
Proceeding of the 4
th
 International Conference on Management and Muamalah 2017 (ICoMM 2017) 

e-ISBN: 978-967-2122-15-9 

 

655 
 

Leadership Style and Employee Performance 

  

Nur Husna Mohd. Hussain 

Kolej Universiti Islam Antarabangsa Selangor (KUIS)) 

nurhusna@kuis.edu.my 

 

ABSTRACT 

 

Transformational leadership leads to positive achievement among employees. Previous 

studies indicate that it is essential to further investigate on the role of transformational 

leadership in organization. In order to fulfil suggestions by previous scholar, this study intend 

to review on the function of transformational leadership and employee performance. This is 

due to findings from past studies which discover leadership is an important factor that will 

influence the performance of employees. In addition, organizations nowadays are 

characterized by ever changing business environment and sustaining high performing 

employees become more challenging.  Therefore, this study will further discuss on the role of 

transformational leadership towards employee performance in organization. 
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 INTRODUCTION   
Discussion on leadership studies has been evolving over time. As leadership is a phenomenon 

that exists in most organizational settings, it has become a multi-disciplinary subject to be 

studied. It can be observed in the literature of leadership study that scholars and researchers, 

(Yukl, 1989; Wang et al., 2011; Song et al., 2012) have been continuously reviewing and 

examining the best theories for leadership practices. These studies have been conducted in 

various perspectives in order to provide a comprehensive understanding regarding leadership 

in organization, (Zhang, 2010; Wollard & Shuck, 2011; Tims et al., 2011 ).  
 

Despites the diversifications on leadership topic, these studies can be categorized according 

to their research scope which fit into studies on power influence, leader behaviour, leader 

traits and situational factors, (Yukl, 1989). The purpose of classifying these studies into 

different groups is to discover the interrelation of each study and also the differences that 

might occur in other research. Thus, it provides a basis on understanding leadership in a 

holistic framework. Furthermore, research contributions can be allocated perfectly to it 

foundation. Towards the end, leadership studies can be accessed systematically even though 

there are numerous studies that have been conducted.  
 

Regarding leadership style and employee performance, it is evident that leaders have 

significant roles towards the performance of their employees, (Bass et al., 2003; Caillier, 

2014). Furthermore, findings from previous studies have identified that leadership style such 

as transformational leadership will influence employees’ work engagement, (Aryee et al., 

2012).The linkage between leadership and employee performance has become clearer which 

inspire researchers to further investigate on the relationship between both variables.   
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LITERATURE REVIEW   
Leadership Development 

The purpose of this section is to provide an understanding on the early expansion of 

leadership theory. With regards to the development of leadership studies, some scholars have 

segregates this topic into a few eras in order to perform a systematic observation and analysis 

related to leadership.   Overall, there are four main eras which have been introduced. The first 

era is known as Trait era which, begin since late 1800s until mid 1940s. It is known as Trait 

Era because most scholars focus on studies that are lying on traits of efficient leader. Then, it 

is followed by second stage in Mid 1940s until early 1970s, the Behavior Era. From the lens 

of Behavior era, leader’s work style and behaviors are the main factors that are emphasized to 

produce efficient leadership behavior. 

 

As more studies have been conducted, (Stogdill, 1974; Burns, 1978; Detert & Burris, 2007; 

Liu et al., 2010) the knowledge of leadership has grown from behavior oriented towards 

incorporation with the environment factor. It is known as the Contingency Era and started in 

the 1960s. This is a new beginning in leadership studies which considers on environment as a 

factor that will determine the best leadership style. In relation to the third era of leadership, a 

new paradigm is born and named as the New Leadership Approach. This approach has been 

introduced in the 1980s up to present. The most popular discussion on New Leadership 

Approach is regarding Transformational, Transactional and Lassez-faire leadership style. 

Figure below represent the eras of leadership development, (Fang, 2009). 

 
Figure 1. The eras of leadership development 

Source: Fang Y. W (2009) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the same vein, Yukl (1989) has reviewed major theories and issues on leadership such as 

leader traits, skills, power and influence. He further asserted that, transformational leadership 

research simultaneously involves leader traits, power, behaviour and situational variables. It 

is a comprehensive approach in leadership which needs further investigation on its 

effectiveness towards the process of influencing and leading organizational members. In 

addition, several studies can be found in the literature concerning on transformational 

leadership with different variables. For example, studies have been carried out to determine 

and understand the relationship between transformational leadership and organizational 

knowledge creation, organizational performance, organizational citizenship behaviour, 
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organizational commitment and organizational effectiveness (Bass & Avolio, 1994; Avolio et 

al., 2004; Euwema et al., 2007; 2008; Song et al., 2012).  

 

Furthermore, it is evident that transformational leadership (idealized influence, inspirational 

motivation, intellectual stimulation and individual consideration) influence work group 

effectiveness which leads to organizational success (Hoffman et al., 2011). Moreover, it has 

been discovered that transformational leadership has also affecting performance at different 

levels for example individual, group and organizational business units, (Bass, 1999; Wang et 

al., 2011) and it has been further discussed form the perspective of contextual performance 

which refers to voluntarily motivated work behaviours that go beyond prescribed job roles 

but contribute to the psychological and social contexts around the job (Wang et al., 2011; 

p.231).  

 

With regard to Transformational leadership, Downton (1973) has known as the first person to 

coin the typology of transformational leadership (Oshagbemi, 2003; Sashkin, 2004; 

Antonakis, 2012). According to (Oshagbemi, 2003), the idea of transformational leadership 

initiated by Downton (1973) has not become popular until Burns (1978) reintroduced 

transformational leadership in his classic work on transformative leadership. Previously, 

leadership is viewed as an exchange process which underlies other leadership approaches 

until Burns (1978) developed new approaches to study on transformative leadership as the 

contra to transactional leadership (Sashkin, 2004).  Then, it has triggered the attention of 

researchers to carry out more studies on the new leadership approach introduced by Burns. In 

addition, it is assumed that in 1980s, Bass’s model of transformational leadership is very well 

known and this is associated with high interest among researchers to explore the model rather 

than the oneintroduced by Downton (1973),(Antonakis, 2012). 

 

Regarding  the development of transformational leadership Downton (1973) has conclude 

that “A system of personal rules may derive its legitimacy from the manipulation of rewards 

as well as punishments (i.e., transactional leadership) from the manipulation of myths and 

symbols that give meaning to action and suffering (i.e., inspirational leadership) and from the 

presence of leaders who are able to provide security a new identity, or cultural reinforcement 

for those whose psychological dispositions or socialization require that they obey orders (i.e., 

charismatic leadership) (pp. 284-285). 

 

Likewise, Gill et al., (1998) has discussed the association of leadership and organizational 

theory development for the 21
st
 century.  Regarding transformational leadership approach, it 

is known as the leadership for the new-post bureaucratic organization. In a similar manner, 

Gill and associates has explained that the typology of transformational leadership has been 

introduced by Downton (1973) and extended explanation on the concept is offered by Burns 

(1978) followed by development of empirical model by Bass (1985). 

 

Based on the discussion above, it explains the popularity gained Burns (1978) and Bass 

(1985) on their seminal work related to transformative leadership as a contra to transactional 

leadership and the development of empirical model for transformational leadership. Berlews 

(1974) provided a treatment of charisma in the context of expressing some disillusionment 

with traditional leadership research. He argued that leadership research tell us little about 

what excites people in organizations and that it is largely to charismatic leadership that one 

must look for an appreciation of the factors that generate excitement. 

 

Dimensions of Transformational leadership 
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Idealized influence 

In general, it is agreed that the main responsibility of a leader is to align subordinates towards 

achieving the mission and vision of an organization, (Bass, 1999). It is through the first 

dimension that reflects the emotional component of Bass transformational model which is 

idealized influence a leader will convey a shared vision and indirectly persuade their 

followers towards accomplishing the goals. In this dimension, leader provides vision to their 

followers (Shuck & Herd, 2012) and followers are influence through their attributes and 

behaviour which increase level of emotional commitments (Antonakis, 2012).  

 

Previously, this dimension is known as charisma. However, the terms changed to idealized 

influence in the next publication regarding charisma (Avolio et al., 1991; Bass & Avolio, 

1994) to avoid the impression of idolization to leader through the meanings of charisma 

besides presenting it as a neutral dimension (Antonakis, 2012). As this model gained much 

attention from researchers, criticisms on the dimensions helps to improve the measurement. 

For example idealized influence has been split into attributional and behavioural idealized 

influence due to critics from scholars (Hunt, 1991; Avolio et al., 1995; Yukl, 1998). Thus, it 

covers the meaning of idealized influence which refers to leader’s behaviour of idealized 

influence and attributional idealized influence that refers to followers’ perception on leader’s 

idealized influence towards them. Furthermore, Judge and Piccolo (2004) have mentioned 

that these dimensions are highly correlated and thus it needs to be measured differently.  

 

Inspirational motivation 

Second, leader will become the role model and show examples to the followers as an act of 

inspirational motivation besides using symbols to enhance focus towards achieving vision, 

(Zhang, 2010). Inspirational motivation is an agenda on positive mind setting of achieving 

vision (Aryee et al., 2012) and become more engaged (Song et al., 2012). It is through this 

dimension that a leader communicates and ensures their follower to belief that the visions sets 

previously can be achieved. Furthermore, (Wang et al., 2011) has elaborate inspirational 

motivation as an act of developing and articulating a shared vision and high expectations that 

are motivating, inspiring and challenging.  Both idealized influence and inspirational 

motivation are from the emotional component of Bass transformational leadership 

explanation. 
 

Intellectual stimulation 

Third, intellectual stimulation is about encouraging the followers to become creative and 

innovative in fulfilling their job requirement. It means that a leader encourage their followers 

to find new solutions for any problems faced as described by Judge & Piccolo (2004), 

intellectual stimulation is ‘the degree to which the leader challenge assumptions, takes risks 

and solicits followers’ ideas. Furthermore, it is through intellectual stimulation followers’ 

awareness will be tackle to view problems and answers from a new perspective (Kark et al., 

2003).   

 

Individualized consideration 

Finally, individualized consideration refers to the act of a leader that provides support and 

treats their followers’ needs in developing their potential to achieve higher performance. It is 

related with leader’s act on providing special treatment to followers as individuals are unique 

and each of them has different strength, interests and needs (Detert & Burris, 2007).  In 

addition, leaders are required to coach and act as mentor to their followers (Judge & Piccolo, 

2004) in order to allow followers to perform better and build the sense of empowering 

(Antonakis, 2012).  
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It can be observed from the above explanations the dimension of Transformational leadership 

is a series of behaviours that help leader to influence the followers towards achieving their 

vision. It shows different phases that involve in the process of gaining support and 

cooperation from the followers. Each of the dimensions will further reinforce the support 

achieved from followers. At the end of the process, a leader will fulfil their main function that 

is to align followers towards achieving the same goals. According to Bass (1999), members 

of a transformational team cares about each other intellectually stimulate each other, inspire 

each other and identify with the teams’ goals, (p. 11). Therefore, it is essential for a leader to 

show the behaviour of inspirational motivation, idealized influence, intellectual stimulation 

and individualized consideration from the perspective of transformational leadership, (Bass, 

1985; Podsakoff et al.,, 1990; Wang et al., 2011). 

 

The above discussion implies that transformational leadership is an interaction process 

between leaders and followers that contributes to development of employees’ performance in 

organization. This means that employees’ are having self awareness of their roles at 

workplace and it is initiated by a transformational leader. As a result, employees will become 

more responsible and productive as they understand that their behaviours have a significant 

impact towards themselves, subordinates and the organization as a whole, (Bryman, 1992; 

Pawar & Eastman, 1997; Dvir et al., 2002; Zhu et al., 2009; Northouse, 2010). Furthermore, 

during the process of transition and transforming, both leaders and followers are persuaded to 

move on a higher level of achievement and develop their full potential. It is due to the 

interaction of both parties that produce the desired outcomes.  

 

 

CONCLUSIONS 
To sum up, the role of leadership towards enhancing employees’ performance has been long 

studied by scholars in the field of management. Findings from previous studies indicate a 

significant link between leadership and performance. Furthermore, the discussions of these 

studies have expands towards arguments regarding the most influential leadership style 

practices in organization. As a result, transformational leadership has been identified as one 

of the factors that contribute to employee performance. Idealized influence, inspirational 

motivation, intellectual stimulation and individualized consideration are the dimensions of 

transformational leadership which have been discovered as important to improve employee 

performance. Therefore, it is necessary to further investigate on transformational leadership 

style and performance from various contexts in order to provide a better understanding on 

effective leadership practices in organization.   
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