

shape a work environment in which the leader 

encourages employees to commit to the organization's 

mission, communicates a new vision, and prepares 

them for organizational improvement (Bass & Avolio, 

1994). Although the influence of leadership on 

organizational culture is much discussed, empirical 

evidence on this topic is still limited (Abdullah et al., 

2015). Therefore, the results of this study contribute to 

enriching the research literature by adding empirical 

evidence on the influence of transformational 

leadership on the results-oriented culture, especially in 

public service organizations in Vietnam. 

In addition, this study also found the effect of 

results-oriented culture on the performance of public 

organizations, consistent with the research results of 

Verbeeten and Speklé (2015) and Tran et al. (2020). 

This reinforces the argument of NPM theory that 

public organizations should promote increased 

accountability and strong commitment to 

organizational goals (Verbeeten & Speklé, 2015). This 

study is even more meaningful when conducted in a 

developing country because the research related to 

public sector reform under NPM in these countries is 

still limited (Tran et al., 2020). Furthermore, Heady 

(2001) finds that one of the major challenges in public 

administration in developing countries is the lack of 

results orientation. The public sector in many countries 

seems to care only about short-term achievements and 

not to the long-term goals of the program, resulting in 

short-term goals being achieved but may have a 

negative impact on long-term results (Heady, 2001). 

Strengthening a results-oriented culture is therefore a 

necessary condition for the long-term performance 

goals of the public sector. 

5.2. Managerial contributions 

Firstly, this study has confirmed the important 

role of transformational leadership in the reform 

process to improve the performance of public 

organizations in Vietnam. With the starting point of a 

centrally subsidized economy, the process of public 

sector reform in Vietnam is likely to face resistance 

from officials, because they were attached to the values 

of the economy the old way (Trong Tuan, 2017). 

Therefore, the first important step is to change the 

mindset of officials in the public sector, then the role of 

the leader should be promoted. Public leaders need to 
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apply the principles of transformational leadership to 

model organizational behaviors, leading to a new 

culture for public entities in which employees accept 

innovation for the overall development of the 

organization. This is especially relevant in the situation 

of public service organizations in Vietnam. Because, 

according to Resolution no. 19, one of the renovation 

goals to improve the quality and performance of 

Vietnam's public service organizations is the need to 

apply modern management methods, and 

transformational leaders have the ability to diffuse 

innovation in public organizations (Nusair et al., 2012), 

to adapt to the uncertainty of the working environment 

(Lim & Ployhart, 2004). The public service 

organizations should strengthen transformational 

leadership training for current leaders. At the same 

time, public service organizations should prioritize 

recruiting and appointing leaders with characteristics of 

transformational style to run the unit. 

Second, Marcoulodes & Heck (1993) confirmed 

that the operating environment of the organization has 

a significant influence on the attitudes and perceptions 

of employees, thereby affecting the performance of the 

organization. Combined with the results of this study, 

we suggest that managers in Vietnam's public service 

organizations should pay attention to creating and 

spreading results-oriented culture in their 

organizations. To accomplish this, it requires managers 

to show determination when performing tasks, always 

be a good role model, take responsibility for work 

results, and recognize employees' contributions based 

on results. These activities not only improve 

organizational performance, but also create job 

satisfaction and motivate employees to achieve higher 

job performance (Jin et al., 2016). In addition, 

strengthening the results-oriented culture also creates 

benefits for the organization in another aspect, that is, 

it requires transparency and financial accountability 

(Tran et al., 2020; Anh Vu et al, 2021). This is very 

necessary given the fact that public service 

organizations in Vietnam still use most of the state 

budget (Tran et al., 2020). Moreover, during the 

transition, the public sector in Vietnam still faces 

problems of bureaucracy, red tap and corruption, 

especially lack of accountability (Anh Vu, 2021). Thus 

the transparency and accountability requirements of a 

results-oriented culture would be helpful in addressing 

these issues. 

Third, the results of the indirect influence of 

transformative leadership on organizational 

performance through the results-oriented culture 

suggest that besides transformationalism, managers in 

the public sector need to translate it into action. It 

means that leaders need to build a results-oriented 

culture. Indeed, leadership and organizational culture 

are two precursors of performance (Nam & Park, 

2019), where the relationship between transformative 

leadership and performance is mediated by 

organizational culture (Ogbonna & Harris, 2000; 

Xenikou & Simosi, 2006). The purpose of the public 

sector's existence is to serve the needs of the citizens, 

not for the sake of profit, so implementation strategies 

aim to maximize efficiency and performance. Public 

agencies in Vietnam are no exception, always striving 

to improve their ability to meet public services with 

increasing quality. Therefore, in the training and 

development project of public managers, there should 

be courses on transformational leadership theory and 

the characteristics of a result-oriented culture. More 

generally, to improve public sector performance, 

leaders and managers in the public sector need to 

demonstrate a strategic vision, enabling employees to 

innovate the way they work. In addition, they set an 

example by being determined to achieve organizational 

goals, taking responsibility for work results, and 

having appropriate incentives for employees. 

5.3. Limitations and directions for further research 

Besides the theoretical and practical 

contributions as presented, this study also has certain 

limitations. Firstly, in terms of concepts, 

transformational leadership in this study is considered 

as a unidirectional concept, while if considered 

comprehensively, this concept is multi-directional with 

four components such as building  by (Bass & Avolio, 

1994). In addition, the performance of public 

organizations is subjectively measured based on 

perception, although there are advantages, it also lacks 

objectivity and authenticity compared to measurements 

based on quantitative criteria (Meier & Brudney, 

2002). To overcome this limitation, further research 

needs to consider in more detail the components of 

transformational leadership, because each component 

of this concept can exert different effects on overall 

performance (Deinert et al. al., 2015), combining self-

reported and archival data to measure organizational 

performance (e.g. Verbeeten & Speklé, 2015) to reduce 

bias due to subjective perceptions of respondents. At 

that time, researchers can explore more about the 

influence mechanism of transformational leadership on 

organizational performance and will have more basis to 

propose in detail the implications of public governance. 

Secondly, organizational culture is a broad concept 

(Nitzt et al., 2019) but this study only considers the 

outcome-oriented culture aspect. Meanwhile, the 

influence of transformational leadership on 

organizational performance is likely to be influenced 

by other cultures such as innovation culture, 

collaborative culture (e.g. Xenikou, 2006; Sun & 

Henderson, 2017). Therefore, future studies may 

explore other aspects of organizational culture. Thirdly, 

the data to test this model is collected in public service 

organizations, a significant part of the public sector in 

Vietnam. However, in order to improve the 

generalizability of the research results, it would be 

better to add data from a variety of public institutions. 

Finally, we found that other mediating mechanisms 

may be involved in the relationship between 

transformational leadership and organizational 

Advances in Economics, Business and Management Research, volume 196

171



 

 

performance. For example, public service motivation 

(Paarlberg & Lavigna, 2010), and using performance 

information (Moynihan et al., 2013) can be further 

research directions for researchers. Another interesting 

thing is organizational culture can be the moderator of 

the relationship between transformational leadership 

and organizational performance (Al-Shibami et al., 

2019), which are directions that can expand the 

research. 
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