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Purpose: The purpose of this paper is to explore the theoretical relationship between
sustainable leadership and employees’ organizational commitment. The article aims to identify
key leadership practices that support long-term employee attachment to organizations,
particularly in the context of contemporary challenges such as digital transformation,
generational diversity, and evolving labor market expectations.
Design/methodology/approach: This is a conceptual paper based on an integrative literature
review. It synthesizes theoretical contributions in the areas of sustainable leadership and
organizational commitment. The approach combines Avery and Bergsteiner’s (2011) model of
sustainable leadership with Meyer and Allen’s (1991) three-component model of organizational
commitment. The analysis focuses on the alignment between leadership behaviors and factors
fostering affective, continuance, and normative commitment.

Findings: The paper identifies that sustainable leadership can positively influence
organizational commitment by creating a supportive work environment, enhancing trust, and
fostering a sense of purpose. Leadership practices such as participatory decision-making,
transparent communication, and long-term employee development contribute to building
loyalty and reducing turnover.

Research limitations/implications: As a theoretical study, the paper does not include
empirical validation. Future research should examine the relationship between sustainable
leadership practices and organizational commitment through quantitative and qualitative
methods. The need to explore sectoral differences and the impact of technological change is
also emphasized.

Practical implications: The article provides practical guidance for managers and
HR professionals aiming to increase employee retention and engagement. It highlights the
importance of leadership strategies that balance economic, social, and environmental objectives
in human resource management.

Social implications: Sustainable leadership may support employee well-being, foster ethical
organizational cultures, and promote socially responsible practices. It can contribute to aligning
organizational goals with societal and environmental expectations.

Originality/value: This paper offers a novel theoretical contribution by linking sustainable
leadership with the multidimensional concept of organizational commitment. It provides
a foundation for future empirical research and practical applications in leadership development
and strategic HR management.
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1. Introduction

Contemporary enterprises operate in an exceptionally dynamic environment that requires
leaders to remain flexible in fulfilling their responsibilities (Szewczyk, 2024). The growing
diversity of employee needs, as well as changes in the generational structure of the workforce,
are prompting organizations to seek new ways to strengthen organizational commitment
(Pereira, 2023). Consequently, managers are increasingly turning to the concept of sustainable
leadership, which encompasses not only economic but also social and environmental
dimensions of organizational functioning (Meyer, Allen, 1991). This article presents key
challenges faced by contemporary enterprises and their leaders, discusses the role of sustainable
leadership in shaping organizational commitment, and provides examples of actions that may

positively influence employee loyalty.

2. Contemporary Challenges Faced by Organizations and Their Leaders

Today’s organizations operate in an environment characterized by an increasing pace of
technological, social, and economic change (Urabniak et al., 2020). In this context, leaders play
a crucial role in adapting to the changing reality. One of the key challenges remains maintaining
a high level of employees’ organizational commitment. Leaders who seek to attract and retain
qualified personnel must create conditions conducive to task engagement and stimulate
employee loyalty to the employer (Meyer, Allen, 1996; Hung, Huy, 2023).

Contemporary organizations often comprise members of up to four different generations,
differing in leadership style preferences, attitudes toward work, and communication methods
(Lewicka, 2017). Understanding the needs and values of different age groups supports synergy
building and reduces the risk of conflict. As a result, leaders must demonstrate flexibility in
their leadership approaches and be able to negotiate the expectations of individual teams to
foster a healthy work environment.

A vital role is also played by the digital transformation associated with Industry 4.0, which
has altered how enterprises operate (Poszytek, 2024). To implement innovations, leaders
require not only technical competencies but also the ability to motivate and support their teams,
fostering a sense of purpose in the changes being introduced (Cybal-Michalska, 2015).
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Inadequate employee support during digital transformation may lead to frustration, resistance,
and a decline in work engagement (Shahi, Sinha, 2021).

With the advancement of globalization and digitalization, sustainable leadership—seeking
to integrate economic performance with social and environmental responsibility—gains
increasing importance (Suriyankietkae, Avery, 2014). Developing such an approach is
challenging but enables organizations to respond to stakeholder and market expectations.
Applying sustainable leadership principles in daily practice requires ongoing balancing of
diverse goals, often necessitating complex decision-making and adaptation of existing routines
(Avery, Bergsteiner, 2011).

Another challenge is maintaining the consistency of organizational values. Discrepancies
in norms and beliefs can lead to a decline in employees’ commitment, workplace conflict,
and diminished quality of work (Suriyankietkaew et al., 2022). Therefore, it becomes the
leader’s role to articulate and communicate a shared vision of action.

Dynamic technological processes, growing employee expectations toward leadership,
and the need to balance business, social, and environmental objectives exemplify the complex
environment in which today’s organizations operate (Grzes, 2022). In this context,
the appropriate selection of leadership practices and the cultivation of an organizational culture

that allows each team member space for development become especially significant.

3. Characteristics of Sustainable Leadership

The literature emphasizes the need to develop a new approach to leadership in
organizations. Scholars argue for moving away from perceiving leadership solely as a control
function, and instead focusing on dialogue (Gerard et al., 2017). Within leadership studies,
increasing attention is also being paid to organizational stakeholders, the relationships between
leaders and subordinates, and the need to implement leadership practices aligned with the
principles of sustainability (Armani et al., 2020). The concept of sustainable leadership assumes
a departure from the traditional focus on financial outcomes in favor of recognizing that
organizations are part of a broader environmental and social context, and that it is essential to
adopt a long-term perspective on operations (Avery, Bergsteiner, 2011). Hargreaves and Fink
(2003) highlight that the purpose of sustainable leadership is to meet the needs of today’s
society while also considering the needs of future generations. This approach stresses the
responsibility of leaders to address sustainability-related challenges and to act regardless of
their formal position within the organization. One of the most prominent frameworks,
developed by Avery and Bergsteiner (2011), defines sustainable leadership as encompassing
long-term decision-making, continuous innovation, nurturing a loyal workforce, delivering

high-quality products and services, and balancing the well-being of people, profit,
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and the environment. Such leadership is rooted in the broader social, cultural, and institutional
context. The literature identifies three key dimensions of sustainable leadership, the main

characteristics of which are presented in Table 1.

Table 1.
Characteristics of Sustainable Leadership Dimensions
Economical dimension Social dimension Environmental dimension

o focus on maximizing work e creating an optimal work e raising employees’ awareness of
efficiency, environment, environmental protection,

o use of performance metrics e implementing socially responsible | e engaging leaders and employees
for both leaders and business practices, in ecological initiatives,
employees, e treating subordinates as e conducting environmental

e maintenance of internal autonomous individuals, education and training,
organizational harmony, e cnsuring employee well-being, e considering environmental well-

e attention to employees’ e supporting the development of being in organizational
awareness of goals and long- subordinates, processes.
term consequences of their e building a positive organizational
action. climate,

e preventing and resolving conflicts.

Source: own elaboration based on: Dillard et al. (2008); Kuhlman, Farrington (2010); Liao (2022);
Juchnowicz et al. (2024).

Based on the information presented in Table 1, it can be inferred that sustainable leadership
aims to engage a broad range of organizational stakeholders and defines success in
multidimensional terms. It emphasizes a shift from an egocentric to a collective approach
(Rehman et al., 2019). Leadership actions, which often involve organizational and process
restructuring, require employee acceptance and an understanding of the long-term benefits of
new ways of working (Suriyankietkaew, Avery, 2014). However, the new approach is oriented
toward the well-being of employees and their environment, which makes it more likely to gain
acceptance.

In summary, sustainable leaders are characterized by a holistic perspective that enables the
creation of a supportive and inclusive work environment. This type of leadership may contribute
to the long-term development of the organization and its stakeholders, while also addressing

employee Turnovem - often linked to a lack of organizational commitment.

4. Employees’ Organizational Commitment

Organizational commitment can be defined as a force that binds employees to the
organization and makes it more difficult for them to leave (Lewicka, 2017). It is associated with
an individual’s identification with the organization and its goals, as well as with loyalty (Aydin
etal., 2011). Becker (1960) described commitment as a mechanism through which an employee

invests time and gains skills, thereby reducing the desire to leave the organization. Another



The role of sustainable leadership... 329

definition was proposed by Mowday (1979), who characterized organizational commitment as
an employee’s personal involvement with and identification with the organization.

A breakthrough in the study of organizational commitment was the work of Meyer and
Allen (1991), which examined its correlation with employee behavior. They distinguished three
components of organizational commitment, each associated with a different psychological state
and corresponding work behavior. The affective component is based on positive emotions and
job satisfaction. The continuance component arises from a calculation of the costs of leaving
the organization. The normative component reflects a sense of moral obligation an employee
feels toward the organization.

The importance of maintaining a high level of organizational commitment among

employees is reflected in the benefits it generates, as presented and described in Table 2.

Table 2.
Key Benefits Resulting from Employees’ Organizational Commitment

Type of benefit Impact on the organisation
Reduction in employee turnover | e  reduced costs of recruitment, selection, and onboarding

and absenteeism

teams stability
potential for long-term strategic actions

Increased productivity and work
engagement

motivation and operational efficiency
performance beyond standard expectations
employees’ concern for successful task completion

Higher quality of interpersonal
relationships among employees

improved workplace atmosphere
high-quality teamwork and collaboration
adherence to high work standards

Better adaptation to organizational
change

quick acceptance of new strategies and processes
reduced risk of conflicts
greater resilience to the negative effects of change

Stronger identification with
organizational goals

alignment of individual goals with the organization’s mission
lower risk of employee—organization conflicts
high level of work engagement

Enhanced organizational
reputation

improved organizational image
attraction of new talent
fulfillment of employees’ need for belonging and recognition

Increased customer loyalty

improved customer relations,
maintenance of long-term client relationships

Higher level of innovativeness

employee creativity
search for more effective work methods
ongoing process improvement

Job satisfaction

higher quality of work and organizational culture
greater involvement in organizational life
reduction of occupational burnout

Source: own elaboration based on: Banka et al. (2002); Lewicka (2017); Gigol, Grabarska (2024);
Opolot et al. (2024).

Shaping employees’ organizational commitment in the context of today’s labor market is
challenging but also critically important for effective human resource management and business
development. Research findings emphasize its link to employee satisfaction and performance.
A lack of effort in building employee commitment, on the other hand, facilitates the decision

to leave the organization (Jalowska, 2015). It is essential to note that properly implemented
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management practices lead to increased trust in both the leader and the organization,
which translates into employee attitudes such as loyalty and engagement (Galpin, Whittington,
2012). This requires organizations and their leaders to undertake internal restructuring efforts

and to update the role and methods of leadership implementation.

5. Identifying the Role and Key Actions of Sustainable Leaders in Building
Employees’ Organizational Commitment

The increasing complexity of the competitive environment makes simple motivational
mechanisms insufficient to strengthen employees’ organizational commitment. In this context,
the leader’s role becomes crucial (Knap-Stefaniuk, 2020). The literature highlights the diversity
of leadership styles and the specific demands placed on leaders who aim to achieve economic,
social, and environmental goals simultaneously. Leadership actions should foster a work
environment that supports employees (Avery, Bergsteiner, 2011).

From the perspective of building organizational commitment, it is important to note that
excessive pressure and overburdening of employees may, in the long run, result in decreased
engagement, higher stress levels, and diminished motivation (Mockatto, 2011). On the other
hand, an overemphasis on relational aspects, while neglecting control mechanisms, may hinder
the maintenance of discipline and a clear division of responsibilities (Agarwal, 2020).

Sustainable leadership, by design, seeks to integrate the strengths of various leadership
styles in a way that supports the achievement of strategic objectives, while also nurturing human
capital and the organization’s broader environment. As previously discussed, sustainable
leadership involves balancing individual and collective interests, building a long-term vision,
demonstrating sensitivity to employee needs, and fostering loyalty (Avery, Bergsteiner, 2011).
In this context, Table 3 presents examples of sustainable leadership actions that support the
development of strong relationships between the organization and its members and contribute

to building organizational commitment.

Table 3.
Sustainable Leadership Actions Supporting Organizational Commitment
Sustainable Leadership Action Expected Outcome
long-term development vision fostering a sense of stability and purpose
sustainable employee development engagement in multidimensional organizational development
and a sense of belonging
participatory decision-making increased motivation and identification with the organization
transparent communication building trust and strengthening relationships
support for work flexibility enhanced satisfaction and loyalty
support for organizational identification sense of pride in one’s work
employee competence development preparation for promotion and increased employee
competitiveness in the labor market

Source: own elaboration based on: Avery, Bergsteiner (2011); Pec, Lewicka (2022).
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The actions presented in Table 3 can contribute to the systematic strengthening of employee
commitment, as they support the development of organizational culture, foster a sense of
purpose in one’s work, and provide opportunities for growth and quality relationships with
supervisors (Meyer, Allen, 1996). As a result, employees develop a sense of connection with
the values promoted by the organization.

A sustainable leader thus plays a key role in shaping a culture oriented toward long-term
outcomes, team potential development, and employee involvement in shaping a better future.
In the era of dynamic socio-economic change, addressing employee needs allows not only for
achieving stable financial results, but also for building lasting relationships characterized by
high levels of loyalty (Suriyankietkaew, Avery, 2014; Opolot et al., 2024).

Sustainable leadership is therefore gaining increasing significance both in the practice of
personnel management and in the research domain, offering a promising response to the need

to reconcile diverse interests within a single organization.

6. Summary

In the context of increasing competition and dynamic market changes, the ability to build
lasting relationships with employees is becoming a key factor in organizational success.
Nurturing employee commitment, strengthening their identification with organizational goals,
and creating a work environment that supports job satisfaction are elements that can
significantly influence long-term organizational effectiveness. Striking a balance between
economic, social, and environmental dimensions proves essential in fostering enduring
employee loyalty. Implementing sustainable leadership within an organization emerges as
a promising approach to holistically supporting human capital.

Future research should focus on empirically verifying the impact of specific sustainable
leadership practices on the components of organizational commitment: affective, normative,
and continuance. It is also advisable to explore the practical aspects of implementing sustainable
leadership in the context of digital transformation, increasing employee mobility,
and generational diversity. Such an approach may contribute to a better understanding of the
mechanisms that support long-term employee—organization relationships and to the
development of more resilient and adaptive leadership models.
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