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Transformational
Leadership

DESCRIPTION

One of the current and most popular approaches to leadership that has
been the focus of much research since the early 1980s is the transforma-
tional approach. Transformational leadership is part of the “New
Leadership” paradigm (Bryman, 1992), which gives more attention to the
charismatic and affective elements of leadership. In a content analysis of
articles published in Leadership Quarterly, Lowe and Gardner (2001)
found that one third of the research was about transformational or charis-
matic leadership. Similarly, Antonakis (2012) found that the number of
papers and citations in the field have grown at an increasing rate, not only
in traditional fields like management and social psychology, but in other
disciplines such as nursing, education, and industrial engineering. Bass
and Riggio (2006) suggested that transformational leadership’s popularity
might be due to its emphasis on intrinsic motivation and follower develop-
ment, which fits the needs of today’s work groups, who want to be inspired
and empowered to succeed in times of uncertainty. Clearly, many scholars
are studying transformational leadership, and it occupies a central place in
leadership research.

As its name implies, transformational leadership is a process that
changes and transforms people. It is concerned with emotions, values, eth-
ics, standards, and long-term goals. It includes assessing followers” motives,
satisfying their needs, and treating them as full human beings. Transforma-
tional leadership involves an exceptional form of influence that moves
followers to accomplish more than what is usually expected of them. Tt is
a process that often incorporates charismatic and visionary leadership.
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increasing government support of AIDS research. In the organizational
world, an example of transformational leadership would be a manager
who attempts to change his or her company’s corporate values to reflect a
more humane standard of faimess and justice. In the process, both the
manager and the followers may emerge with a stronger and higher set of
moral values.

Because the conceptualization of transformational leadership set forth
by Burns (1978) includes raising the level of morality in others, it is diffi-
cult to use this term when describing leaders such as Adolf Hitler and
Saddam Hussein, who were transforming but in a negative way. To deal
with this problem Bass (1998) coined the term pseudotransformational
leadership. This term refers to leaders who are self-consumed, exploitive,
and power oriented, with warped moral values (Bass & Riggio, 2006).
Pseudotransformational leadership is considered personalized leadership,
which focuses on the leader’s own interests rather than on the interests of
others (Bass & Steidlmeier, 1999). Authentic transformational leadership
is socialized leadership, which is concerned with the collective good.
Socialized transformational leaders transcend their own interests for the
sake of others (Howell & Avolio, 1993).

To sort out the complexities related to the “moral uplifting” compo-
nent of authentic transformational leadership, Zhu, Avolio, Riggio, and
Sosik (2011) proposed a theoretical model examining how authentic
transformational leadership influences the ethics of individual followers
and groups. The authors hypothesize that authentic transformational
leadership positively affects followers’ moral identities and moral emo-
tions (e.g., empathy and guilt) and this, in turn, leads to moral decision
making and moral action by the followers. Furthermore, the authors
theorize that authentic transformational leadership is positively associated
with group ethical climate, decision making, and moral action. In the
future, research is needed to test the validity of the assumptions laid out
in this model.

Transformational Leadership and Charisma

At about the same time Burnss book was published, House (1976)
published a theory of charismatic leadership. Since its publication, charis-
matic leadership has received a great deal of attention by researchers (e.g.,
Conger, 1999: Hunt & Conger, 1999). It is often described in ways that
make it similar to, if not synonymous with, transformational leadership.

&
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The word charisma was first used to describe a special gift that certain
individuals possess that gives them the capacity to do extraordinary things.
Weber (1947) provided the most well-known definition of charisma as a
special personality characteristic that gives a person superhuman or
exceptional powers and is reserved for a few, is of divine origin, and results
in the person being treated as a leader. Despite Weber’s emphasis on cha-
risma as a personality characteristic, he also recognized the important role
played by followers in validating charisma in these leaders (Bryman, 1992;

House, 1976).

In his theory of charismatic leadership, House suggested that charismatic
leaders act in unique ways that have specific charismatic effects on their fol-
lowers (Table 9.1). For House, the personality characteristics of a charismatic
leader include being dominant, having a strong desire to influence others,
being selt-confident, and having a strong sense of one’s own moral values.

In addition to displaying certain personality characteristics, charismatic
leaders also demonstrate specific types of behaviors. First, they are strong
role models for the beliefs and values they want their followers to adopt.
For example, Gandhi advocated nonviolence and was an exemplary role
model of civil disobedience. Second, charismatic leaders appear compe-
tent to followers. Third, they articulate ideological goals that have moral
overtones. Martin Luther King, Jr.’s famous “I Have a Dream” speech is an
example of this type of charismatic behavior.

Table 9.1 Personality Characteristics, Behaviors, and Effects on Followers
of Charismatic Leadership

Personality
Characteristics Behaviors Effects on Foliowers

Dominant Sets strong role model  Trust in leader’s ideology

Desire to influence  Shows competence Belief similarity between leader

Self-confident Articulates goals and follower

Strong moral values  Communicates high Unquestioning acceptance
expectations Affection toward leader
Expresses confidence Obedience
Arouses motives Identification with leader

Emotional involvement
Heightened goals

Increased confidence

&
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Fourth, charismatic leaders communicate high expectations for follow-
ers, and they exhibit confidence in followers’ abilities to meet these expectla-
tions. ‘The impact of this behavior is to increase followers’ sense of compe-
tence and self-efficacy (Avolio & Gibbons, 1988), which in turn Improves
their performance.

Fifth, charismatic leaders arouse task-relevant motives in followers that
may include affiliation, power, or esteem. For example, former U.S. Presi-
dent John F. Kennedy appealed to the human values of the American
people when he stated, “Ask not what your country can do for you; ask
what you can do for your country.”

According to House's charismatic theory, several effects are the direct
result of charismatic leadership. They include follower trust in the leader’s
ideology, similarity between the followers’ beliefs and the leader’s beliefs,
unquestioning acceptance of the leader, expression of affection toward the
leader, follower obedience, identification with the leader, emotional involve-
ment in the leader’s goals, heightened goals for followers, and increased
follower confidence in goal achievement. Consistent with Weber, House
contends that these charismatic effects are more likely to occur in contexts
in which followers feel distress because in stressful situations followers look
to leaders to deliver them from their difficulties.

House’s charismatic theory has been extended and revised through the
years (see Conger, 1999; Conger & Kanungo, 1998). One major revision
to the theory was made by Shamir, House, and Arthur (1993). They postu-
lated that charismatic leadership transforms followers’ self-concepts and
tries to link the identity of followers to the collective identity of the organi-
zation. Charismatic leaders forge this link by emphasizing the intrinsic
rewards of work and deemphasizing the extrinsic rewards. The hope is that
followers will view work as an expression of themselves. Throughout the
process, leaders express high expectations for followers and help them gain
a sense of confidence and self-efficacy. In summary, charismatic leader-
ship works because it ties followers and their self-concepts to the organiza-
tional identity.

A Model of Transformational Leadership
In the mid-1980s, Bass (1985) provided a more expanded and refined ver-

sion of transformational leadership that was based on, but not fully consistent
with, the prior works of Burns (1978) and House ( 1976). In his approach, Bass
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extended Burns’s work by giving more attention to followers’ rather than lead-
ers’ needs, by suggesting that transformational leadership could apply to situ-
ations in which the outcomes were not positive, and by describing transac-
tional and transformational leadership as a single continuum (Figure 9.1)
rather than mutually independent continua (Yammarino, 1993). Bass
extended House’s work by giving more attention to the emotional elements
and origins of charisma and by suggesting that charisma is a necessary but not
sufficient condition for transformational leadership (Yammarino, 1993).

Figure 9.1 Leadership Continuum From Transformational to
Laissez-Faire Leadership
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Transformational Transactional Laissez—Faire
Leadership Leadership Leadership
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Bass (1985, p. 20) argued that transformational leadership motivates
followers to do more than expected by (a) raising followers’ levels of con-
sciousness about the importance and value of specified and idealized
goals, (b) getting followers to transcend their own selkinterest for the sake
of the team or organization, and (c) moving followers to address higher-
level needs. An elaboration of the dynamics of the transformation process
is provided in his model of transformational and transactional leadership
(Bass, 1985, 1990; Bass & Avolio, 1993, 1994). Additional clarification of
the model is provided by Avolio in his book Full Leadership Development:
Building the Vital Forces in Organizations (1999).

As can be seen in Table 9.2, the model of transformational and transac-
tional leadership incorporates seven different factors. These factors are also
illustrated in the Full Range of Leadership model, which is provided in
Figure 9.2 on page 192. A discussion of each of these seven factors will
help to clarify Bass's model. This discussion will be divided into threc
parts: transformational factors (4), transactional factors (2), and the non-
leadership, nontransactional factor (13

, @ 9.2 Comparing Leadership Theories
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Table 9.2 Leadership Factors

Transformational Transactional Laissez—Faire
Leadership Leadership Leadership
Factor | Factor 5 Factor 7
Idealized influence Contingent reward Laissez—faire
Charisma Constructive transactions Nontransactional
Factor 2 Factor &

Inspirational motivation Management-by-exception

Active and passive
Factor 3 P

. . Corrective transactions
Intellectual stimulation

Factor 4

Individualized consideration

Transformational Leadership Factors

Transformational leadership is concerned with improving the perfor-
mance of followers and developing followers to their fullest potential (Avo-
lio, 1999; Bass & Avolio, 1990a). People who exhibit transformational
leadership often have a strong set of internal values and ideals, and they are
effective at motivating followers to act in ways that support the greater good
rather than their own self-interests (Kuhnert, 1994,

Idedlized Influence. Factor 1 is called charisma or idealized influence. It is
the emotional component of leadership (Antonakis, 2012). Idealized influ-
ence describes leaders who act as strong role models for followers: follow-
ers identify with these leaders and want very much to emulate them. These
leaders usually have very high standards of moral and ethical conduct and
can be counted on to do the right thing. They are deeply respected by
followers, who usually place a great deal of trust in them. They provide
followers with a vision and a sense of mission.

The idealized influence factor is measured on two components: an
attributional component that refers to the attributions of leaders made by
followers based on perceptions they have of their leaders, and a behavioral
component that refers to followers” observations of leader behavior.

| o 9.1 Transactional vs. Transformational
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In essence, the charisma factor describes people who are special and who
make others want to follow the vision they put forward. A person whose lead-
ership exemplifies the charisma factor is Nelson Mandela, the first non-White
president of South Africa. Mandela is viewed as a leader with high moral
standards and a vision for South Africa that resulted in monumental change
in how the people of South Africa would be governed. His charismatic quali-
ties and the people’s responise to them transformed an entire nation.

Figure 9.2  Full Range of Leadership Model
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SOURCE: From Bass, B. M., & Avolio, B. J-» Improving Organizational Effectiveness Through
Transformational Leadership, @ 1994, SAGE Publications, Inc. Reprinted with permission.
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Inspirational Motivation. Factor 2 is called inspiration or inspirational
motivation. This factor is descriptive of leaders who communicate high
expectations to followers, inspiring them through motivation to become
committed to and a part of the shared vision in the organization. In
practice, leaders use symbols and emotional appeals to focus group
members’ efforts to achieve more than they would in their own self
interest. Team spirit is enhanced by this type of leadership. An example
of this factor would be a sales manager who motivates members of the
sales force to excel in their work through encouraging words and pep
talks that clearly communicate the integral role they play in the future
growth of the company.

Intellectual Stimulation. Factor 3 is mtellectual stimulation. It includes lead-
ership that stimulates followers to be creative and innovative and to chal-
lenge their own beliefs and values as well s those of the leader and the
organization.

This type of leadership supports followers as they try new approaches
and develop innovative ways of dealing with organizational issucs. [t
encourages followers to think things out on their own and engage in care-
ful problem solving. An example of this type of leadership is a plant man-
ager who promotes workers’ individual efforts to develop unique ways to
solve problems that have caused slowdowns in production,

Individualized Consideration. Factor 4 of transformational leadership is called
individualized consideration. This factor is representative of leaders who
provide a supportive climate in which they listen carefully to the individ-
ual needs of followers. Leaders act as coaches and advisers while trying to
assist followers in becoming fully actualized. These leaders may use dele-
gation to help followers grow through personal challenges. An example of
this type of leadership is a manager who spends time treating each
employee in a caring and unique way. To some employees, the leader may
give strong affiliation; to others, the leader may give specific directives with
a high degree of structure.

In essence, transformational ]eadership produces greater effects than
transactional leadership (Figure 9.3). Whereas transactional leadership
results in expected outcomes, transformational leadership results in perfor-
mance that goes well beyond what is expected. In a meta-analysis of 39
studies in the transformational literature, for example, Lowe, Kroeck, and
Sivasubramaniam (1996) found that people who exhibited transformational
leadership were perceived to be more effective leaders with better work
outcomes than those who exhibited only transactional leadership. These

g 9.3 Mother Theresa
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Figure 9.3 The Additive Effect of Transformational Leadership

TRANSFORMATIONAL LEADERSHIP
I |

Idealized Inspirational + Intellectual Individualized
Influence Motivation Stimulation Consideration
L |
TRANSACTIONAL
LEADERSHIP
Contingent
Reward Performance
Expected
+ . P Beyond
utcomes y
Management- Expectations
by-Exception

SOURCE: Adapted from “The Implications of Transactional and Transformational
Leadership for Individual, Team, and Organizational Development,” by B. M. Bass and
B. J. Avolio, 1990a, Research in Organizational Change and Development, 4, 231-272.

findings were true for higher- and lowerJevel leaders, and for leaders in
both public and private settings. Transformational leadership moves follow-
ers to accomplish more than what is usually expected of them. They
become motivated to transcend their own selfinterests for the good of the
group or organization (Bass & Avolio, 1990a).

In a study of 220 employees at a large public transport company in
Germany, Rowold and Heinitz (2007) found that transformational leader-
ship augmented the impact of transactional leadership on employees’
performance and company profit. In addition, they found that transforma-
tional leadership and charismatic leadership were overlapping but unique
constructs, and that both were different from transactional leadership.

Similarly, Nemanich and Keller (2007) examined the impact of trans-
formational leadership on 447 employees from a large multinational firm
who were going through a merger and being integrated into a new organi-
zation. They found that transformational leadership behaviors such as
idealized influence, inspirational motivation, individualized consider
ation, and intellectual stimulation were positively related to acquisition
acceptance, job satisfaction, and performance.
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