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A B S T R A C T   

This study expands on the existing research on employees’ work-related mental health by analyzing (1) the 
relationship between within-person fluctuations in perceived leadership effectiveness and positive affect and 
mental health and (2) between-person variations in neuroticism as a relevant boundary condition of this rela
tionship. Multilevel data was collected from 224 working adults (2240 measurement occasions). The results 
demonstrated that fluctuations in the perception of the leader’s effectiveness were positively related to daily 
positive affect, and this relationship was moderated by the followers’ levels of neuroticism, in such a way that 
higher levels of neuroticism buffered the positive effect of leadership effectiveness on positive affect. The findings 
also evidenced a positive relationship between daily positive affect and daily mental health, as well as a sig
nificant indirect effect from perceived leadership effectiveness to daily fluctuations in mental health via daily 
fluctuations in positive affect. An effective leader makes employees feel more positive affect during the day, 
which is beneficial to their daily mental health; however, this relationship is may be impaired by the employees’ 
levels of neuroticism. Practical implications for theory and practice are discussed.   

1. Introduction 

Mental health is of tremendous importance to everyone. With the 
COVID-19 pandemic crisis – a traumatic event (Ettman et al., 2020) - this 
importance has become even more salient, in part, because mental 
health – an indicator of non-clinical ill-being or psychological suffering 
(e.g., depressive symptoms, anxiety, and stress) (Valkenburg et al., 
2022) - has become a factor of volatility with consequences for overall 
health and work-related outcomes (Jones, Atterbury, et al., 2021). With 
such volatility, scholars and managers have made efforts to understand 
what could reverse this trend. 

Indeed, the identification of mental health protective factors is an 
important step in understanding what strategies organizations may 
develop to improve their employees’ mental health (Stellman et al., 
2008). Among the different protective factors studied, the leader has 
been identified as one of the most relevant ones (Davidovitz et al., 2007; 
Jones, Mitra, and Bhuiyan, 2021) due to his/her influence over his or her 
team members’ affective states (Yukl, 2012) and behaviors (Weinberger, 
2009). As Yukl (2012) noted, the leaders’ behaviors not only contribute 
to the way that their followers judge them as effective (or not) – i.e., “the 

perceived leadership effectiveness” (Sy & van Knippenberg, 2021) - but 
also influence their emotions (e.g., satisfaction) throughout the working 
day. “Leadership effectiveness reflects judgments of how well someone 
performs as a leader” (Sy & Knippenberg, 2021, p. 11). We thereby 
argue that leaders’ effectiveness will contribute to their followers’ 
mental health via their positive affective experiences. However, relying 
on the cognitive appraisal theory, we argue that the means through 
which a follower assesses his/her leader’s behaviors will be moderated 
by his/her levels of neuroticism - the tendency to view the world with a 
black veil (Cattell & Scheier, 1961). Neuroticism will buffer the positive 
effect of the leader’s effectiveness on their followers’ positive affect, 
impairing this beneficial influence on their mental health. 

Considering the importance of leaders for their team members’ 
mental health, exploring how and when this occurs deserves more 
studies. Hence, the aim of this research is to understand the protective 
factors of employees’ mental health by analyzing within-person situa
tional factors (leaders’ effectiveness) and affective factors (positive 
affect) as causal mechanisms. Moreover, because individual differences 
are crucial when understanding individual judgments, we considered 
neuroticism as a cross-level boundary condition in these relations. 
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2. Theoretical background 

2.1. The relationship between leaders’ perceived effectiveness and positive 
affect 

Organizations need leaders who work effectively and help their 
workers to deal with uncertain environments that often require changes. 
Effective leadership may be defined as “the ability to influence, moti
vate, and direct others to achieve expected goals” (Noureddine, 2015, p. 
65). 

Having effective leaders is thereby critical for both workers and or
ganizations. Concerning organizations, effective leaders can increase 
positive outcomes and objective results (Goleman, 2000), and with re
gard to employees, leaders not only influence them emotionally to 
perform better but can also make them feel better at work, by influ
encing their well-being and affect (Alimo-Metcalfe et al., 2008; Siddiqui 
et al., 2021). 

The association between effective leadership and employee out
comes has been supported. For instance, from a social exchange 
perspective (Blau, 1964), there may be influence from an effective 
leader on his/her followers if a social exchange occurs. That is, when 
there is a reciprocity of behavior exchange (e.g., Baran et al., 2012) – as 
highlighted by the reciprocity norm. Moreover, the more perceived 
quality in social exchanges between a leader and his/her followers, the 
higher the perceived leadership effectiveness, and hence the greater 
positive influence of the leader over the workers, both affectively and 
behaviorally. 

Several studies have shown that effective leaders tend to positively 
influence their followers’ affective states – the set of experienced emo
tions throughout the day (Bolger & Schilling, 1991) - and, consequently, 
their mental health (Puccio et al., 2020). Moreover, Avolio and Bass 
(1995) suggested that when leaders engage in behaviors directed to
wards satisfying their followers’ needs (e.g., helping them to achieve a 
goal) or act in a way that best represents their follower’s interests (e.g., 
providing conditions for teleworking), they make them feel more posi
tive emotions – i.e., positive affect (Gable et al., 2000) - and likely in
fluence their well-being (Leroy et al., 2018; Suls et al., 1998). 

In addition, Bass (1985) highlighted that the leadership process 
fluctuates, that is, the same leader might engage in different behaviors at 
different times in different situations. Indeed, behaviors tend to fluc
tuate over time - i.e., the leaders’ perceived effectiveness (Sy & van 
Knippenberg, 2021); hence it is likely that it presents within-person 
fluctuations and influences their follower’s emotions throughout the 
working day. As such, we will test the following hypothesis: 

Hypothesis 1. Within-person fluctuations in perceived leadership 
effectiveness are positively related to within-person fluctuations in 
positive affect. 

2.2. The moderating role of neuroticism 

The influence of the leader on his/her team members’ affective states 
is dependent on how they perceive and judge the leader (Ng et al., 
2008). The same behavior from the leader may evoke different evalua
tions of his/her effectiveness. Plus, these judgments are strongly influ
enced by the followers’ personalities (Serfass & Sherman, 2013). Indeed, 
personality traits are relevant due to their role in influencing how in
dividuals act and react to situations and others’ behaviors (Jonason 
et al., 2020; Zajenkowski et al., 2020). 

Trait theory (McCrae & Costa, 2008) explains the role of personality 
traits in the way through which individuals perceive behaviors and 
situations. Accordingly, personality traits drive individuals to appraise 
situations in a certain way. In other words, traits are viewed as distal, 
upstream predictors of downstream outcomes. For reasons outlined 
below, neuroticism will negatively influence cognitive appraisals of 
situations, and these will be viewed as more threatening when compared 

to others (Jonason & Sherman, 2020). 
Neuroticism is a trend to view the world through a black veil (Barlow 

et al., 2014). It is characterized by ‘black perceptive patterns’ including 
(1) a tendency to view a “black world” around – i.e., the world as a 
threatening and dangerous place, accompanied by (2) beliefs of inability 
to deal with unexpected and challenging events, with (3) an intensifi
cation and inflated negative emotionality (Barlow et al., 2014). Hence, 
neuroticism makes individuals regularly experience negative affect. This 
negative affect tends to be more intense and is often accompanied by 
lower levels of self-regulatory resources in response to stressful situa
tions or environments. 

Empirically, neuroticism has been analyzed as a moderator of the 
relationship between several conditions (e.g., events, or other’s behav
iors) (e.g., Junça-Silva & Silva, 2022). For instance, the affective events 
theory (Weiss & Cropanzano, 1996) argues that affective events trigger 
affective reactions that influence attitudes; however, personality traits 
moderate the way in which individuals affectively react to such events. 
From this standpoint, neuroticism shapes how individuals react to 
events or other behaviors (e.g., leader’s behaviors). As empirically evi
denced, highly neurotic individuals are more easily moody, angry, and 
frustrated, perceiving negative behaviors more severely (Thompson, 
2008). Moreover, neurotic individuals are more volatile to situational 
and behavioral influence (Goddard et al., 2001), and tend to be more 
susceptible to mental health problems, so they become emotionally 
exhausted and burnout more easily (e.g., Lunansky et al., 2020). 

Based on that, we hypothesize that team members’ neuroticism - as a 
trait - will influence the relationship between the perception of the 
leaders’ effectiveness on their positive affective reactions: 

Hypothesis 2. Neuroticism moderates the within-person relationship 
between daily fluctuations in perceived leadership effectiveness and 
daily fluctuations in positive affect such that for those who score low (vs. 
high) on neuroticism, perceived leadership effectiveness will be more 
strongly positively related to positive affect. 

2.3. The indirect relationship between the leaders’ effectiveness and 
mental health via positive affect 

Mental health refers to an individual’s general psychological health 
conditions, such as happiness and vitality (Bai et al., 2020). One factor 
that may promote workers’ mental health is the leader’s behavior and 
effectiveness. Indeed, effective leaders may significantly influence their 
followers psychologically, in part because they emotionally contaminate 
and inspire them through positive affect (Goleman et al., 2002). Positive 
affect is the set of daily experienced emotions (e.g., enthusiasm or 
contentment) regarded as valuable in the work context that is able to 
drive the motivation and develop the resources (e.g., energy) needed to 
achieve higher performance (Diener et al., 2020). Positive affect is 
thereby a valuable resource that broadens and builds the workers’ 
cognitive and behavioral repertoire (Fredrickson, 2001) and influences 
their mental health. For instance, if one is having a good day because the 
leader behaved in a fair and supportive manner, making him/her 
experience positive affect (Norman et al., 2010), it is likely that s/he 
feels happier and mentally healthier at the end-of-the-day. Hence, pos
itive affect positively influences mental health and may indeed be a 
mechanism through which perceived leadership effectiveness influences 
mental health. 

Just like behaviors, positive affect also presents within-person fluc
tuations that are influenced by situational factors, such as daily micro- 
events (Junça Silva et al., 2022; Junça-Silva et al., 2023). Building on 
the empirical and theoretical evidence described, we expect that within- 
person fluctuations in positive affect not only lead to higher levels of 
mental health but also mediate the relationship between perceived 
leadership effectiveness and mental health (see Fig. 1). 

Hypothesis 3. Within-person fluctuations in positive affect are posi
tively related to within-person fluctuations in mental health. 
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Hypothesis 4. Within-person fluctuations in perceived leadership 
effectiveness are positively related to daily fluctuations in mental health 
through within-person fluctuations in positive affect. 

3. Method 

3.1. Participants and procedure 

This study is based on multilevel research that included one general 
and diary survey answered for 10 workdays (from Monday to Friday for 
two weeks). All the scales were prepared in Portuguese through a pro
cess of translation and back-translation. All the surveys (general and 
daily) were answered online as a way to check the date on which re
spondents answered them. 

We asked 300 Portuguese working adults, from the researcher’s 
professional networks, to take part in this study, of which 251 completed 
the general survey (response rate: 83.6 %), 233 completed at least one 
diary survey (response rate: 77.6 %), and 224 completed all 10 daily 
online surveys (response rate: 74.6 %, measurement occasions = 2240). 
This sample size is considered more than adequate because, as suggested 
by Maas and Hox (2005), when the aim is to perform cross-level in
teractions (i.e., between-person moderators on a within-person rela
tionship), level 2 variables (neuroticism at the between-person level) 
must exceed 30 respondents in a multilevel framework (days nested 
within persons) resulted in an accurate estimation of standard errors. 
Thus, our sample of 224 participants had satisfactory power and accu
racy, as it far exceeds the minimum sample requirements (Maas & Hox, 
2005). 

Overall, 60.6 % were female, 43.8 % have a university degree, and 
40.4 % a high school diploma. The mean age was 37.27 years old (SD =
12.35), and the mean organizational tenure was 16.39 years (SD =
12.60). They reported working 38.14 h per week (SD = 10.93) on 
average. They worked in diverse occupational sectors, including edu
cation (49 %), management (33 %), and logistics (18 %). 

3.2. Measures 

3.2.1. Cross-sectional survey 
A cross-sectional survey was used to gather sociodemographic in

formation (i.e., sex, age, tenure, and educational level) and the between- 
person variable – neuroticism. This was measured through four items 
from the Mini-IPIP Scales (Donnellan et al., 2006). Participants were 
asked to rate the items on a 5-point Likert-type scale ranging from 1 
(very inaccurate) to 5 (very accurate) (e.g., “I have frequent mood 
swings”) (ω = 0.78). 

3.2.2. Daily survey 
We followed the recommended procedure for daily diary methods (e. 

g., Ohly et al., 2010). As such, to highlight the daily nature of the 
questions, all items were re-worded to the past tense and included 
“today” at the beginning of the item. Moreover, to improve reliability 
and encourage the participants’ completion of the survey we used short 
scales. Finally, as suggested by Geldhof et al. (2014) we tested the level- 
specific composite reliability (i.e., within-person ω). 

3.2.3. Perceived leadership effectiveness 
Participants rated the leader’s effectiveness using four items devel

oped by Giessner and van Knippenberg (2008). An example item was 
“Today, I liked to work together with my leader.” Individuals rated these 
items using a 5-point scale ranging from 1 (totally disagree) to 5 (totally 
agree). The within-person omega reliability coefficient was ω = 0.85. 

3.2.4. Positive affect 
We used eight items from the Multi-Affect Indicator (Warr et al., 

2014), to assess the experienced daily positive affect (e.g., “enthu
siasm”). Participants answered on a 5-point scale (1–never; 5–always) (ω 
= 0.78). 

3.2.5. Mental health 
We measured mental health through three items of the SF-36v2 

Health Survey of Ware et al. (2007). Respondents rated the items on a 
5-point Likert scale ranging from 1 (none of the time) to 5 (all of the time). 
An example item is: “Today, how much of the time have you felt calm 
and peaceful?” (ω = 0.74). 

3.2.6. Control variables 
We only used the time of data collection (from Monday to Friday – a 

within-person variable) as it could influence the criterion variables (e.g., 
Hox & Boeije, 2005). 

3.3. Data analysis 

First, we used JASP to perform confirmatory factor analyses. Table 1 
presents the fit statistics. The first measurement model (M1) was the 
hypothesized model, including the following four latent factors: 
perceived leadership effectiveness, positive affect, mental health, and 
neuroticism. Four alternative CFA models were tested: (1) one alterna
tive model comprised the same four latent factors and a common 
method factor (M1*); another alternative model comprised the two 
latent factors in which leadership effectiveness and positive affect were 
loaded onto one factor (M2), and (2) the other one in which leadership 
effectiveness, positive affect, and mental health were loaded on one 
factor (M3). Finally, we tested a CFA with only one latent variable (M4) 
– that is, all the variables were loaded onto one factor. Therefore, we 
assessed the model fit for each of these CFAs. We considered the root 
mean square error of approximation (RMSEA), the comparative fit index 
(CFI), the Tucker–Lewis index (TLI), and the standardized root mean 
square residual (SRMR) to achieve that. As Schreiber et al. (2006) 
described, a model presents a good fit when: (1) the CFI and TLI values 
are higher than 0.90 and; (2) the values of RMSEA and SRMR are below 
0.08. Following these criteria, the hypothesized measurement model 
(M1) had an acceptable fit. Moreover, we compared all the models to the 
first one (M1) through a χ2-difference test. This showed that the hy
pothesized model had the best fit (Fig. 1). We accepted these results as 
evidence that the variables are distinct constructs at the within-person 
daily level. 

We used SPSS with the macro-Multilevel mediation (MlMed) to 
assess the hypothesized moderated mediation model (Rockwood, 2020). 
We used this macro because (1) other studies have reported reliable 

Between person-level

Within person-level

Fig. 1. The hypothesized multilevel moderated mediation model.  
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findings through the use of it (e.g., Rockwood, 2020), (2) it appears to 
deliver similar results to other statistical software (e.g., Mplus), and (3) 
because it is particularly relevant when testing a cross-level interaction 
(Rockwood, 2020). Further, Mlmed tests all indirect effects with Monte 
Carlo simulations generating 95 % CI using 10,000 resamples, which is 
useful to reduce the bias in multilevel mediation estimates (Rockwood & 
Hayes, 2017). 

In a 1-1-1-multilevel model, the within-person effects provide evi
dence of the extent to which daily variables are related to each other. To 
estimate within-person effects, Mlmed person-mean centers variables by 
subtracting the participants’ general mean from their mean reported for 
each day. Hence, the within-person effects specify the extent to which 
participants’ person-centered score of an independent variable (e.g., 
daily perceived leadership effectiveness minus the overall mean for 
perceived leadership effectiveness across days) is related to their person- 
centered score of another variable (e.g., daily positive affect minus the 
overall mean for positive affect across days). On the other hand, 
between-person effects provide evidence of Level 2 relationships (i.e., 
the extent to which persistent differences across variables between 
participants are related to outcomes). To estimate between-person ef
fects, Mlmed enters person-means at Level 2 (e.g., the mean of positive 
affect across the 10 days). Hence, the between-person effects specify the 
extent to which an individual mean across the 10 days deviates from the 
grand mean (i.e., mean across all participants in the study). 

As we had a multilevel data structure, that is, days nested within 
persons, we analyzed the intra-class correlation coefficient (ICC) for 
perceived leadership effectiveness, positive affect, and mental health 
(Hox, 2010). The results showed that a significant proportion of the 
variance (ICC values were 0.53, 0.48, and 0.27, respectively) was 
attributable to within-person fluctuations. Moreover, because all the 
ICCs were higher than 0.05 (Dyer et al., 2005), we can assume that the 
data had indeed a multilevel structure (days nested within persons). As 
such, following a multilevel modeling approach appears to be a valid 
strategy (Marcoulides & Schumacker, 2013). 

4. Results 

4.1. Descriptive results 

Table 2 presents the descriptive statistics and zero-order and person- 
centered correlations of the variables to be tested. 

4.2. Hypotheses testing 

We used restricted maximum likelihood (REML) estimation to 
calculate the model parameters. As suggested by Griep et al. (2022), we 
analyzed which model best fits the data, through the Bayesian infor
mation criterion (BIC) – that is the balance between the number of pa
rameters (i.e., model complexity) and the fit of the model to the data. We 
compared the BIC and the sample size–adjusted BIC values between the 
multilevel 1-1-1 mediating model with the multilevel moderated 
mediation model. The results showed that the multilevel moderated 
mediation model was the one with the lowest BIC value, hence it was the 
one that presented the best fit to the data (BIC = 6966.95; sample 
size–adjusted BIC = 6970.95) when compared to the multilevel medi
ating model (BIC = 7368.24; sample size–adjusted BIC = 7372.24). 
Fig. 2 presents the estimated paths of the model. 

As hypothesized, daily fluctuations in leadership effectiveness (Es
timate = 0.58, 95 % CI = [0.37, 0.78]) related positively to daily fluc
tuations in positive affect at the within-person level, lending support to 
Hypothesis 1. 

Next, the results support Hypothesis 2 as we found a positive cross- 
level relationship between neuroticism and daily fluctuations in lead
ership effectiveness in relation to daily fluctuations in positive affect 
(Estimate = − 0.10, 95 % CI = [− 0.17, − 0.03]). 

Moreover, neuroticism buffered the positive relationship between 
leadership effectiveness and daily positive affect. As Fig. 3 shows, the 
strength of the relationship between daily fluctuations in leadership 
effectiveness and daily fluctuations in positive affective experiences was 

Table 1 
Means, standard deviations, and zero-order and person-centered correlations.  

Variables M SD 1 2 3 4 5 

1. PLE 3.44 0.91 – 0.38*** 0.29*** – − 0.01 
2. PA 3.53 0.83 0.33** – 0.61*** – 0.01 
3. Mental health 3.67 0.97 0.12* 0.36** – – 0.02 
4. Neuroticism 2.73 0.98 − 0.20** − 0.44** − 0.23** – – 
5. Time – – − 0.04 0.06 0.02 − 0.03 – 

Note. Zero-order correlations are presented below the diagonal (N = 224). Person-centered correlations are presented above the diagonal (N = 2240). Means and 
standard deviations are presented at the between-person level. We did not estimate person-centered correlations for the between-person variable perceived uncer
tainty. PLE: perceived leader’s effectiveness. PA: positive affect. 

* p < 0.05. 
** p < 0.01. 
*** p < 0.001. 

Table 2 
Fit statistics for the models based on confirmatory factor analyses accounting for a nested data structure (Nindividuals = 224; Nobservations = 2240).  

Model χ2 (df) RMSEA CFI TLI SRMR Comparison Δχ2 Δdf p 

M1 4 latent factors 1113.39 (62)  0.09  0.99  0.99  0.06     
M1* 4 latent factors with CMF 1270.25 (64)  0.11  0.98  0.98  0.07 M1*-M1  156.86  2  <0.001 
M2 3 latent factors 4167.66 (64)  0.19  0.96  0.95  0.13 M2-M1  3054.27  2  <0.001 
M3 2 latent factors 2931.61 (34)  0.22  0.94  0.92  0.15 M3-M1  1818.22  28  <0.001 
M4 1 latent factor 7002.59 (65)  0.24  0.93  0.92  0.17 M4-M1  5888.80  3  <0.001 

Note. RMSEA: root mean square error of approximation; CFI: comparative fit index; TLI: Tucker–Lewis’ index; SRMR: standardized root mean square residual; CMF: 
common method factor; PLE: perceived leadership effectiveness; PA: positive affect. 
Best-fitting model in italics. 
M1: PLE, PA, mental health, and neuroticism fit load onto four separate latent factors. 
M1*: PLE, PA, mental health, and neuroticism fit load onto four separate latent factors + one higher-order common method factor. 
M2: PA and performance were loaded onto one latent factor plus PLE and neuroticism were loaded onto two separate latent factors. 
M3: PLE, PA, and mental health were loaded onto one latent factor, plus neuroticism was loaded onto one latent factor. 
M4: all the variables (PLE, PA, mental health, and neuroticism) were loaded onto one single factor. 
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smaller for those scoring high on neuroticism in comparison to in
dividuals scoring low on neuroticism. That is, daily positive affect was 
less dependent on daily fluctuations in leadership effectiveness when 
employees showed high neuroticism. Hypothesis 2 was thus supported. 

In addition, the results showed that daily fluctuations in positive 
affect related positively to daily fluctuations in mental health (Estimate 
= 0.47, 95 % CI = [0.41, 0.53]), thereby providing support for Hy
pothesis 3. 

The results showed a partial but significant indirect effect from daily 
fluctuations in leadership effectiveness to daily fluctuations in mental 
health (Estimate = 0.27, 95 % CI = [0.17, 0.38]) via daily fluctuations in 
positive affect. Hypothesis 4 was thereby supported. 

Furthermore, the results evidenced that the indirect effect was con
ditional on the values of the moderator (i.e. neuroticism) (index of 
moderated mediation: B = − 0.05** CI 95 % [− 0.08, − 0.01]), in such a 
way that it was stronger for those who scored lower on neuroticism (B =
0.47, p < 0.01) and non-significant for those who scored higher on 
neuroticism (B = 0.09, p > 0.05) (Dawson & Richter, 2006). 

5. Discussion 

This study reveals a process through which the effectiveness of a 
leader impacts the followers’ affect and mental health. It also provides 
evidence of the subjectivity inherent to this relation, as it appears to be 
conditional on the levels of the followers’ neuroticism. 

The study reveals that the perceived leadership effectiveness fluc
tuates over time, that is, individuals do not perceive their leaders as 
effective every day. There may be certain situations or behaviors that 
shape how one sees and perceives a leader. These fluctuations will shape 
the followers’ affective reactions. This study gives support to the posi
tive relationship between leaders’ effectiveness and their followers’ 

positive affect. Hence, the more positive the leader is perceived, the 
more frequently positive affect is experienced by their followers. This 
means that a leader who is perceived as effective tends to influence the 
work climate positively and emotionally affect the others around 
(Weinberger, 2009). Indeed, followers perceive and judge their leader’s 
effectiveness by evaluating his/her behaviors (van Knippenberg, 2011). 
Hence, when leaders engage in behaviors that satisfy their followers’ 
needs (e.g., giving recognition) and motivations (e.g., promoting tele
working), it is likely that their positive affect increases (Dabke, 2016). 

Moreover, positive affect is positively related to mental health and 
hence justifies how leaders’ effectiveness influences the followers’ 
mental health; this means that when leaders are perceived as effective, 
their followers tend to feel positive affect more frequently, and the more 
positive affective experiences, the higher the individuals’ mental health. 
In other words, on days that individuals perceive the leaders as effective, 
they experience more positive affect, and tend to feel mentally healthy. 
This is in line with recent studies that evidence the positive influence of 
both the leader and the positive affect on mental health outcomes (e.g., 
Brown & Fredrickson, 2021). 

As hypothesized, neuroticism moderates the relationship between 
leaders’ effectiveness on positive affect. That is, the positive association 
between a leader’s effectiveness and positive affect is buffered when 
individuals score high on their trait neuroticism. Trait theory can 
explain this as it argues that underlying personality traits, such as 
neuroticism, influence how individuals perceive and judge others’ be
haviors (Costa & McRae, 1999). Accordingly, neuroticism – the black 
perceptive bias – will likely cause individuals to perceive the leader’s 
behaviors as more negative/threatening than others. For instance, 
Junça-Silva and Silva (2022) have showed that highly neurotic in
dividuals experienced more negative affect under uncertain working 
contexts (when compared to lower scores of neuroticism). Similarly, 

Between person-level

Within person-level

Fig. 2. Estimated paths in the full multilevel moderated mediation model. 
*p < 0.05. **p < 0.01. ***p < 0.001. 

Fig. 3. Cross-level interaction of neuroticism and leadership effectiveness in relation to daily positive affect.  
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Aschwanden et al. (2021) showed that neurotic employees had more 
concerns during the COVID-19 crisis about finances, and relationships, 
and scored lower on happiness and well-being. Modersitzki et al. (2021) 
also showed that neurotic individuals perceived work measures and 
political restrictions as more limiting than individuals with lower levels 
of neuroticism. Hence, neuroticism negatively shapes how individuals 
perceive and react to their leaders’ effectiveness. 

Overall, this study evidences the positive path between a leader’s 
effectiveness on their followers’ mental health via positive affect, and 
that neuroticism buffers that effect. 

5.1. Limitations and future directions 

Despite the positive aspects of this study, there are also limitations to 
consider. First, we used self-reported measures which could result in 
common method bias (Podsakoff et al., 2012). Furthermore, we used a 
non-probabilistic convenience sample that may create some bias in the 
findings. Future studies should rely on probabilistic samples to avoid 
this kind of bias. 

Second, despite the daily diary study, we only collected data once per 
day. Therefore, we cannot infer causality between the variables. As such, 
future studies should consider testing the model with a daily diary 
design but resorting to a data collection made at multiple times per day. 
Doing so, will not only extend knowledge of these relationships but also 
provide additional robustness to the findings. 

Third, although our sample is statistically sufficient, it is desirable to 
have a larger sample that allows testing the model and generalizing the 
results with greater confidence. 

Fourth, we resorted to the followers’ perception of their leadership’s 
effectiveness. These perceptions are subjective in nature, as they may 
depend on who perceives them (the follower) and the time of their 
perceptions, as the perception may change from day to day, and from 
moment to moment (Weiss & Cropanzano, 1996). As such, the same 
leader’s behavior may be evaluated positively on one day, but on 
another be appraised as negative. Thus, future studies should rely on 
multiple data sources, for instance, collecting data from followers and 
the leader him/herself. 

5.2. Practical implications 

Given the results of the study, there are some implications that 
managers should consider. First, it is relevant to emphasize the impor
tance that leaders have in their followers’ work-related routines. From a 
practical standpoint, managers should consider useful strategies to 
internally reinforce the role of the leaders regarding their team. For 
instance, organizations should consider training or workshop sessions 
with leaders to ameliorate and consolidate their roles on a daily basis. 
That is, leaders should focus not only on the technical aspects of their 
work but also on the human side of the leader’s daily in-role perfor
mance. Hence, if leaders could decrease their workload, they could 
dedicate more time to understand how specific contextual features of the 
work setting interacts with personality, and to give more attention and 
support to their followers, namely listening to them and providing re
sources, as, for instance, flexible work arrangements, which can 
contribute to improve their well-being and performance. Furthermore, 
training leaders to create a positive work environment with good re
lationships with their followers will likely improve their perception of 
the leader which in turn will enhance their positive affect and promote 
mental health. Moreover, it should be important to give psychological 
counseling or coaching to leaders whenever appropriate, namely 
regarding their social interactions with their workers to promote a 
positive working climate. 

Managers may also consider specific initiatives for employees’ better 
deal with “black days” (Junça-Silva & Vilela, 2023). For instance, 
providing training opportunities, as mindfulness and emotional intelli
gence, to help them develop self-awareness and coping skills that could 

enable them in reducing the negative bias that underlies days in which 
individuals might have more “blackness” in their thoughts and 
appraisals. 

6. Conclusions 

This study shows the potential beneficial effects of the daily 
perceived leader’s effectiveness on their followers’ daily positive affect 
and daily mental health. This relationship, however, depends upon their 
followers’ levels of neuroticism, in a way that levels of neuroticism 
buffer any beneficial effect. 
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