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 This study examines the relationships among work environment, transformational leadership, and 

work motivation among full-time trade union officials in Ho Chi Minh City, while also testing the 

moderating role of transformational leadership in the relationship between work environment and 

work motivation. Drawing on Social Exchange Theory, Transformational Leadership Theory, and 

the Job Demands–Resources model, the study develops and tests a model comprising three 

relationships: the effect of work environment on work motivation, the direct effect of 

transformational leadership on work motivation, and the interaction effect between work 

environment and transformational leadership. Data were collected through a survey of 350 full-

time trade union officials affiliated with the Ho Chi Minh City Federation of Labor and analyzed 

using structural equation modeling. The results show that the work environment has a positive 

effect on work motivation (β = 0.35; p < 0.001), while transformational leadership also has a 

positive and statistically significant effect on work motivation (β = 0.29; p < 0.001). Notably, the 

interaction between work environment and transformational leadership is statistically significant 

(β = 0.15; p = 0.003), indicating that transformational leadership strengthens the positive effect of 

the work environment on work motivation. The findings highlight that enhancing the motivation 

of trade union officials depends not only on improving the work environment but also on 

developing transformational leadership capabilities that enable organizational resources to be used 

more effectively. The study adds empirical evidence on the role of transformational leadership in 

linking work-environment resources to employee motivation within trade union organizations in 

an emerging economy. 
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1. Introduction 

 

Work motivation is an important determinant of employees’ effort, attitudes, and task performance. In organizations, 

motivation is shaped not only by individual characteristics but also by the organizational context, particularly the work 

environment and leadership. A work environment that provides adequate resources, support, information, and the conditions 

needed to perform tasks can facilitate employees’ work and help them sustain effort. From a social exchange perspective, 

organizational support and resources may be interpreted as signals that the organization values employees, encouraging 

reciprocal positive attitudes and behaviors (Blau, 1964; Cropanzano & Mitchell, 2005). This interpretation is consistent with 

research on perceived organizational support, which links supportive treatment and working conditions to employees’ sense 

that the organization values their contributions and cares about their well-being (Eisenberger et al., 1986; Kurtessis et al., 

2017). However, a favorable work environment does not necessarily produce the same level of motivation for all employees. 

Individuals may perceive and respond differently to similar organizational conditions depending on how resources are 

communicated, supported, and translated into work experiences. This suggests that research should consider not only which 

factors generate motivation, but also the conditions under which their effects become stronger or weaker. Among the 

contextual factors that may explain such differences, transformational leadership is particularly relevant. Transformational 

leaders articulate direction, inspire followers, encourage independent thinking, and attend to individual development (Bass, 
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1985; Bass & Avolio, 1994). These behaviors can strengthen motivation by clarifying the meaning of work, reinforcing 

support, and encouraging personal development. Meta-analytic evidence shows a robust association between transformational 

leadership and employee attitudes and performance-related outcomes (Judge & Piccolo, 2004). Evidence from public-sector 

research likewise indicates that leadership is consistently associated with beneficial outcomes, although the strength of these 

relationships varies across administrative contexts (Backhaus & Vogel, 2022). 

 

More importantly, transformational leadership may influence not only motivation directly but also how employees make use 

of and respond to resources in their work environment. When leaders communicate goals clearly, encourage initiative, provide 

individual support, and inspire employees in their work, favorable organizational conditions may be perceived and used more 

effectively. From this perspective, transformational leadership can be viewed as a condition that changes the strength of the 

relationship between work environment and work motivation rather than merely as an independent predictor. 

 

Established research has demonstrated the motivational value of job resources and the direct effects of transformational 

leadership (Bakker & Demerouti, 2007, 2017; Judge & Piccolo, 2004; Fernet et al., 2015). What is less developed is the 

question of whether leadership changes the motivational return employees obtain from an otherwise favorable work 

environment. A systematic review integrating leadership and Job Demands–Resources theory identified moderation of 

resource–motivation relationships as a meaningful but comparatively less examined pathway than direct leadership effects 

(Tummers & Bakker, 2021). This leaves room to examine transformational leadership as a boundary condition of the work 

environment–motivation relationship. 

 

This gap is especially relevant in trade union organizations. Unlike many business organizations, full-time trade union officials 

simultaneously represent and protect employees’ lawful rights and interests, contribute to labor relations, and perform 

organizational responsibilities. Their work often requires coordination with multiple stakeholders, responses to emerging 

issues, and continued attention to differing expectations from employees and the organization. Under these conditions, 

working conditions and leadership quality may play a particularly important role in sustaining motivation and willingness to 

invest effort. 

 

The Vietnamese trade union context provides a useful setting for this question. Full-time trade union officials work within 

formal organizational structures while carrying responsibilities for employee representation, labor relations, and 

organizational implementation. Public-sector research shows that transformational leadership can operate even in relatively 

bureaucratic settings (Wright & Pandey, 2010), while broader meta-analytic evidence cautions that leadership effects are 

context dependent (Backhaus & Vogel, 2022). Examining full-time trade union officials in Ho Chi Minh City therefore 

extends the analysis to a distinctive organizational setting in Vietnam. 

Against this background, the study addresses three research questions. First, how is work environment related to the work 

motivation of full-time trade union officials? Second, does transformational leadership have a direct effect on work motivation? 

Third, and most importantly, does transformational leadership change the strength of the relationship between work 

environment and work motivation? 

 

To answer these questions, the study develops and tests a model in which work environment and transformational leadership 

are examined simultaneously as predictors of work motivation, while transformational leadership is also tested as a moderator 

of the relationship between work environment and motivation. Data were collected from 350 full-time trade union officials 

within the Ho Chi Minh City Federation of Labor system and analyzed using structural equation modeling. 

 

The study is expected to contribute in two respects. Theoretically, it adds a conditional perspective to the explanation of the 

relationship between organizational resources and work motivation by showing that leadership may matter not only through 

a direct effect but also through its capacity to alter the effectiveness of the work environment. Practically, the findings provide 

a basis for trade union organizations to combine work-environment improvements with the development of transformational 

leadership capabilities in order to strengthen the motivation of full-time officials. 

 

2. Literature review and hypothesis development 

 

2.1. Theoretical Foundations 

 

2.1.1. Social Exchange Theory 

 

Social Exchange Theory (SET), rooted in the foundational work of Blau (1964), proposes that social relationships are formed 

and sustained through the exchange of resources and norms of reciprocity. In employment relationships, employees evaluate 

not only direct material benefits but also the support, recognition, trust, and resources provided by the organization. When 

employees perceive that the organization cares about and invests in them, they are more likely to develop reciprocal 

obligations and respond with more positive attitudes, effort, and behavior (Blau, 1964; Cropanzano & Mitchell, 2005). From 

this perspective, the work environment can be viewed as an important manifestation of the exchange relationship between 

employees and the organization. An environment in which employees receive support from supervisors and coworkers, have 
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access to necessary information and resources, maintain positive work relationships, and have favorable conditions for task 

completion may signal organizational care and investment. Such signals can not only facilitate job performance but also 

encourage employees to reciprocate with greater effort and motivation. 

 

SET also indicates, however, that exchange outcomes depend not only on what employees receive but also on how resources 

are communicated and experienced within organizational relationships. The same organizational resource may produce 

different responses when employees differ in their perceptions of support, relationship quality, or leadership. Cropanzano and 

Mitchell (2005) emphasize that reciprocity develops through interaction and the quality of exchange relationships, suggesting 

that the relational context may shape how organizational resources are translated into employee outcomes. 

This argument is particularly relevant to the present study. Immediate leaders interact regularly with trade union officials, 

communicate goals, allocate or facilitate resources, provide feedback, and guide how tasks are performed. Leadership quality 

may therefore influence how trade union officials interpret and use the resources available in their work environment. 

Accordingly, SET provides a basis not only for explaining the direct relationship between work environment and work 

motivation, but also for considering the conditioning role of leadership in the process through which organizational resources 

are converted into motivation. This provides an important theoretical foundation for introducing transformational leadership 

into the model as a moderator. 

 

2.1.2. Transformational Leadership Theory 

 

Transformational Leadership Theory, developed from the work of Bass (1985) and Bass and Avolio (1994), emphasizes 

leaders’ ability to influence followers’ perceptions, attitudes, and behavior by articulating a vision, providing inspiration, 

stimulating new thinking, and offering individualized consideration. According to Bass (1985), transformational leadership 

includes key dimensions such as idealized influence, inspirational motivation, intellectual stimulation, and individualized 

consideration. Through these behaviors, leaders can help employees understand shared goals and the meaning of their work 

more clearly, develop their capabilities, and become more proactive in performing their responsibilities. Unlike leadership 

approaches based primarily on exchanges between rewards and performance, transformational leadership encourages 

employees to move beyond immediate self-interest and connect individual tasks with broader organizational goals. Leaders 

provide not only direction but also a sense of meaning, trust, and personal development. These characteristics provide a 

theoretical basis for explaining why transformational leadership may be associated with work motivation. A systematic review 

integrating leadership and Job Demands–Resources theory further shows that leadership can shape job resources and influence 

how those resources are translated into employee motivation and well-being (Tummers & Bakker, 2021). Beyond its direct 

effect, transformational leadership theory also suggests that leaders can influence how employees perceive and use conditions 

in the work environment. When leaders inspire employees, provide individual support, and encourage proactive problem 

solving, existing workplace resources may be used more effectively. This provides the basis for examining transformational 

leadership as a moderator of the relationship between work environment and work motivation. 

 

2.2. Work Environment and Work Motivation 

 

In this study, work environment refers to the overall conditions employees experience while performing their jobs, including 

support, workplace relationships, communication, and the conditions required to complete tasks. This perspective is consistent 

with Litwin and Stringer (1968), who conceptualized organizational environment or climate through a range of characteristics 

capable of shaping employee perceptions and behavior. The relationship between work environment and motivation can be 

further explained through the Job Demands–Resources (JD-R) model. According to Bakker and Demerouti (2007), job 

resources can activate a motivational process because they help employees achieve work goals, reduce the impact of job 

demands, and facilitate learning and development. In this context, support, information, feedback, positive work relationships, 

and necessary resources can all help employees maintain positive work states. From a SET perspective, these resources carry 

an additional meaning. When organizations provide favorable conditions for employees to perform their tasks, employees 

may interpret those conditions as evidence that the organization values their contributions and cares about their interests. Such 

perceptions can activate reciprocity, encouraging employees to respond with greater effort and motivation. 

 

The two perspectives are therefore complementary. JD-R theory explains why work-environment resources can generate 

motivation, whereas SET explains why employees may reciprocate those resources with more positive work attitudes. 

Contemporary JD-R research continues to emphasize the motivational role of job resources (Bakker & Demerouti, 2017). In 

parallel, research on transformational leadership indicates that leaders can shape employees’ perceptions of job characteristics 

and the quality of their work motivation (Fernet et al., 2015). For full-time trade union officials, this relationship may be 

particularly important. Their work often requires coordination across multiple organizational levels and with different 

stakeholders, handling emerging labor-relations issues, supporting employees, and simultaneously carrying out organizational 

responsibilities. Consequently, access to information, support from supervisors and coworkers, communication quality, and 

the conditions required for task completion may substantially affect their ability to sustain work effort. Based on the preceding 

theoretical and empirical arguments, the study proposes:  

 

H1: Work environment has a positive effect on the work motivation of full-time trade union officials. 
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2.3. Transformational Leadership and Work Motivation 

 

If the work environment provides the conditions and resources employees need, transformational leadership may generate 

additional motivation by shaping how employees perceive their work and the goals they are pursuing. Transformational 

leadership encourages employees to move beyond minimum task requirements by creating a shared vision, encouraging them 

to view their work from a broader perspective, and developing their capabilities. Inspiration and clarification of the meaning 

of work can help employees recognize the connection between individual responsibilities and organizational goals. At the 

same time, individualized consideration can create a sense of recognition and support, thereby strengthening employees’ 

willingness to exert effort. Empirical evidence supports the proposed direct relationship. Judge and Piccolo’s (2004) meta-

analysis found transformational leadership to be consistently associated with employee attitudes and performance-related 

outcomes. More specifically, Fernet et al. (2015) showed that transformational leadership is related to more favorable job 

characteristics and higher-quality work motivation, while Piccolo and Colquitt (2006) linked transformational leadership to 

core job characteristics and subsequent employee outcomes. In public organizations, transformational leadership has also been 

associated with clearer organizational goals, stronger public service motivation, and greater mission valence (Wright et al., 

2012). From the perspective of Social Exchange Theory, the leader is also an important party in employees’ exchange 

relationships. Behaviors such as support, care, recognition, and the provision of development opportunities may be interpreted 

as positive signals about the quality of the relationship with the organization. Employees may then reciprocate through more 

positive attitudes and behaviors. In other words, transformational leadership may foster motivation not only through the 

content of work but also through the quality of the relationship between leaders and employees. This interpretation is 

consistent with the social exchange perspective on the development of trust, commitment, and reciprocal obligations in 

organizational relationships. On this basis, the study expects transformational leadership to have a direct effect on the work 

motivation of full-time trade union officials. 

 

H2: Transformational leadership has a positive effect on the work motivation of full-time trade union officials. 

 

2.4. The Moderating Role of Transformational Leadership 

 

Identifying the direct effects of work environment and transformational leadership does not fully explain when the work 

environment has a stronger or weaker effect on motivation. This provides the basis for examining transformational leadership 

as a moderating variable. Theoretically, the work environment provides employees with resources that can generate 

motivation, but resources do not automatically become motivation. Employees must recognize, evaluate, and use those 

resources while performing their work. The Job Demands–Resources model emphasizes that resources activate motivational 

processes through employees’ psychological mechanisms; contextual factors may therefore influence the extent to which 

those resources exert their effects. Transformational leadership is one contextual factor capable of changing this process. 

Leadership process research emphasizes that leadership effects are embedded in the work context and can operate by helping 

followers leverage available resources (Fischer et al., 2017). Consistent with this reasoning, Tummers and Bakker’s (2021) 

systematic review identifies leadership as a potential moderator of relationships between job resources and motivational 

outcomes. Evidence also shows that transformational leadership can condition the effects of organizational factors: Breevaart 

and Bakker (2018) found that daily transformational leadership changed how job demands related to work engagement, while 

Hoai et al. (2022) documented a moderating role of transformational leadership in Vietnamese public-sector organizations. 

Together, these studies support treating transformational leadership as a plausible boundary condition rather than only as a 

direct predictor. Organizational resources provide a basis for reciprocal exchange, but relationship quality and leader–

employee interaction can affect how employees interpret what they receive. When leaders demonstrate care, support, and 

direction, employees may perceive organizational investment more clearly and may respond more strongly. Social exchange 

research likewise emphasizes that exchange relationships develop over time through trust, reciprocity, and the quality of 

interaction. Accordingly, the study proposes not only that transformational leadership has a direct effect on motivation, but 

also that its level may alter the strength of the effect of the work environment on motivation. When transformational leadership 

is high, positive work-environment resources are expected to have a stronger effect; when transformational leadership is low, 

the motivational impact of the same resources may be more limited. Based on this reasoning, the study proposes:  

 

H3: Transformational leadership strengthens the positive effect of the work environment on the work motivation of full-time 

trade union officials. 

 

2.5. Proposed Research Model 

 

Drawing on Social Exchange Theory (SET), Transformational Leadership Theory, and the Job Demands–Resources (JD-R) 

model, the study proposes a model to explain the work motivation of full-time trade union officials through the relationships 

among work environment (WE), transformational leadership (TL), and work motivation (WM). In the proposed model, work 

environment (WE) is specified as the independent variable and work motivation (WM) as the dependent variable. 

Transformational leadership (TL) plays two simultaneous roles: (i) a direct predictor of work motivation and (ii) a moderator 

of the relationship between work environment and work motivation. This approach allows the study to examine not only the 

direct effects of the predictors on work motivation but also whether transformational leadership changes the strength of the 
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effect of the work environment on work motivation. Specifically, the model assumes that a favorable work environment has 

a positive effect on work motivation. When trade union officials work in an environment characterized by support, appropriate 

task conditions, and necessary resources, they are more likely to maintain positive work attitudes and invest effort in their 

jobs. At the same time, transformational leadership is expected to exert a direct positive effect on work motivation through 

inspiration, goal orientation, intellectual stimulation, and attention to individual development. 

 

In addition to these direct effects, the study focuses on the moderating role of transformational leadership in the relationship 

between work environment and work motivation. Transformational leadership is expected to enhance the motivational 

effectiveness of the work environment. When officials receive direction, inspiration, support, and encouragement from leaders, 

they may identify and use available workplace resources more effectively. Accordingly, the positive relationship between 

work environment and work motivation is expected to be stronger at higher levels of transformational leadership. Based on 

the theoretical arguments and hypotheses developed above, the research model includes three principal relationships: (1) the 

direct effect of work environment on work motivation (H1); (2) the direct effect of transformational leadership on work 

motivation (H2); and (3) the positive moderating effect of transformational leadership on the relationship between work 

environment and work motivation (H3). 

 

 
Fig. 1. Proposed Research Model 

 

Source: Developed by the authors based on Blau’s (1964) Social Exchange Theory, Bass’s (1985) Transformational 

Leadership Theory, and the Job Demands–Resources model of Bakker and Demerouti (2007). 

 

3. Research Methods 

 

3.1. Research Design 

 

The study adopts a quantitative approach with a cross-sectional survey design to empirically test the relationships proposed 

in the research model. Data were collected at a single point in time through a structured questionnaire and analyzed at the 

individual level, with the full-time trade union official as the unit of analysis. The research design followed three main stages. 

First, measurement scales were adopted from prior studies and contextually adapted to suit the target respondents. Second, 

the questionnaire was pilot-tested before the main survey to assess respondents’ understanding and the suitability of the 

measurement statements. Third, the main survey data were used to evaluate the measurement model and test the structural 

model. The empirical model comprises three constructs: work environment (WE), transformational leadership (TL), and work 

motivation (WM). WE and TL are included as explanatory variables for WM, while TL is additionally tested as a moderator 

of the relationship between WE and WM. The moderating effect is tested using the interaction term WE × TL. Incorporating 

the interaction term into the model makes it possible to determine whether the level of transformational leadership changes 

the strength of the effect of the work environment on work motivation. 

 

3.2. Research Context and Participants 

 

The study was conducted within the trade union system in Ho Chi Minh City. The respondents were full-time trade union 

officials working in units affiliated with the Ho Chi Minh City Federation of Labor. The unit of analysis is the individual full-

time trade union official. Focusing on this group allows the study to examine employees who directly experience their working 

conditions and interact with leaders while carrying out trade union responsibilities. The survey covered full-time trade union 

officials working in district-level unions, sectoral unions, and grassroots trade union units. Restricting the sample to officials 
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within the same organizational system reduces variation arising from different occupational groups while retaining sufficient 

variation in working conditions and perceptions of leadership behavior to test the proposed relationships. 

 

3.3. Sample and Data Collection 

 

The target population comprised full-time trade union officials working within the Ho Chi Minh City Federation of Labor 

system. The main survey was conducted from January to March 2025 using a structured questionnaire. 

Before the main survey, a pilot test was conducted with 30 respondents. The purpose was to assess the clarity of the questions, 

the interpretability of the measurement statements, and the suitability of the questionnaire for the research context. The pilot 

results were used to refine the wording before the main data collection. The main survey was administered both online and in 

person. Participants were informed about the purpose of the study and were told that participation was entirely voluntary. The 

collected data were used solely for research purposes and were handled confidentially. A total of 400 questionnaires were 

distributed. After checking completeness and data quality, 350 valid questionnaires were retained for analysis, yielding an 

effective response rate of 87.5%. The sample of 350 observations was used to estimate the SEM model containing latent 

constructs as well as direct and interaction effects. Sample adequacy was assessed by considering model complexity and the 

number of parameters to be estimated rather than relying on a single fixed rule. 

 

3.4. Measures and Measurement 

 

The measurement scales were adopted from foundational studies and adjusted in wording to fit the context of full-time trade 

union officials in Vietnam. The adaptation focused on language use and job context while preserving the conceptual meaning 

of each construct. All observed variables were measured on a five-point Likert scale ranging from 1 = strongly disagree to 5 

= strongly agree. Using the same response format for all variables simplified the response process and facilitated subsequent 

measurement-model assessment. 

 

3.4.1. Work Environment 

 

Work Environment (WE) was measured using six observed indicators adapted from the organizational environment/climate 

measurement foundation of Litwin and Stringer (1968). In this study, the measurement focuses on aspects that reflect officials’ 

immediate working conditions, including support, workplace relationships, communication, and the conditions required to 

perform their tasks. 

 

3.4.2. Transformational Leadership 

 

Transformational Leadership (TL) was measured using 12 observed indicators based on the framework of Bass and Avolio 

(1994). The scale covers four core dimensions: idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration. The statements were contextually adapted to capture trade union officials’ perceptions of the 

behavior of their immediate leaders during work. 

 

3.4.3. Work Motivation 

 

Work Motivation (WM) was measured using five observed indicators based on the work of Steers and Porter (1991). The 

indicators reflect central manifestations of work motivation, including effort, enthusiasm, and orientation toward achieving 

organizational goals. The wording was adapted to the task characteristics of full-time trade union officials. 

 

3.5. Data Analysis Procedure 

 

The data were analyzed sequentially, beginning with data screening, followed by assessment of scale reliability and validity, 

measurement-model testing, structural-model testing, and moderation analysis. This sequence ensured that structural 

relationships were interpreted only after the quality of the measurement scales had been established. 

 

3.5.1. Data Screening and Preliminary Assessment 

 

Before the main analyses, the data were checked for questionnaire completeness and validity. Observations that did not meet 

the data-quality requirements were removed from the analytical dataset. After the valid sample had been identified, the study 

examined the distributions of the data and the correlations among the research constructs. Descriptive statistics were used to 

characterize the sample and the levels of the study variables. 

 

3.5.2. Reliability Assessment 

 

Internal consistency reliability was assessed using Cronbach’s alpha (α) and Composite Reliability (CR). Values of 

approximately 0.70 or above are commonly treated as evidence of acceptable reliability in multivariate analysis (Hair et al., 
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2019). Cronbach’s alpha was used to evaluate the internal consistency of the observed indicators, while CR was used to assess 

the composite reliability of each construct in the measurement model. 

 

Table 1  

Reliability of the Measurement Scales 
Construct Cronbach’s Alpha Composite Reliability (CR) 

Work Environment (WE) 0.891 0.913 

Transformational Leadership (TL) 0.934 0.945 

Work Motivation (WM) 0.887 0.911 

Source: Authors’ calculations. 

 

The results show that Cronbach’s alpha values for WE, TL, and WM were 0.891, 0.934, and 0.887, respectively, while the 

corresponding CR values were 0.913, 0.945, and 0.911. All coefficients exceeded the 0.70 threshold, indicating good internal 

consistency and composite reliability. 

 

3.5.3. Convergent and Discriminant Validity 

 

Confirmatory Factor Analysis (CFA) was used to assess the structure of the measurement model. Convergent validity was 

evaluated using standardized factor loadings, CR, and Average Variance Extracted (AVE). Discriminant validity among WE, 

TL, and WM was assessed using the Fornell–Larcker criterion, under which the square root of the AVE for each construct 

should exceed its correlations with the other constructs. 

 

3.5.4. Common Method Bias Assessment 

 

Because the study variables were measured using responses from the same source, the possibility of Common Method Bias 

(CMB) was assessed following the technical guidance of Podsakoff et al. (2003). Procedurally, anonymity and confidentiality 

were emphasized during data collection to reduce response-related bias. Statistically, Harman’s single-factor test showed that 

the first factor accounted for 34.7% of the total variance, below the 50% reference level. In addition, a Common Latent Factor 

(CLF) test did not produce substantial changes in the standardized factor loadings. CMB was therefore not considered a 

serious threat to the study results. 

 

3.5.5. Multicollinearity and Structural Model Testing 

 

After the measurement model met the required criteria, Structural Equation Modeling (SEM) was used to test the structural 

relationships. Maximum Likelihood (ML) estimation was applied in AMOS 26. Before estimating the structural effects, 

multicollinearity was assessed using Variance Inflation Factor (VIF) values. The VIF values ranged from 1.42 to 2.31, well 

below the threshold of 5.0; therefore, multicollinearity was not considered a material concern in the model. Path coefficients, 

standard errors, critical ratios, and statistical significance levels were examined to evaluate the direct effects. The explanatory 

power of the model was assessed using R², while the incremental contribution of the interaction term was examined through 

ΔR² and f². 

 

3.5.6. Moderation Analysis 

 

The moderating role of TL was tested through the interaction term between WE and TL (WE × TL). Before the product term 

was created, the WE and TL scores used in the moderation analysis were mean-centered to reduce potential multicollinearity 

between the interaction term and its component variables. The resulting WE × TL term was then introduced into the structural 

model to test the moderation hypothesis. 

 

The test model can be expressed as: WM = β₀ + β₁WE + β₂TL + β₃(WE × TL) + ε. Here, β₁ represents the effect of WE on 

WM after controlling for TL; β₂ represents the direct effect of TL on WM; and β₃ represents the interaction effect between 

WE and TL. 

 

H3 is supported when β₃ is positive and statistically significant. In that case, TL is identified as a positive moderator, meaning 

that higher levels of TL increase the strength of the effect of WE on WM. The moderation result is interpreted based on the 

sign, magnitude, and statistical significance of the interaction coefficient. 

 

4. Results 

 

4.1. Sample Characteristics 

 

After data screening and cleaning, 350 valid observations were retained for the subsequent analyses. The sample showed a 

relatively diverse distribution in terms of gender, age, educational attainment, and work experience, reflecting meaningful 

differences in the characteristics of the participating trade union officials. Women accounted for 58.3% of the sample, while 
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men accounted for 41.7%. By age, respondents aged 30–40 represented the largest group (42.9%), followed by those aged 

41–50 (28.3%), those under 30 (18.6%), and those over 50 (10.2%). In terms of educational attainment, respondents with a 

bachelor’s degree constituted the majority (76.8%), followed by those with a master’s degree (20.9%) and a doctoral degree 

(2.3%). Regarding work experience, 67.4% of respondents had worked in the trade union system for more than five years. 

Overall, the sample covered officials at different career stages. This variation provides sufficient dispersion in respondents’ 

perceptions of the work environment, transformational leadership, and work motivation. 

 

4.2. Descriptive Statistics and Preliminary Correlations 

 

Before testing the structural model, the study examined the distributional characteristics of the three constructs and the 

relationships among them. The results are presented in Table 2. 

 

Table 2  

Descriptive Statistics and Correlations among the Constructs 
Variable Mean SD 1 2 3 

1. Work Environment (WE) 3.87 0.64 0.78   

2. Transformational Leadership (TL) 3.92 0.59 0.51*** 0.82  

3. Work Motivation (WM) 4.01 0.56 0.47*** 0.54*** 0.80 

Note: Diagonal values represent the square root of AVE. ***p < 0.001. 

 

As shown in Table 2, work motivation had the highest mean (M = 4.01), followed by transformational leadership (M = 3.92) 

and work environment (M = 3.87). Thus, on the five-point scale, respondents generally reported positive evaluations of all 

three dimensions. A relatively high mean, however, does not imply limited variation. Standard deviations ranged from 0.56 

to 0.64, indicating individual differences in perceptions of the work environment, leadership, and motivation. Work 

environment had the largest standard deviation (SD = 0.64), suggesting comparatively greater variation in perceptions of 

working conditions. All correlations were positive and statistically significant. WE was correlated with WM at r = 0.47 (p < 

0.001), while TL was correlated with WM at r = 0.54 (p < 0.001). TL was also correlated with WE at r = 0.51 (p < 0.001). 

These preliminary results indicate that both WE and TL are associated with WM, providing initial empirical support for H1 

and H2. At the same time, the correlation between WE and TL underscores the need for multivariate testing to determine 

whether each construct retains an independent contribution when examined simultaneously. Importantly, the correlations 

remained below levels that typically raise concerns about excessive overlap among constructs. Nevertheless, bivariate 

correlations alone are insufficient to establish discriminant validity; this issue was examined further in the measurement model. 

 

4.3. Measurement Model Validation 

 

CFA was conducted to determine whether the three hypothesized constructs could be empirically distinguished. The 

measurement model achieved the following fit indices: χ² = 412.36; df = 195; χ²/df = 2.114; CFI = 0.951; TLI = 0.944; IFI = 

0.952; RMSEA = 0.056; and SRMR = 0.041. Considered jointly, these indices are consistent with commonly used criteria for 

acceptable measurement-model fit (Hu & Bentler, 1999; Kline, 2016). Standardized factor loadings ranged from 0.71 to 0.91 

and were all significant at p < 0.001. Reliability was also confirmed: Cronbach’s alpha values for WE, TL, and WM were 

0.891, 0.934, and 0.887, respectively, while the corresponding Composite Reliability (CR) values were 0.913, 0.945, and 

0.911. All coefficients exceeded the 0.70 threshold, indicating good scale reliability. All AVE values exceeded 0.50. In 

addition, the square roots of AVE for WE, TL, and WM were 0.78, 0.82, and 0.80, respectively, and each exceeded the 

correlations between the focal construct and the other constructs. The results therefore support convergent validity and satisfy 

the Fornell–Larcker criterion for discriminant validity (Fornell & Larcker, 1981). Taken together, the CFA and related tests 

indicate that WE, TL, and WM demonstrate satisfactory internal consistency, convergent validity, and discriminant validity, 

providing a basis for testing the structural relationships. 

 

4.4. Structural Model and Hypothesis Testing 

 

The structural model showed an acceptable fit to the data (χ²/df = 2.241; CFI = 0.946; TLI = 0.941; RMSEA = 0.059; SRMR 

= 0.045). The estimated path coefficients are presented in Table 3. 

 

Table 3  

Hypothesis Testing Results 
Hypothesis Path β S.E. C.R. p-value Result 

H1 WE → WM 0.35 0.06 5.83 < 0.001 Supported 

H2 TL → WM 0.29 0.05 5.14 < 0.001 Supported 
H3 WE × TL → WM 0.15 0.04 2.97 0.003 Supported 

Source: Authors’ calculations. 

 

As reported in Table 3: (1) Effect of work environment on work motivation. The estimate indicates that the work environment 

has a positive effect on work motivation, with a standardized coefficient of β = 0.35. The critical ratio was 5.83 and p < 0.001, 

indicating that this effect is statistically significant. 
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Thus, within the study sample, more favorable perceptions of the work environment are associated with higher levels of work 

motivation. The empirical evidence supports H1. 

 

(2) Effect of transformational leadership on work motivation. The path from transformational leadership to work motivation 

had a coefficient of β = 0.29, with C.R. = 5.14 and p < 0.001. The coefficient is positive and statistically significant, indicating 

that transformational leadership contributes independently to variation in work motivation when work environment is included 

in the model. 

 

This result supports H2 and confirms a positive direct effect of transformational leadership on work motivation. 

 

(3) Moderating effect of transformational leadership. The interaction term WE × TL had a coefficient of β = 0.15, with C.R. 

= 2.97 and p = 0.003. 

 

Unlike the two direct-path coefficients, this coefficient reflects how the strength of the relationship between work environment 

and work motivation changes across levels of transformational leadership. The positive sign of the interaction indicates that 

as transformational leadership increases, the positive relationship between work environment and work motivation becomes 

stronger. With p = 0.003, the interaction effect is statistically significant. H3 is therefore supported. 

This result provides evidence that the effect of work environment on work motivation is not entirely fixed but depends partly 

on the level of transformational leadership perceived by trade union officials. 

 

4.4.1. Multicollinearity Assessment 

 

The multicollinearity assessment showed VIF values ranging from 1.42 to 2.31, all well below the threshold of 5.0. These 

results indicate that the predictor variables and interaction term do not create substantial multicollinearity, thereby supporting 

the reliability of the structural-model estimates. 

 

4.5. Incremental Contribution of the Moderating Effect 

 

In addition to examining the statistical significance of the interaction term, the study assessed the additional explanatory 

contribution of the moderation effect. This was done by comparing R² between a model containing only the direct effects and 

the full model including the WE × TL interaction term. In the baseline model, where WE and TL were used to explain WM, 

R² was 0.394. After adding the WE × TL interaction term, R² increased to 0.438. The change was calculated as follows: 

 

ΔR² = R²(full) − R²(reduced) = 0.438 − 0.394 = 0.044 

 

Thus, including the interaction term increased the proportion of explained variance in work motivation by 4.4 percentage 

points. This result shows that the model with the interaction term provides greater explanatory power than the model 

containing only the two direct effects. To assess the magnitude of the interaction contribution, Cohen’s f² was also calculated: 

 

f² = [R²(full) − R²(reduced)] / [1 − R²(full)] = (0.438 − 0.394) / (1 − 0.438) = 0.044 / 0.562 ≈ 0.078 

 

According to Cohen (1988), f² values of approximately 0.02, 0.15, and 0.35 are commonly interpreted as small, medium, and 

large effects, respectively. With f² = 0.078, the unique contribution of the interaction effect is classified as small. 

 

Table 4 

Incremental Contribution of the Interaction Effect 
Model R² ΔR² f² Assessment 

Direct-effects model (WE, TL → WM) 0.394 – – Baseline model 

Full model (WE, TL, WE × TL → WM) 0.438 0.044 0.078 Small incremental contribution 

Source: Authors’ calculations. 

 

The table shows that the interaction effect adds explanatory value, although its magnitude is not large. Specifically, WE × TL 

increases the model’s explanatory power from 39.4% to 43.8%, an increase of 4.4 percentage points. The f² value of 0.078 

further indicates that the unique contribution of the interaction is small according to Cohen’s (1988) convention. 

 

This distinction is useful for interpreting H3. Statistically, the interaction term is significant at p = 0.003 and therefore supports 

the hypothesis. In terms of magnitude, f² = 0.078 indicates that the moderating effect is not large. These two findings are not 

contradictory: an effect may be statistically significant while remaining relatively small in size. 

 

Accordingly, the empirical evidence indicates that including TL as a moderator adds explanatory value beyond a model 

containing only direct effects. This result further supports H3 and justifies considering TL not only as a direct predictor but 

also as a condition that shapes the relationship between WE and WM. 
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4.6. Summary of Hypothesis Testing 

 

Table 5 summarizes the hypothesis-testing results. 

 

Table 5 

Summary of Hypothesis Testing 
Hypothesis Statement Result 

H1 WE has a positive effect on WM Supported 

H2 TL has a positive effect on WM Supported 
H3 TL positively moderates the WE → WM relationship Supported 

Source: Authors’ calculations. 

 

5. Discussion 

 

5.1. Effect of Work Environment on Work Motivation 

 

The results show that the work environment has a positive and statistically significant effect on the work motivation of full-

time trade union officials. This finding indicates that work motivation is shaped not only by individual characteristics but also 

by the conditions officials experience while performing their responsibilities. 

 

In the trade union context, the work environment is particularly important because full-time officials often perform multiple 

responsibilities simultaneously, including representing, supporting, and protecting union members and employees, while 

coordinating with multiple stakeholders across the organization. When working conditions are adequate, coordination is 

smooth, and officials receive the support they need, the psychological and organizational costs associated with task 

performance may be reduced. This allows officials to devote more resources to their work and sustain higher levels of effort. 

This finding is consistent with the JD-R perspective, under which job resources support task performance and foster 

motivational processes (Bakker & Demerouti, 2007, 2017). It is also compatible with organizational support research showing 

that supportive working conditions contribute to employees’ positive orientation toward their organization and work 

(Eisenberger et al., 1986; Kurtessis et al., 2017). In the present study, the work environment can be understood as a set of 

resources that officials draw on while carrying out their responsibilities. 

 

The result also extends research on work motivation to a distinctive occupational group—full-time trade union officials. 

Rather than viewing motivation solely as an outcome of job characteristics or individual factors, the study shows that the 

organizational context in which officials perform their duties is also an important component of the motivational process. 

 

5.2. Effect of Transformational Leadership on Work Motivation 

 

The results further show that transformational leadership has a positive effect on work motivation. This finding indicates that 

the way leaders provide direction, inspire followers, and interact with subordinates matters for trade union officials’ 

willingness to invest effort in their work. One plausible explanation is that transformational leadership can make 

organizational goals clearer and more meaningful to those responsible for implementing them. For trade union officials, many 

responsibilities extend beyond administrative targets and are closely connected with representing and serving employees. 

When leaders communicate a compelling vision, encourage officials to view their responsibilities from a broader perspective, 

and recognize individual contributions, the work itself may be perceived as more meaningful. This can strengthen intrinsic 

motivation and work effort. 

 

The finding also aligns with prior evidence on the motivational mechanisms of transformational leadership. Fernet et al. (2015) 

showed that transformational leadership is associated with more favorable job characteristics and higher-quality work 

motivation. In public organizations, Wright et al. (2012) found that transformational leadership can strengthen public service 

motivation and mission valence, while Backhaus and Vogel’s (2022) meta-analysis shows that leadership is positively 

associated with beneficial outcomes across a wide range of public-sector settings. These studies support the relevance of 

transformational leadership for a workforce whose tasks are closely tied to collective and service-oriented goals. However, 

the present result should be interpreted within its specific context. Transformational leadership is not simply a matter of 

leaders articulating a vision or instructing subordinates to complete tasks. Its value lies in connecting organizational goals 

with the meaning individuals attach to their work while creating conditions that enable officials to act proactively. This feature 

is particularly relevant to human resource management in trade union organizations. 

 

5.3. The Moderating Role of Transformational Leadership in the Relationship between Work Environment and Work 

Motivation 

 

The most important finding of the study is that transformational leadership positively moderates the relationship between 

work environment and work motivation. 
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This means that the effect of work environment on work motivation is not identical across all levels of transformational 

leadership. When officials perceive higher levels of transformational leadership, the positive effect of the work environment 

on work motivation tends to become stronger. Thus, TL is not only an independent predictor but also a contextual condition 

that helps workplace resources generate greater motivational value. 

 

This finding clarifies the relationship between organizational conditions and leadership behavior. A favorable work 

environment can itself provide resources that support officials, but the extent to which those resources are recognized, used, 

and translated into motivation depends partly on how leadership is enacted. Transformational leaders may connect 

organizational conditions with individual experience by providing direction, inspiration, encouragement for initiative, and 

support for employee development. 

 

The result is particularly noteworthy because transformational leadership is often examined as a direct predictor of employee 

attitudes and behavior. The present moderation result adds a conditional perspective. Tummers and Bakker (2021) explicitly 

identify leadership as a factor that can change the impact of job resources on motivational outcomes, and Breevaart and Bakker 

(2018) provide empirical evidence that transformational leadership can alter the relationship between work characteristics and 

engagement. The Vietnamese public-sector evidence reported by Hoai et al. (2022) further supports the broader idea that 

transformational leadership can condition the effects of organizational systems and resources. 

 

From this perspective, the interaction result (β = 0.15; p = 0.003) is meaningful not only statistically but also theoretically. It 

shifts the research question from “Does the work environment generate motivation?” to the broader question, “Under what 

leadership conditions is the work environment more effective in generating motivation?” 

This is the key point that gives the research model greater explanatory depth than a model limited to direct effects. 

 

5.4. Theoretical Implications 

 

The findings have three theoretical implications. First, they extend the work-environment and motivation relationship to full-

time trade union officials, a group whose work combines representative, service, and organizational responsibilities. This 

result is consistent with JD-R theory and social exchange arguments that organizational resources can sustain employee 

motivation (Bakker & Demerouti, 2007, 2017; Cropanzano & Mitchell, 2005). 

 

Second, the study treats transformational leadership as both a direct predictor and a boundary condition. This is important 

because leadership research has more often emphasized direct effects, whereas leadership–JD-R research also points to 

conditional mechanisms through which leaders can change how employees respond to job resources (Tummers & Bakker, 

2021). The interaction found here is small in magnitude, but it supports the idea that the motivational value of organizational 

resources is partly contingent on leadership context. 

 

Third, the study adds evidence from Vietnam and from a public-service-oriented organizational setting. Prior Vietnamese 

public-sector research has shown that transformational leadership can moderate the effects of organizational systems on 

outcomes (Hoai et al., 2022). The present study extends that contextual argument to the relationship between work 

environment and work motivation among trade union officials. 

 

6. Conclusion and Implications 

 

6.1. Conclusion 

 

This study was conducted to clarify the relationships among work environment, transformational leadership, and work 

motivation among full-time trade union officials in Ho Chi Minh City. Based on the proposed research model, the study 

examines not only the direct effects of work environment and transformational leadership on work motivation, but also the 

moderating role of transformational leadership in the relationship between work environment and work motivation. 

 

The empirical results support all three research hypotheses. First, the work environment has a positive effect on work 

motivation, demonstrating that favorable working conditions play an important role in sustaining trade union officials’ effort 

and willingness to perform their responsibilities. Transformational leadership also has a direct and positive effect on work 

motivation, confirming the importance of leadership style in strengthening officials’ morale and proactive engagement. 

  

Most notably, the findings confirm the positive moderating role of transformational leadership. This indicates that the effect 

of the work environment on work motivation is not fixed but changes with the level of transformational leadership. When 

officials perceive higher levels of transformational leadership, favorable work-environment conditions are more likely to be 

translated into stronger work motivation. 

 

This is an important finding because it suggests that efforts to enhance work motivation should not rely solely on improving 

working conditions or strengthening leadership practices in isolation. Motivational effectiveness may be greater when a 
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favorable work environment is combined with a leadership approach that provides inspiration, direction, and support for 

employee development. 

 

6.2. Managerial Implications 

 

6.2.1. Building a Work Environment that Enables Officials to Use Their Capabilities 

 

The results show that work environment is an important factor in work motivation. Trade union organizations should therefore 

move beyond merely ensuring minimum working conditions and build an environment that enables officials to perform their 

responsibilities proactively and effectively. 

 

First, coordination across departments and levels of the trade union system should be improved to ensure that work-related 

information is exchanged in a timely and complete manner. At the same time, unnecessary procedures or processes that 

increase administrative burden and restrict officials’ autonomy in handling work should be reduced. 

In addition to physical conditions, organizations should pay attention to relational and psychological aspects of the work 

environment. Creating a climate of cooperation, respect, support, and open exchange of ideas can help officials perceive 

stronger organizational support and maintain motivation while performing their responsibilities. 

 

6.2.2. Developing Transformational Leadership Capabilities 

 

Because transformational leadership directly affects work motivation, developing the capabilities of trade union leaders and 

managers should become an important element of human resource management. 

Training and development programs for managers should focus on core transformational leadership capabilities, including the 

ability to establish and communicate direction, inspire employees, encourage innovative thinking, empower appropriately, 

and attend to individual development needs. 

 

In particular, leaders should move from a management approach dominated by task assignment and control toward one that 

emphasizes direction, support, and people development. Recognizing contributions, encouraging initiative, and creating 

opportunities for officials to participate in problem solving can strengthen their proactivity and motivation. 

 

6.2.3. Combining Work-Environment Improvement with Leadership Quality 

 

The moderating role of transformational leadership indicates that work environment and leadership should be managed in an 

integrated manner. Improving the work environment can create the resources officials need, but the effectiveness of those 

resources also depends on how they are led and used in practice. Trade union organizations should therefore avoid treating 

work-environment policies and leadership-development policies as entirely separate programs. 

 

6.2.4. Reorienting Personnel Management toward Motivation 

 

The findings also suggest a need to move from a personnel-management approach focused mainly on tasks and targets toward 

one that gives greater attention to officials’ work experience and motivation. 

Human resource policies should enable officials to understand the meaning of their work, recognize how their contributions 

support broader organizational goals, and participate in decisions related to their responsibilities. Performance assessment 

should also combine task outcomes with creativity, initiative, and contributions to the collective. 

 

6.3. Limitations and Directions for Future Research 

 

First, the research model focuses on three main constructs: work environment, transformational leadership, and work 

motivation. Future studies may extend the model by examining mechanisms such as psychological empowerment, work 

meaningfulness, or organizational support, as well as boundary conditions such as tenure, position level, and organizational 

characteristics. These directions may help explain more clearly when and through what mechanisms the work environment is 

translated into work motivation. 

 

Second, the sample is limited to full-time trade union officials in Ho Chi Minh City. The institutional, organizational, and 

socioeconomic characteristics of this setting may influence perceptions of work environment and leadership. The 

generalizability of the findings to other locations or organizational types should therefore be examined through multi-site and 

comparative studies. 

 

Third, the data were collected primarily through respondents’ self-reported perceptions. Although Harman’s single-factor test 

and the CLF assessment did not indicate that CMB was a serious threat, the influence of a single-source measurement method 

cannot be completely ruled out. Future research may combine data from supervisors, coworkers, and objective organizational 

indicators to strengthen the reliability of the findings. 



P. T. Hung et al.  / Decision Science Letters 15 (2026) 983

Fourth, the study uses a cross-sectional design, so the observed relationships mainly reflect associations at a single point in 

time and do not allow firm conclusions about causal direction over time. Future studies may employ longitudinal or multi-

wave designs to assess changes in work environment, leadership perceptions, and work motivation. 
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