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ABSTRACT

This study investigates the moderating effect of leader anger on the relationship between LMX, which is
one of the most prominent leadership theories, and the three follower job outcomes of affective commitment
towards the organization, trust in leader, and job satisfaction. This study was undertaken in the format of an
experiment which is followed by a survey in which four groups of different fictional leader types were created, and
respondents were asked to answer questions about these leaders assuming that they work with the described
leader. The results of the study reveal that leader anger moderates the relationship between leader-member
exchange and the three follower job outcomes in such a way that they result in diminished levels of affective
commitment towards the organization, trust in leader, and job satisfaction in cases of both high LMX and low
LMX leaders.
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LIiDER OFKESININ LIDER-UYE ETKILESIMi VE TAKIPCI

IS SONUCLARI ARASINDAKI ILiSKi UZERINE MODERE EDICI ETKIiSi

0z

Bu calisma, lider ofke duygu disavurumunun, lider-iiye etkilesimi ve takipgi is sonuglarindan érgiitsel
duygusal baghilik, lidere giiven ve is memnuniyeti arasindaki iliski tizerine modere edici etkisini arastirmaktadir.
Bu calisma, deney ve pesinden gelen anket formatinda diizenlenmistir. Deney formatinda, dért farkl kurgusal
lider tipi olusturulmustur ve daha sonraki gelen ankette, katilimcilardan, tarif edilen liderlerle ¢alistiklarini
varsayarak bu liderler hakkindaki sorulart cevaplamalari istenmistir. Bu ¢alismanin sonuglarina gore, lider dfke
duygu disavurumu hem yiiksek derecede hem de al¢ak derecede lider-iiye etkilegimi sergileyen liderler icin, daha

diisiik orgiitsel duygusal baglilik, daha diisiik lidere giiven ve daha diistik is memnuniyetine yol a¢arak, lider-iiye
etkilesimi ve takip¢i is sonu¢lari arasindaki iligkiyi modere eder.
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1. INTRODUCTION

Leader-member exchange theory (LMX) is a leadership theory that deals with the
quality of interactions between leaders and their followers. Accordingly, we can speak of two
kinds of interactions, the in-group and the out-group. Subordinates in the in-group take on more
responsibilities than are stated in their job engage in more activities than are stated in their
formal employment contract. Therefore, they receive more attention, resources, and support
from their leaders. On the other hand, employees who belong to the out-group are not willing
to engage in extra activities which are not stated in their employment contract. They just do
what is expected from them and not more. Therefore, they do not receive as much support and
resources from their leaders as their peers in the in-group. According to the LMX theory, the
leader-follower transactions between leaders and in-group followers are of higher quality than
those between leaders and followers in the out-group (Dansereau, Graen, & Haga, 1975).

Emotions can be found in almost every leader-follower transaction. Emotions stem from
these transactions and they also influence these transactions (Sy, Coté, & Saavedra, 2005).
Because leaders can strongly affect how organizations and their members function (Yukl,
2005), leader emotional expressions have a substantial ability to influence how these members
feel (George, 2000). Emotions can be grouped into positive and negative emotions. Among
positive emotions, one can cite happiness, love, serenity, optimism, and hope. On the other

hand, anger, guilt, and frustration are examples of negative emotions.

Earlier studies have investigated the relationship between leader-member exchange
theory and the follower job outcomes of affective commitment towards the organization (e.g.,
Sirin, 2012; Ulker, 2015), trust in leader (e.g., Baker, 2018), and job satisfaction (e.g., Bulut,
2012; Akkaya, 2015). In this study, the author aims to find out how the expression of anger by
the leaders affects the relationship between leader-member exchange and the three job

outcomes.
2. LITERATURE REVIEW AND HYPOTHESIS DEVELOPMENT

2.1. The Moderating Effect of Anger on the Relationship between LMX and

Follower Affective Commitment

Anger brings about less favorable social or correctable behaviors. For instance, anger
expressions engender lower levels of collaboration than discontented expressions (Wubben et

al., 2009) and arouse vindictive actions (Van Kleef and Cote, 2007). Indeed, whether aroused
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by angry expressions or not, angry persons have an inclination towards vindictive actions
(Gibson and Callister, 2010), for instance hostility, alienated behaviors and abstention from the
person who caused the anger (Fitness, 2000). By the same token, by cause of the other-
attributing characteristic of anger, angry persons are inclined to blame others more (Lerner and
Tiedens, 2006). Allen and Meyer (1990) defined affective organizational commitment as the
employee’s positive sentimental adherence to and identification with the organization. The
author assumes that such positive sentimental adherence of followers cannot take place if they
feel alienation and abstention towards their angry leader. In addition, the author thinks that it
should be difficult for followers to identify with a leader who has an inclination to put blame
on others. As empirical evidence, a study by Van Kleef et al. (2009) showed that work teams
that were operating with angry leaders cultivated negative feelings and lower levels of affinity
with these leaders. Thus, the author proposes that the expressivity of anger by the leader should
impoverish the contribution of leader-member exchange on follower affective commitment.

Thus, the author came up with the hypotheses below:

H1. Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between LMX and follower affective commitment, where LMX leaders who display negative
emotional expressions will arouse less affective commitment by their followers as compared to
high LMX leaders who do not.

H2. Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between LMX and follower affective commitment, where low LMX leaders who display
negative emotional expressions will arouse less affective commitment by their followers as

compared to low LMX leaders who do not.

2.2. The Moderating Effect of Anger on the Relationship between LMX and

Follower Trust In Leader

Displaying anger will be recognized as being apart from leader role ideals (Rafaeli and
Sutton, 1987), symbolizing a deficiency in emotional control (Goleman, 1998), and indicating
an inadequacy of self-confidence (Kirkpatrick and Locke, 1991). Expression of anger
conveying accusation and accountability of others for a negative incident (Lerner and Tiedens,
2006) can be sensed as unearned and be the initiator of anger backlashes (Elfenbein, 2007), and
aggressive anger expression general evokes mutual anger (Lelieveld et al., 2012). The fact that
the expression of anger by a leader can be sensed as unearned contradicts with the definition of

trust as a “psychological state comprising the intention to accept vulnerability based upon
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positive expectations of the intentions or behavior of another” (Rousseau et al., 1998, p. 395)
because the author assumes that followers will not be in a state to accept vulnerability if they
feel that they are being accused. As empirical evidence, studies have indicated that anger
decreases the quality of the social atmosphere and gives rise to the emergence of negative
feelings (Tiedens, 2001; Van Kleef, 2009), along with a decrease in trust (Lerner and Tiedens,
2006). Also, research asserts that when followers sense that a leader's emotional displays are
unsuitable, this diminishes their trust in the leader (Gardner, Fischer, &Hunt, 2009). In line with
the above discussion, the author put forth that the expressivity of anger by leaders should
weaken the contribution of leader-member exchange on follower trust in leadership. Thus, the

author came up with the following hypotheses:

H3. Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between LMX and follower trust in leader, where high LMX leaders who display negative
emotional expressions will arouse less trust by their followers as compared to high LMX leaders

who do not.

H4. Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between LMX and follower trust in leader, where low LMX leaders who display negative
emotional expressions will arouse less trust by their followers as compared to low LMX leaders

who do not.

2.3. The Moderating Effect of Anger on the Relationship between LMX and

Follower Job Satisfaction

Dasborough's (2006) qualitative research manifests that employees remembered more
adverse affective incidents relating to their leaders than favorable ones. Anger in leadership
studies has been associated with sensations of un-inspirational leadership (Waldman et al.,
2011), narrow-minded leader despotism (Kant et al., 2013) or witness sensations of diminished
leader effectiveness (Lewis, 2000). Job satisfaction has been portrayed as a “pleasurable or
positive emotional state resulting from the appraisal of one’s job or job experiences” (Locke,
1976). As empirical evidence, Glomb and Hulin (1997) discovered that disregarding gender,
leaders displaying anger when dealing with an employee were graded lower in effectiveness
and satisfaction with supervisor. Therefore, the author supposes that the expressivity of anger
by leaders should impair the contribution of leader-member exchange on follower job

satisfaction. Thus, the author proposes the following hypotheses:
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H5. Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between LMX and follower job satisfaction, where high LMX leaders who display negative
emotional expressions will arouse less job satisfaction by their followers as compared to high
LMX leaders who do not.

H6. Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between LMX and follower job satisfaction, where low LMX leaders who display negative
emotional expressions will arouse less job satisfaction by their followers as compared to low
LMX leaders who do not.

3. METHODOLOGY
3.1. Research Design

This study aims to test the moderation of leader anger on the relationship between
leader-member exchange and the job outcomes of affective commitment, trust in leadership,
and job satisfaction. The model depicting the hypothetical relationships is presented in Figure
1.

Leader emotional
expressivity of anger

Follower job outcomes:
Leader-member L -Affective commitment
exchange ® Trustin leader
-Job satisfaction

Figure 1: Conceptual Model of the Study

This study was undertaken in the format of an experiment. Four 2*2 experiments were
carried out in separate groups consisting of at least 10 persons. Each experiment was composed
of two paragraphs. The first paragraph described a fictional high LMX leader or a fictional low
LMX leader. The second paragraph described the same leader expressing anger or being
neutral. In order to describe leader-member exchange, the items of the LMX-7 scale developed
by Graen and UhI-Bien (1995), and in order to describe anger, adaptable items of the
Spielberger’s Stait-Trait Anger Expression Inventory (1988) were used, respectively. In order
to make descriptions, the scale items of related scales were translated to Turkish. After reading
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the two paragraphs, the participants were given a survey so that they would be able to rate their
own level of potential affective commitment to the organization, trust in that fictional leader,
and job satisfaction, assuming that the fictional leader was their actual leader. This survey
contained the items of the Affective Commitment Scale by Meyer et al. (1993), Trust in
Supervisor Scale by Inelmen (2009), and the shorter version of by Brayfield & Rothe’s (1951)
job satisfaction scale, which was shortened to a five-item scale by Judge, Locke, Durham, &
Kluger (1998).

3.2. Sample

A total of 52 employees working in the services industry were contacted, making up 4
different groups. The average age of the employees is 27.1, ranging from 18 to 46. 33 (63.5%)
of the contacted employees are male. 6 (11.5%) of the contacted employees attended only
elementary school, 31 (59.6%) are high school graduates, 13 (25%) attended university, and 2
(3.8%) completed higher education. The average working years add up to 7.0, ranging from 1
to 25. The average tenure of the respondents is 3.4 years, ranging from a minimum of 1 to a
maximum of 25 years. 11 (21.2%) of the total of 52 respondents are from the finance industry,
again 11 (21.2%) work in the retail industry, 7 (13.5%) come from the food industry, again 7
(13.5%) work in the customer services sector, 5 (9.6%) are from the transportation sector, and
the remaining 11 respondents (21.2%) are from other services industries such as tourism,

education, and real estate.
3.3. Hypothesis Testing

For this study, 4 groups of different fictional leader types were created, and respondents
were asked to answer questions about these leaders assuming that they work with the described

leader.

Because there are two independent samples in this study, and the measurement level is
ratio, independent samples t-test is used to analyze the differences between groups in terms of

the dependent variables of follower affective commitment, trust in leader, and job satisfaction.

Table 1 and Table 2 show the group statistics and the independent samples t-test results

for Group 1 and Group 2:
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Table 1. Group Statistics for Group 1 (Angry High LMX Leader) and Group 2 (Non-Angry
High LMX Leader)

Dependent variables Groups N Mean Std. Deviation  Std. Error Mean
Angry high LMX
Affective leader 13 3.16 63 A7
commitment Non-angry high
LMX leader 13 441 12 .03
Angry high LMX 13 3.28 77 21
. leader
Trust in leader Non-angry high
LMX leader 13 4.49 19 .05
Angry high LMX 13 3.43 79 22
. . leader
Job satisfaction Non-angry high
LMX leader 13 411 .38 11

Table 2. Independent Samples t-Test Results for Group 1 (Angry High LMX Leader) and
Group 2 (Non-Angry High LMX Leader)

Levene's Test t-test for Equality of Means
for Equality
of Variances
F Sig. t df  Sig. (2- Mean Std.  95% Confidence
tailed)  Diff. Error Interval of the
Diff. Difference
Lower Upper

Equal
variances 7.98 .01 7.05 24 .00 1.25 .18 .88 1.62
Affective assumed
commitment Equal
variances not 7.05 12.85 .00 1.25 .18 .87 1.63
assumed
Equal
variances 7.59 .01 5.47 24 .00 1.21 22 .75 1.67
assumed
Equal
variances not 5.47 13.50 .00 1.21 22 74 1.69
assumed
Equal
variances 3.15 .09 2.78 24 .01 .68 24 A7 1.18
Job assumed
satisfaction Equal
variances not 2.78 17.25 .01 .68 .24 .16 1.19
assumed

Trust in leader

According to Table 1 and Table 2, Group 1 and Group 2 each consist of 13 subjects.
According to the results of the Levene's Test for Equality of Variances, equal variances are
assumed for job satisfaction (p > .05), and equal variances are not assumed for affective
commitment (p < .05) and trust (p < .05). Independent samples t-test revealed that there is a
significant difference between the two groups in terms of all the dependent variables of affective
commitment (t = 7.05, p < .05), trust (t = 5.47, p <.05), and job satisfaction (t = 2.78, p <.05).
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In terms of affective commitment, trust, and job satisfaction, the mean values for Group 1 (3.16,
3.28, and 3.43, respectively) are significantly lower than the mean values of Group 2 (4.41,
4.49, and 4.11, respectively). Thus, hypotheses H1 (Negative emotional expressions by the
leader (e.g. anger) moderate the relationship between leader-member exchange and follower
affective commitment, where high LMX leaders who display negative emotional expressions
will arouse less affective commitment by their followers as compared to high LMX leaders who
do not), H3 (Negative emotional expressions by the leader (e.g. anger) moderate the relationship
between leader member exchange and follower trust in leader, where high LMX leaders who
display negative emotional expressions will arouse less trust by their followers as compared to
high LMX leaders who do not), and H5 (Negative emotional expressions by the leader (e.g.
anger) moderate the relationship between leader member exchange and follower job
satisfaction, where high LMX leaders who display negative emotional expressions will arouse
less job satisfaction by their followers as compared to high LMX leaders who do not) are
supported.

Table 3 and Table 4 below show the group statistics and the independent samples t-test

results for Group 3 and Group 4:

Table 3. Group Statistics for Group 3 (Angry Low LMX Leader) and Group 4 (Non-Angry
Low LMX Leader)

Dependent variables Groups N Mean Std. Deviation  Std. Error Mean
Angry low LMX
Affective leader 13 1.64 21 08
commitment Non-angry low
LMX leader 13 2.13 54 A5
Angry low LMX 13 168 25 07
. leader
Trust in leader Non-angry low
LMX leader 13 231 40 11
Angry low LMX 13 1.48 a1 09
. . leader
Job satisfaction Non-angry low
LMX leader 13 1.98 49 14
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Table 4. Independent Samples t-Test Results for Group 3 (Angry Low LMX Leader) and
Group 4 (Non-Angry Low LMX Leader)

Levene's Test t-test for Equality of Means
for Equality of
Variances
F Sig. t df  Sig.(2- Mean Std.  95% Confidence
tailed)  Diff. Error Interval of the
Diff. Difference
Lower  Upper

Equal
variances 6.66 .02 3.02 24 .01 .48 .16 A5 .81
Affective assumed
commitment Equal
variances not 3.02 15.59 .01 48 .16 14 .82
assumed
Equal
variances 1.32 26 4.78 24 .00 .63 A3 .36 .89
Trust in assumed
leader Equal
variances not 4,78 20.37 .00 .63 A3 .35 .90
assumed
Equal
variances 2.61 12 3.14 24 .00 .51 .16 .18 .84
Job assumed
satisfaction ~ Equal
variances not 3.14 20.26 .01 51 .16 A7 .84
assumed

As Table 3 and Table 4 display, Group 3 and Group 4 each are composed of 13 subjects.
According to the results of the Levene's Test for Equality of Variances, equal variances are
assumed for trust (p > .05) and job satisfaction (p > .05), and equal variances are not assumed
for affective commitment (p < .05). Independent samples t-test revealed that there is a
significant difference between the two groups in terms of all the dependent variables of affective
commitment (t = 3.02, p < .05), trust (t = 4.78, p <.05), and job satisfaction (t = 3.14, p < .05).
In terms of all the dependent variables of affective commitment, trust, and job satisfaction, the
mean values for Group 3 (1.64, 1.68, and 1.48, respectively) are significantly lower than the
mean values for Group 4 (2.13, 2.31, and 1.98, respectively). Thus, hypotheses H2 (Negative
emotional expressions by the leader (e.g. anger) moderate the relationship between leader
member exchange (LMX) and follower affective commitment, where low LMX leaders who
display negative emotional expressions will arouse less affective commitment by their
followers as compared to low LMX leaders who do not), H4 (Negative emotional expressions
by the leader (e.g. anger) moderate the relationship between leader member exchange (LMX)
and follower trust in leader, where low LMX leaders who display negative emotional
expressions will arouse less trust by their followers as compared to low LMX leaders who do
not), and H6 (Negative emotional expressions by the leader (e.g. anger) moderate the
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relationship between leader member exchange (LMX) and follower job satisfaction, where low
LMX leaders who display negative emotional expressions will arouse less job satisfaction by

their followers as compared to low LMX leaders who do not) are supported.
4. CONCLUSION

As hypothesized and found in H1, H3, and H5, negative emotional expressions by the
leader (e.g. anger) moderate the relationship between leader member exchange and job
outcomes of affective commitment, trust in leader, and job satisfaction, respectively, in such a
way that high LMX leaders who display negative emotional expressions will arouse less
affective commitment, trust, and job satisfaction by their followers as compared to high LMX
leaders who do not. Here, the expression of a negative emotion such as anger neutralizes the
positive effect of leader member exchange on follower job outcomes, due to the fact that
followers who witness a strong negative emotion like anger coming from a leader they are in a
close relationship with, may become irritated and this irritation may negatively influence their

job outcomes.

As hypothesized and found in H2, H4, and H6, negative emotional expressions by the
leader (e.g. anger) moderate the relationship between leader member exchange (LMX) and
follower job outcomes of affective commitment, trust in leader, and job satisfaction,
respectively, in such a way that low LMX leaders who display negative emotional expressions
will arouse less affective commitment, trust, and job satisfaction by their followers as compared
to low LMX leaders who do not. Here, the expression of a negative emotion by a low LMX
leader worsens the negative image of this leader in the eyes of the followers, and therefore has

a more negative effect on their job outcomes compared to a low LMX leader who acts neutral.

This research contributes to the leadership and emotions literatures by explaining the
moderating effect of one discrete negative emotion, which is in our case anger, on the direct

effect of leader-member exchange on job outcomes.

Previous research suggests that the expression of negative emotions by leaders have
further negative impacts on the image of leaders. For instance, according to the findings of a
study undertaken by Lewis (2000), negative emotional displays of anger and sadness had a
significant negative effect on the assessment of leader effectiveness by followers. Further, Van
Kleef, Homan, Beersma, and van Knippenberg (2010) put forth that anger is associated with
hostility and conflict. Research undertaken by Madera and Smith (2009) reveals that in a crisis
situation, leader emotional expressivity of anger led to participant negative affect which was
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negatively associated with leader evaluation. Another experimental study by Gaddis, Connelly,
and Mumford (2004) highlights that negative leader affect brought about lower perceptions of
leader effectiveness and lower quality performance on a group task. Last but not the least,
Newcombe and Ashkanasy (2002) found that positive leader affect results in more positive

ratings of the leader compared to negative leader affect.

In the light of the previous studies discussed above and in parallel to the findings of this
study, the author suggests that the expressivity of anger by high LMX leaders might cancel out
their positive image in the eyes of their followers and therefore have a negative effect on their
job outcomes. This can be explained by the fact that because negative emotions bring about an
avoidance tendency, followers may be inclined to distance themselves from the leader who is
displaying negative emotions (Eberly&Fong, 2013). In addition, followers react to the
expressivity of anger by their leaders more strongly when they perceive these displays as
inappropriate (Van Kleef et al., 2012).Therefore, the expression of anger coming from high
LMX leaders is contrary to the image of these leaders and therefore will be perceived as

inappropriate by their followers.

This research is, to the author’s knowledge, the first to bring the concepts of leader
member exchange and leader emotional expressivity of anger together, and therefore shall

contribute to the progress of leadership research.

As to the limitations of this research, it is a cross-sectional study, therefore data
pertaining to the long term of the hypothesized relationships are not present. Secondly, all the
data is collected from Istanbul, Turkey. Therefore, findings of this research might bear an effect
of the Turkish culture and therefore limit the generalizability of the findings. Accordingly, the

author suggests that the same study can be undertaken in different cultural contexts.
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