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Long a focus of research on psychological well-being, mindfulness is now attracting empirical interest
in the organisational sciences and we investigate whether and how leaders’ trait mindfulness is associated
with transformational leadership. Drawing upon mindfulness and social learning theories, we hypothesise
that leaders’ trait mindfulness is associated indirectly with transformational leadership and that leaders’
positive affect and leadership self-efficacy beliefs mediate this relationship. Using serial mediation
procedures in PROCESS 3.0, multisource data from 183 leader-follower dyads showed that the effects
of leaders’ trait mindfulness on transformational leadership were mediated by leaders’ positive affect and
leadership self-efficacy beliefs, after controlling for leaders’ age and negative affect. Conceptual,
methodological, and practical implications are discussed.

Public Significance Statement
Mindfulness is a popular topic touting positive effects for organizations. This study contributes to
understanding how mindfulness relates to leadership by showing how mindfulness positively effects
transformational leadership behaviors, namely through increasing leader’s positive affect and lead-
ership self-efficacy.
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Embedded within the spiritual philosophy of Buddhism, mind-
fulness has been practiced for centuries, and reflects an open,
receptive, and nonjudgmental attention, and awareness of one’s
current experience and reality (Brown & Ryan, 2003). Despite its
centuries-old tradition, mindfulness has only now captured the
popular imagination as a means of enhancing well-being, as re-
flected through the extensive coverage it currently receives within
social media and mainstream news outlets (e.g., Widdicombe,
2015). Estimates from large sample surveys suggest that approx-
imately 15% of the U.S. workforce engaged in some form of
mindfulness activity in 2007 (Kachan et al., 2017).

The increasing scientific interest in mindfulness is evidenced in
the diverse areas to which it has been subject to empirical scrutiny
over the past several decades. As examples, mindfulness practices
have been used to reduce clinical levels of adult depression and
anxiety (Chiesa & Serretti, 2011), and substance abuse disorders,

and promote relapse prevention (Bowen et al., 2009). The potential
value of mindfulness is also seen in controlled outcome studies on
pain: Mindfulness is no less effective than traditional pain inter-
ventions or cognitive behavioural therapy approaches (Ehde,
Dillworth, & Turner, 2014). Organisational practitioners and
scholars have been late entrants into the growing mindfulness
arena, predicated on the assumption that more mindful employees
will experience better health, lower health care costs, and higher
levels of productivity. Many companies are now providing mind-
fulness programs including Google, General Mills, the U.S. mili-
tary, and major business schools (Hyland, Lee, & Mills, 2015).
While results of research on mindfulness and work-related
phenomena has been mostly positive (e.g., Allen & Kiburz, 2012;
Hülsheger, Alberts, Feinholdt, & Lang, 2013; Hülsheger,
Feinholdt, & Nübold, 2015), little is known about the impact of
mindfulness on leadership behaviours.

Therefore, the goal in this study is to investigate whether and
how trait mindfulness might influence transformational leadership.
We suggest that trait mindfulness is indirectly related to transfor-
mational leadership behaviour, and specifically that trait mindful-
ness is related to positive affect, which in turn is related to
leadership self-efficacy beliefs, leading to transformational lead-
ership behaviour (see Figure 1). This study makes a number of
potential contributions. (a) We contribute to the literature exam-
ining mindfulness in organisations; (b) we show that mindfulness
is an important antecedents of leadership behaviour; and (c) we
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isolate the mechanisms through which mindfulness is indirectly
related to transformational leadership.

Trait Mindfulness

Because of the widespread scrutiny on mindfulness in the social
sciences in general (e.g., Sedlmeier et al., 2012) and emerging
analyses within organisational psychology more specifically (e.g.,
Hülsheger et al., 2013), an extensive introduction to the nature of
mindfulness is no longer necessary. However, it is appropriate to
point to several key features of mindfulness that cross different
conceptual definitions (e.g., Baer, Smith, & Allen, 2004; Brown &
Ryan, 2003) that explain why trait mindfulness might be associ-
ated with transformational leadership and leadership self-efficacy
beliefs. First, mindfulness reflects an intentional state of height-
ened awareness of, and attention to, present internal, and external
experiences. Second, the essence of this heightened awareness and
attention is that it is nonjudgmental, characterised by emotional
detachment, and avoids cognitive categorisations of the experience
(Brown & Ryan, 2003; Glomb, Duffy, Bono, & Yang, 2011).
Third, mindfulness allows for the simultaneous awareness and
acceptance of more than one perspective (Langer & Moldoveanu,
2000). Fourth, mindfulness enables the nonjudgmental apprecia-
tion of, and nonreactivity toward, inner experiences (Baer et al.,
2004). Last, most definitions within organisational research view
mindfulness as a state of consciousness.

To describe this state of mindfulness, Glomb et al. (2011) use
the hypothetical example of getting stuck in heavy traffic without
evaluating the experience negatively or ruminating about what one
could have done to avoid the experience. Extending their hypo-
thetical example to a leadership context, being involved in an
ongoing negative conflict with a subordinate while avoiding the
temptation to label the interaction as harmful or as proof of one’s
own incompetence, or that of employee’s, would typify leader
mindfulness. Mindfulness is most frequently operationalized as an
individual difference or trait-level variable in organisational re-
search (e.g., Leroy, Anseel, Dimitrova, & Sels, 2013; Long &
Christian, 2015), but has also been examined as a state level variable
(e.g., Hülsheger et al., 2015; Snippe, Nyklíček, Schroevers, & Bos,
2015). Like others, we assume a trait perspective to mindfulness in
this research study, as the goal of the current study is to examine
between subjects differences, not within.

Initial research findings point to the benefits of trait mindfulness
for employees’ well-being. For example, mindfulness is associated
directly or indirectly with lower levels of emotional exhaustion,
anxiety, depression, and negative affect, and higher levels of

psychological capital, and job satisfaction (e.g., Hülsheger et al.,
2013; Roche, Haar, & Luthans, 2014), work-family balance and
sleep quality (Allen & Kiburz, 2012). Nonetheless, while there has
been an increase in research in the area of mindfulness in organi-
sations in general (see Lomas et al., 2017), research in the area of
leaders’ mindfulness is in its infancy, especially with regards to
mindfulness as an antecedent to leadership behaviour. One recent
study examining mindfulness as an antecedent to leadership be-
haviour, examined servant leadership, and found that leaders’ trait
mindfulness was positively related to the humility, standing back,
and authenticity dimensions of servant leadership (Verdorfer,
2016). There has been some research conducted on the outcomes
of leader mindfulness. For example, Reb, Narayanan, and
Chaturvedi (2014) found that leader mindfulness was related to
follower well-being and performance. We suggest that leaders’
trait mindfulness will be indirectly associated with transforma-
tional leadership via leaders’ positive affect and leadership self-
efficacy beliefs.

Trait Mindfulness and Transformational Leadership

Transformational leadership is defined as leadership that in-
volves inspiring followers to commit to a shared vision and goals
for an organisation, by challenging them to be innovative and
developing their own leadership capacity through coaching, men-
toring, and provision of both challenge and support (Bass &
Riggio, 2006). While discussed more extensively elsewhere (e.g.,
Barling, 2014; Bass & Riggio, 2006), transformational leadership
comprises four conceptually distinct behaviours, namely; idealized
influence, inspirational motivation, intellectual stimulation, and
individualized consideration that are invariably operationalized as
a unidimensional construct. As mindfulness reflects an open, re-
ceptive, and nonjudgmental attention and awareness of one’s cur-
rent experience and reality (Brown & Ryan, 2003), it likely en-
ables leaders to enact transformational leadership behaviours. We
hypothesise that the mechanisms through which mindfulness has
its effects on transformational leadership are positive affect which
in turn leads to leadership self-efficacy. These mediating mecha-
nisms will be discussed below.

Trait Mindfulness and Positive Affect

High positive affect reflects a state of full concentration, in
which individuals are alert, energetic, and engaged (Watson,
Clark, & Tellegen, 1988). Mindfulness likely supports positive
affect because it consists of being focused on the present moment

Figure 1. Unstandardized model linking trait mindfulness to transformational through positive affect and
leadership self-efficiency beliefs.
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and deeply engaged with present experiences (Kabat-Zinn &
Hann, 2009). Trait mindfulness promotes emotional appraisals that
are centered in the present and, thus, more neutral and objective
(e.g., Good et al., 2016). Mindfulness may, therefore, stimulate an
increased attention to and awareness of naturally occurring posi-
tive emotional experiences leading to greater positive affect (Eris-
man & Roemer, 2010; Jislin-Goldberg, Tanay, & Bernstein, 2012).

Individuals higher in trait mindfulness are also able to avoid
biased memories of external events and are less susceptible to
negative responding after negative experiences. Mindful indi-
viduals are less likely to be anxious about the future, as a result
of which mindfulness promotes positive affect because individ-
uals are neither ruminating about the past nor worrying about
the future. Indeed, a meta-analysis of 39 studies examining
mindfulness-based therapy on anxiety and depression found
that mindfulness-based therapy was effective for improving anx-
iety (0.63) and mood symptoms (0.59) from pre- to posttreatment
in the overall sample. In patients with anxiety and mood disorders,
this intervention was associated with effect sizes of 0.97 and
0.95 for improving anxiety and mood symptoms, respectively
(Hofmann, Sawyer, Witt, & Oh, 2010).

Further research findings support the link between trait mind-
fulness and positive affect. For example, a meta-analysis examin-
ing mindfulness and its relationship to personality and affect found
that positive affect had the fourth strongest relationship to mind-
fulness (� � .41) behind neuroticism, negative affect, and consci-
entiousness (Giluk, 2009). Trait mindfulness is associated with
lower levels of emotional exhaustion, anxiety, depression, and
negative affect, and positively associated with higher levels of
psychological capital (i.e., hope, resilience, efficacy, and opti-
mism; Roche et al., 2014). Of more relevance, given its longitu-
dinal design, an experience-sampling study showed that trait mind-
fulness predicted self-regulation and positive affect (Brown &
Ryan, 2003). Thus, we hypothesise that:

Hypothesis 1: Leaders’ trait mindfulness is related to leaders’
positive affect.

Positive Affect and Leadership Self-Efficacy Beliefs

Introduced by Bandura 40 years ago (Bandura, 1977), self-
efficacy beliefs reflect the personal conviction that given sufficient
effort, individuals can successfully enact the required behaviour.
Self-efficacy beliefs are more specific and focused than self-
confidence or self-esteem, and Bandura (1977) argued that self-
efficacy beliefs predict the initiation, persistence, and maintenance
of behaviour in the face of obstacles. Workplace-related self-
efficacy beliefs have typically been conceptualised as either
context-specific (e.g., Parker, 1998) or context-free beliefs (e.g.,
Chen, Gully, & Eden, 2001). Like Paglis and Green (2002), we
conceptualise leadership self-efficacy beliefs as context (i.e.,
work), and task-specific (i.e., leadership), and focus on one ante-
cedent of leadership self-efficacy beliefs, namely trait positive
affect.

Bandura (1977, 1982) outlined four determinants of individuals’
self-efficacy beliefs: Performance mastery or success experiences,
vicarious experiences, verbal persuasion, and psychological or
emotional arousal. Of interest in the current study is emotional
arousal. As noted by Bandura (1977), high levels of emotional

arousal interfere with effective performance and because individ-
uals tend to perceive high negative emotional activation as a sign
of vulnerability, over time individuals learn that success is more
likely when they are not burdened by negative affect. We extend
this to suggest that people also learn over time that effective
performance is more likely when they experience positive affect.

Conservation of resource theory (Hobfoll, 1989) augments the
explanation as to why positive affect predicts leadership self-
efficacy beliefs. Trait positive affect is a personal resource, and as
an enduring characteristic of the self, will likely be available to
individuals when needed, to help form judgment of their own
efficacy (Cozzarelli, 1993). Moreover, because dispositional pos-
itive affect reflects a broad positive belief about the self, which
includes self-evaluations of competence, positive affect will boost
the belief in one’s ability to achieve a desired outcome in a specific
situation (i.e., leadership self-efficacy; Cozzarelli, 1993).

Research findings support the link between trait positive affect
and higher self-efficacy (e.g., Lyubomirsky, King, & Diener,
2005). Both dispositional optimism and trait positive affect are
associated with higher self-efficacy beliefs (Cozzarelli, 1993;
Desharnais, Godin, Jobin, Valois, & Ross, 1990). Positive affect
also leads individuals to set higher goals for themselves (Baron,
1990; Hom & Arbuckle, 1988), be more confident (George &
Brief, 1996) and expect success on tasks (Brown, 1984; Wright &
Mischel, 1982). More robust evidence emerges from laboratory
studies linking changes after positive mood induction with higher
self-efficacy beliefs (Baron, 1990; Kavanagh & Bower, 1985;
Samsom & Rachman, 1989). Thus:

Hypothesis 2: Leaders’ positive affect is related to leadership
self-efficacy beliefs.

Positive Affect and Transformational Leadership

A large body of research demonstrates that happy individuals
are successful across multiple life domains, including work per-
formance (Barsade & Gibson, 2007; Lyubomirsky et al., 2005).
Moreover, these relationships are consistent across experimental,
cross-sectional, and longitudinal studies, using both objective and
subjective ratings, and after controlling for possible confounding
variables (Cropanzano & Wright, 2001). Thus, we predict that
positive affect will be associated with transformational leadership
behaviours.

First, leaders high in positive affect are more likely to enact
prosocial behaviours; engaging in behaviours that benefit other
individuals or the broader collective reflects the values underlying
the idealized influence component of transformational leadership
(Chi, Chung, & Tsai, 2011; George, 1991; Jin, Seo, & Shapiro,
2016). Second, consistent with the mood congruent memory per-
spective (Bower, 1981), people who experience positive mood
recall more positive memories, and also see future events as
positive (Chi et al., 2011). Extrapolating from this perspective,
leaders’ positive affect will enable them to draw upon more
positive memories of interactions with their followers, and view
their followers’ future contributions more positively, both of which
would leave them with a positive vision of the future (Jin et al.,
2016). In addition, leaders who experience positive affect will be
more adept at using emotion to impart their vision to their follow-
ers (Lewis, 2000), behaviours that are consistent with the inspira-
tional motivation component of transformational leadership.
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Third, leaders’ positive affective displays result in higher
follower ratings of charismatic leadership (Barnes, Guarana,
Nauman, & Kong, 2016; Damen, van Knippenberg, & van
Knippenberg, 2008), which is similar to the idealized influence,
and inspirational motivation components of transformational lead-
ership. Fourth, given that positive affect is associated with a
positive vision of the future (Chi et al., 2011), leaders who expe-
rience high positive affect will assume a more future oriented
perspective, and engage in the developmental activities that char-
acterise intellectual stimulation. Fifth, changes in positive affect
predict changes in the quality of social relationships (Schutte,
2014), which is analogous to individualized consideration. Last,
leaders who experience positive affect are more positive, ambi-
tious, inspirational, and influential when interacting with follow-
ers, all of which reflect the behaviours found in transformational
leadership (Bono & Judge, 2004; Lim & Ployhart, 2004; Rubin,
Munz, & Bommer, 2005). Therefore:

Hypothesis 3: Leaders’ positive affect is related to transfor-
mational leadership.

Leadership Self-Efficacy Beliefs and Transformational
Leadership

Self-efficacy theory posits that people’s beliefs about or confi-
dence in their abilities will predict whether they initiate action in
the first instance, the effort they will then expend, and the extent
to which they persist in the face of seemingly insurmountable
challenges (Bandura, 1977). Research results over the past four
decades consistently confirm the predictive power of self-efficacy
beliefs across very diverse contexts. Moreover, research findings
confirm that specific self-efficacy measures yield stronger predic-
tions of outcomes than do generalised measures of self-control
(e.g., Barrios, 1985).

Research on the utility of self-efficacy beliefs in organisational
settings has reached the stage where there are now no fewer than
four separate meta-analyses on this topic. Results of these meta-
analytic investigations generally yield significant relationships be-
tween self-efficacy beliefs and job performance (e.g., Sadri &
Robertson, 1993), though any effects are greater in simple rather
than complex tasks (Judge, Jackson, Shaw, Scott, & Rich, 2007;
Stajkovic & Luthans, 1998) and in laboratory rather than field
studies (Sadri & Robertson, 1993). Moreover, any effects of self-
efficacy beliefs are greatest on task rather than overall job perfor-
mance (Judge et al., 2007) and the relationship between self-
efficacy beliefs and work performance is attenuated by individual
conscientiousness (Judge et al., 2007).

Consistent with this research, we expect that leadership self-
efficacy beliefs will predict leadership behaviours for several rea-
sons. First, leaders’ self-efficacy beliefs are important in terms of
the motivation to lead (Chan & Drasgow, 2001) and the effective-
ness of different leadership styles or behaviours (e.g., McCormick,
Tanguma, & López-Forment, 2002; Ng, Ang, & Chan, 2008).
More specifically to the current study, leadership self-efficacy
beliefs have been linked to the quality of leadership behaviours.
While this was not the primary purpose of their research, Courtright,
Colbert, and Choi (2014) found a significant zero-order relationship
between leadership self-efficacy beliefs and transformational leader-
ship. In addition, Paglis and Green (2002) showed that leaders’

self-efficacy predicted subordinates’ ratings of their leaders’ willing-
ness to change. A separate study showed that leadership self-efficacy
beliefs among military ROTC cadet-leaders in the United States
predicted their potential to lead; likewise, context-specific self-
efficacy beliefs also predicted peer and officer ratings of performance
after leadership training (Chemers, Watson, & May, 2000). Thus, we
hypothesise that:

Hypothesis 4: Leadership self-efficacy beliefs are related to
transformational leadership.

Taken together, we propose a serial mediation model where
leaders’ trait mindfulness is indirectly linked with transformational
leadership through the mediating effects of leaders’ positive affect
with in turn is related to leadership self-efficacy beliefs. While
there is no prior research investigating this indirect effect, partial
support emerges from Schutte’s (2014) randomized, control group
intervention study: The effects of a 6-week, instructor-guided
mindfulness intervention on subsequent generalised self-efficacy
beliefs were mediated by changes in positive affect. Thus, we
predict that:

Hypothesis 5: Leaders’ trait mindfulness is indirectly associ-
ated with transformational leadership through the serial me-
diators: leaders’ positive affect and leadership self-efficacy
beliefs.

We introduce two methodological procedures to exclude poten-
tial rival hypotheses and strengthen any possible inferences from
our findings. First, to avoid threats to validity from mono-method
bias, we use multisource data, specifically leaders’ self-report data
on trait mindfulness, positive and negative affect, and leadership
self-efficacy beliefs, and subordinates’ rated their leaders’ trans-
formational leadership. Second, we control statistically for vari-
ables that could threaten construct validity while heeding the need
to keep control variables to a minimum (Becker et al., 2016).
Specifically, following Becker et al. (2016) recommendations, we
limited the number of statistical controls in the current study to
preserve construct validity of the remaining variables. As such, we
only included variables as statistical controls only if they could
have posed a plausible threated to construct validity (Becker et al.,
2016). Thus, we controlled for age, negative affect because of
demonstrated associations with mindfulness (Giluk, 2009; Langer
& Moldoveanu, 2000) and transformational leadership (Joseph,
Dhanani, Shen, McHugh, & McCord, 2015).

Method

Procedure and Participants

Participants were recruited through Clearvoice Research Panel
Services (http://clearvoiceresearch.com/). ClearVoice Research’s on-
line community consists of more than one million highly respon-
sive and diverse panelists worldwide with 2,500 new registrants
per day, including mobile survey panelists. The sample consisted
of 190 leader-follower dyads employed in North America. Because
of missing data the final sample was 183 leader-follower dyads.
On average, leaders were 42.72 years old (SD � 10.75; 50%
female) and average leadership tenure was 9 years (SD � 7.58).
Eighteen percent had completed high school or some college
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education, 12% completed a 2-year college diploma, 48% com-
pleted an undergraduate university degree, and 21% completed a
graduate or professional degree. Among the followers, the mean
age was 39.63 years (SD � 10.99; 47% female) and their average
tenure with their current leader was 5.86 years (SD � 5.51).

Measures

Study variables. Leaders’ self-ratings were used to provide
data on trait mindfulness, positive and negative affect, and lead-
ership self-efficacy beliefs.

Trait mindfulness. Trait mindfulness was assessed using
Brown and Ryan’s (2003) 15-item Mindful Attention and Aware-
ness Scale (MAAS). Respondents answered each item (e.g., “I
could be experiencing some emotion and not be conscious of it
until sometime later,” “I do jobs automatically, without being
aware of what I am doing”) in terms of the frequency with which
they were experienced using a 6-point scale (1 � almost always to
6 � almost never). The MAAS was designed for use within the
general population and evidence supports its unidimensionality
(Brown & Ryan, 2003; MacKillop & Anderson, 2007). Scores on
all items were recoded so that higher scores reflected higher levels
of trait mindfulness.

Positive affect. To assess positive affect, we used 10 items
from the PANAS scale (Watson et al., 1988), in which leaders
provided ratings of the extent to which they currently experienced
positive emotions (e.g., “enthusiastic”) using a 5-point scale (1 �
very slightly or not at all to 5 � extremely).

Leadership self-efficacy. Leadership self-efficacy was as-
sessed using Paglis and Green’s (2002) 12-item Leadership Self-
Efficacy scale, which reflects self-efficacy beliefs about (a) the
ability to set directions for work groups (e.g., “I can develop plans
for change that will take my unit in important new directions”), (b)
gaining followers’ commitment (e.g., “I can obtain the genuine
support of my employees for new initiatives in the unit”), and (c)
overcoming obstacles (e.g., “I can figure out ways for my unit to
solve any policy or procedural problems hindering our change
efforts”). Respondents rated how confident they are that they could
perform each item on a scale from 0 to 100 (0 � not at all
confident, 50 � intermediate level of confidence, 100 � com-
pletely confident). Although the scale targets leaders’ self-efficacy
beliefs as to whether they can lead change, we judged that all 12
items were relevant to leadership behaviours in general and chose
not to modify any items. Unlike Paglis and Green (2002), however,
we aggregated across all items to form a unidimensional scale for
two reasons: An exploratory factor analysis of the 12 items yielded

a single factor accounting for 73.52% of the variance and the
internal consistency was very high (� � .97).

Transformational leadership. To assess followers’ percep-
tions of their leader’s transformational leadership, we used
Podsakoff, Mackenzie, and Bommer’s (1996) 22-item question-
naire (e.g., “provides a good model to follow,” “shows respect for
my personal feelings”). All items were rated on a 5-point scale
(1 � strongly disagree to 5 � strongly agree). Two items were
recoded so that higher scores reflected higher transformational
leadership that was assessed as a unidimensional variable.

Control variables. Negative affect was assessed using 10
items from Watson et al.’s (1988) PANAS scale (e.g., “dis-
tressed”), each of which was rated on a 5-point scale (1 � very
slightly or not at all to 5 � extremely).

Data Analysis

We proposed an indirect effect model. The data were tested using
standard OLS regression procedures as implemented through Hayes’
PROCESS 3.0 using Model 6 for serial mediation (http://www.afhayes
.com; Hayes, 2013). Following Hayes (2013), unstandardized regres-
sion coefficients are reported throughout. Each analysis drew upon
5,000 bootstrapped samples. We report the partially standardized
effect to assess the magnitude of the indirect effects, which represents
the magnitude of the indirect effect in terms of SD units in Y
(Preacher & Kelley, 2011). Effect size is reported in Table 4.

Results

Leaders’ age and negative affect are controlled in all analyses.
Descriptive statistics, intercorrelations, and reliability (internal
consistency) for all study variables appear in Table 1.

We first assessed whether any sampling bias existed given that
not all requests to participate in this research from leaders to their
followers were fulfilled. To do so, we compared scores of leaders
whose subordinates responded (N � 183), and those who did not
(N � 760) in terms of the focal, and control variables. The
multivariate analysis of variance (MANOVA) was significant (Pil-
lai’s Trace F(5, 937) � 4.61, p � .01, �2 � .02). Further analysis
showed that while no significant differences emerged in terms of
either of the two focal variables (trait mindfulness: F � 1.70, df �
1,941; leader self-efficacy beliefs: F � 0.65, df � 1,941, both ns),
significant differences emerged in terms of positive and negative
affect (see Table 2), and respondents were younger than those who
dropped out, justifying the decision to control statistically for these
variables. A separate analysis showed that the two samples did not

Table 1
Descriptive Statistics and Intercorrelations for All Study Variables (N � 186–190)

Variables Mean SD 1 2 3 4 5 6

1. Age 42.75 10.74 —
2. Negative affect 2.13 1.07 �.45��� .94
3. Trait mindfulness 3.31 .94 .22�� �.37��� .95
4. Positive affect 3.45 .79 �.10 .18� .13 .90
5. Leader self-efficacy beliefs 76.11 17.01 .28��� �.24��� .38��� .30��� .97
6. Transformational leadership 3.45 .53 .19�� �.25��� .26��� .37��� .49��� .92

Note. Cronbach’s � indicated on the diagonal using boldface.
� p � .05. �� p � .01. ��� p � .001.
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differ in terms of gender composition (�2 � .31), as a result of
which gender was not controlled (Becker et al., 2016).

Hypothesis 1 was supported: After controlling for the variables
listed above, trait mindfulness was associated with positive affect
(Hypothesis 1; b � .19, p � .01, confidence interval, CI [.07, .32]).
In turn, positive affect predicted leadership self-efficacy beliefs
(Hypothesis 2; b � 6.94, p � .01, CI [.4.01, 9.77]). Both Hypoth-
eses 3 and 4 were supported, as positive affect (b � .21, p � .01,
CI [.12, .30] and leadership self-efficacy beliefs (b � .01, p � .01,
CI [.01, .02] predicted transformational leadership, respectively
(see Table 3).

As can be seen from Table 4, the indirect effects of trait
mindfulness on transformational leadership through positive affect
and leadership self-efficacy beliefs was significant (Hypothesis 5;
b � .01, SE � .01, CI [.01, .08]). The total indirect effects, which
includes the serial mediation effect, described above, along with
the effects of mindfulness on transformational leadership through
each mediator (i.e., positive affect and leader’s self-efficacy) sep-
arately was also significant (b � .10, SE � .03, CI [.05, .17]).
Using the partially standardized effect size calculation for the total
effects of the serial indirect effects, individuals’ one unit higher in
mindfulness are estimated to be .2 SDs higher in their transforma-

tional leadership behaviour as a result of the total indirect effects
of mindfulness on positive affect and self-efficacy (b � .2, SE �
.06, CI [.10, .32]).

Discussion

The goal of the present study was to examine whether and how
leaders’ trait mindfulness influences transformational leadership
through a serial mediation model where there was an indirect effect
mindfulness on transformational leadership through positive affect
and leader’s self-efficacy beliefs. As expected, leaders’ trait mindful-
ness predicted leaders’ positive affect (Hypothesis 1) and leaders’
positive affect in turn predicted leadership self-efficacy beliefs (Hy-
pothesis 2). Both leaders’ positive affect (Hypothesis 3) and leader-
ship self-efficacy beliefs (Hypothesis 4) predicted transformational
leadership. Last, the effect of leaders’ trait mindfulness on transfor-
mational leadership was mediated by leaders’ positive affect and
leadership self-efficacy beliefs (Hypothesis 5). These findings were
obtained after controlling for potentially confounding variables,
namely leaders’ age, and negative affect. More important, it should
also be noted that the indirect effects of mindfulness on transforma-
tional leadership through of each mediators (i.e., positive affect and

Table 2
Attrition Analysis for Focal and Control Variables

Variables
Nonresponse (n � 760)

Mean (SD)
Response (n � 183)

Mean (SD) F �2

Age (years) 45.75 (11.73) 42.72 (10.75) 10.59� .011
Negative affect 1.88 (.97) 2.13 (1.07) 7.82� .008
Positive affect 3.24 (.90) 3.45 (.80) 7.54� .008
Leadership self-efficacy 77.09 (17.51) 76.11 (17.01) .65 .001
Trait mindfulness 3.40 (.86) 3.31 (.94) 1.70 .002

� p � .01.

Table 3
Conditional Indirect Effects of Mindfulness on Transformational Leadership (N � 183 Dyads)a

Variables B SE t LLCI ULCI

Mediator variable: Positive affect
Mindfulness .19 .07 2.98�� .07 .32
Age �.01 .01 �.15 �.01 .01
Negative affect .18 .06 2.91�� .06 .31
Model summary: R2 � .07, F(3, 179) � 4.70, p � .01

Mediator variable: Leadership self-efficacy
Mindfulness 4.67 1.29 3.63�� 2.13 7.20
Positive affect (PA) 6.94 1.44 4.82�� 4.01 9.77
Age .32 .12 2.79� .10 .55
Negative affect �1.57 1.24 �1.26 �4.02 .89
Model summary: R2 � .28, F(4, 178) � 17.16, p � .001

Outcome variable: Transformational leadership
Mindfulness .01 .04 .18� �.07 .08
Positive affect .21 .05 4.56�� .12 .30
Self-efficacy (LSE) .01 .01 4.83�� .01 .02
Age .00 .01 .25 �.01 .01
Negative affect �.11 .04 �2.89 �.18 �.03
Model summary: R2 � .59, F(5, 177) � 19.02, p � .001

Note. PA � positive affect; LSE � Leadership self-efficacy beliefs; LLCI � lower level confidence interval;
ULCI � upper level confidence interval.
a Unstandardized regression coefficients reported throughout.
�� p � .01.
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leader’s self-efficacy beliefs) separately, were also significant and
together the total indirect effect of the model, which includes the serial
mediation effect (Hypothesis 5) was significant. At a time when
widespread speculation suggests almost unlimited benefits for trait
mindfulness, these findings begin to provide empirical support for the
indirect effects of trait mindfulness on leadership behaviours and just
as importantly, how these effects emerge.

Strengths and Weaknesses of the Current Research

Our study has several conceptual and methodological features
that strengthen any inferences from the findings. Conceptually,
prior research has focused overwhelmingly on the outcomes of
different forms of positive or negative leadership behaviours;
well-being antecedents of leadership have received considerably
less empirical scrutiny (Barling, 2014). Moreover, by pointing to
the distal or indirect effects of trait mindfulness on transforma-
tional leadership, the current study extends our understanding of
the range of possible antecedents of organisational leadership,
especially those that lie outside of the workplace. More specifi-
cally, by disentangling the effects of trait mindfulness, positive
affect and leadership self-efficacy beliefs on transformational lead-
ership, our findings add to the literature supporting the role of
leaders’ own well-being on the quality of their own leadership
behaviours (Barling & Cloutier, 2017).

Methodologically, one strength of our study is that we avoid
problems associated with mono-source bias in leadership research
by obtaining leaders’ self-assessments of trait mindfulness and
followers’ ratings of their leaders’ transformational leadership.
Like all research, however, our study also has several limitations
that could compromise any inferences made from the findings.
First and foremost, our study was cross-sectional in nature, limit-
ing the extent to which causal inferences can be entertained.
However, the plausibility of this threat is reduced as there is no
conceptual basis on which to posit a link from context-specific
(i.e., leadership) self-efficacy beliefs to later trait mindfulness.
Another limitation of the current study is the small effect sizes
(Cohen, 1992): As future research identifies relevant contextual
factors and individual difference variables that moderate the links
between trait mindfulness and transformational leadership, the
conceptual and practical significance of the current findings will
be heightened.

Directions for Future Research

Leaders’ trait mindfulness was indirectly related to transforma-
tional leadership through leaders’ positive affect and leadership
self-efficacy beliefs, creating opportunities for future research to
investigate further how trait mindfulness might affect leadership.
One question is whether the separate components of trait mindful-
ness affect leadership differently. While the construct of trait
mindfulness is studied mostly within a unidimensional perspective
as was the case in this study, the five different facets (namely,
observing, describing, awareness, nonjudgment, and nonreactivity;
Baer et al., 2008) may differentially influence subsequent leader-
ship. For example, in one study, only the nonjudgmental and
awareness dimensions influenced aggression through anger rumi-
nation (Peters et al., 2015). Relatedly, because transformational
leadership is also comprised of four components, researchers could
examine how the separate components of mindfulness map on to
the four components of transformational leadership. For example,
idealized influence occurs when leaders choose to do what is right,
rather than what is expedient and act in ways that embody their
ideals. Trait mindfulness, and more specifically the awareness
component may help leaders achieve the emotional, and cognitive
clarity that would enable them to avoid the distractions, ambigu-
ities, and temporal pressures inherent in the leadership role, and
focus specifically on doing what is right (i.e., idealized influence).
Second, the cross-sectional nature of our data make replications
using longitudinal data a necessary next step in any research on the
effects of mindfulness on leadership behaviours.

Third, the accuracy of leaders’ self-efficacy beliefs should be
investigated. Research in other areas (e.g., middle school students’
math performance; Pajares & Graham, 1999) has shown that the
accuracy of self-efficacy perceptions correlated with academic
performance. Within a leadership perspective, optimistic self-
efficacy beliefs are necessary if leadership behaviours are to be
initiated and maintained, but (leader) self-efficacy beliefs can be
overly optimistic, that is, when they exceed leaders’ actual capa-
bilities. Thus, overly optimistic leader self-efficacy beliefs might
be harmful (see McNulty & Fincham, 2012). Relatedly, research-
ers may want to examine the self-other agreement of transforma-
tional leadership ratings. For example, researchers could examine
if those higher in mindfulness have greater self-awareness (i.e.,
higher self-other agreement) and, thus, are more transformational
leaders (Fleenor, Smither, Atwater, Braddy, & Sturm, 2010).

Last, the most robust support for the indirect effects of mind-
fulness on the quality of leadership behaviours would derive from
intervention studies using experimental designs. Given that the
efficacy of low dose, Internet-based mindfulness interventions
require no more than a few minutes over several days (e.g.,
Hülsheger et al., 2013, 2015; Schutte, 2014), future research
should replicate the indirect effects of mindfulness on different
leadership behaviours (e.g., ethical leadership, humility) both in
the field and the laboratory.

Organisational Implications

The present findings open up new opportunities for leadership
interventions within organisations. Prior research has shown that
leadership training within organisations can be effective (Avolio,
Reichard, Hannah, Walumbwa, & Chan, 2009) and controlled
outcome research has shown mindfulness training to be effective

Table 4
Indirect Effects and Effect Size

Effects B SE LLCI ULCI

Indirect effects
Total .11 .03 .05 .17
Mindfulness-PA .04 .02 .01 .08
Mindfulness-LSE .05 .02 .02 .10
Mindfulness-PA-LSE .01 .01 .00 .04

Effect size (partially standardized indirect effects)
Total .20 .06 .10 .32
Mindfulness-PA .08 .03 .02 .15
Mindfulness-LSE .09 .04 .03 .17
Mindfulness-PA-LSE .03 .02 .01 .07
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with respect to problems such as the treatment of chronic pain
(e.g., Ussher et al., 2014; Wong et al., 2011). Two aspects of
mindfulness interventions enhance their potential utility for or-
ganisations. First, the range of behaviours that might be affected
by mindfulness training is vast, extending beyond well-being (e.g.,
Hülsheger et al., 2013, 2015) to include indirect effects on work
engagement (Leroy et al., 2013). Second, Hülsheger et al.’s (2013,
2015) research demonstrates that low dose, Internet-based mind-
fulness training is not only effective, but likely cost-effective as
well.

Conclusion

Faced with any new idea whose initial popularity could reason-
ably be regarded as a movement or a fad, enthusiasm invariably
exceeds reality; such is the case with the focus on mindfulness and
its stated benefits for leadership. In such situations, the scientific
endeavor has a specific role: Borrowing from Campbell and
Stanley (1966), “. . . the course of science consists of further
experiments which refine the X, teasing out those aspects which
are most essential to the effect” (p. 33). Our study has identified
one path through which trait mindfulness predicts transformational
leadership, and it now remains for further research to investigate
how, and under what conditions, trait (and state) mindfulness
might benefit different forms of organisational leadership.

Résumé

Depuis longtemps un sujet des recherches sur le bien-être psy-
chologique, le concept de la pleine conscience suscite mainte-
nant l’intérêt de chercheurs empiriques dans les sciences de
l’organisation. Nous cherchons à déterminer dans quelle mesure et
de quelle façon la caractéristique de la pleine conscience chez les
leaders serait associée au leadership transformationnel. En nous
fondant sur les théories sur la pleine conscience et la socialisation,
nous formulons l’hypothèse que la caractéristique de la pleine
conscience chez les leaders est indirectement associée au leader-
ship transformationnel, et que l’affect positif des leaders et les
croyances d’auto-efficacité du leadership influent sur cette rela-
tion. Au moyen de procédures dans le PROCESS 3.0 pour
l’analyse de l’effet, des données de multiples sources sur 183
dyades leader-adepte ont révélé que les effets de la caractéristique
de pleine conscience des leaders sur le leadership transformation-
nel étaient influencés par l’affect positif des leaders et les croy-
ances d’auto-efficacité du leadership, en ayant tenu compte de
l’âge des leaders et de l’affect négatif. Les répercussions sur les
plans des concepts, de la méthodologie et de la pratique sont mises
en relief.

Mots-clés : pleine conscience, leadership transformationnel, affect
positif, auto-efficacité du leadership.
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