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BOOK SUMMARY 
This textbook examines a range of leadership styles and their effects on organisational 

performance, employee well-being, innovation, and long-term success. It argues that no single 
leadership style is universally effective; instead, the best approach depends on factors such as 
organisational goals, workplace culture, industry regulations, and environmental uncertainty. 

Leadership styles such as democratic, participative, and transformational encourage 
collaboration, innovation, motivation, and employee engagement, making them well suited to 
dynamic and changing environments. In contrast, autocratic, bureaucratic, task-oriented, and 
transactional leadership provide structure, efficiency, and clear direction, making them effective 
in regulated industries, emergencies, or stable environments, although they may reduce creativity 
and employee morale if overused. 

The textbook also highlights people-oriented, servant, coaching, ethical, charismatic, laissez-
faire, and authoritative leadership. These approaches focus on employee development, trust, 
empowerment, ethical behaviour, or inspiring a shared vision. While they can improve job 
satisfaction, resilience, and organisational culture, each has limitations, such as dependence on 
leader charisma or reduced accountability if insufficient guidance is provided. 

Overall, the text concludes that effective leadership is a strategic capability that requires 
adapting leadership style to the situation. By selecting the most appropriate approach, leaders can 
improve organisational performance, support employee well-being, navigate change, and achieve 
long-term competitive advantage. 
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Chapter 1: 

INTRODUCTION 

1.1 Introduction 

This chapter introduces the book by outlining its purpose, scope, and structure. As the first 
edition, it serves as a pilot study that systematically examines contemporary issues in leadership 
and establishes a foundation for future research. Each chapter critically explores current challenges 
associated with a specific leadership approach before the concluding chapter synthesises the 
recurring themes and identifies broader issues emerging across the leadership literature. To ensure 
methodological rigour and transparency, the book adopts a systematic literature review approach, 
drawing on recent and relevant scholarly evidence to provide an up-to-date analysis of 
contemporary leadership research. 

Leadership is a concept encountered across organisations, communities, and public life, yet 
its meaning remains highly contested and context-dependent (Rees & French, 2016). Despite 
decades of research, there is no universally accepted definition, reflecting the complexity of 
leadership as both a social process and an organisational phenomenon. One of the most frequently 
cited definitions is attributed to Dwight D. Eisenhower, who described leadership as "the art of 
getting someone else to do something you want done because he wants to do it." This perspective 
emphasises influence and voluntary commitment rather than authority alone and continues to 
shape both leadership theory and practice. Similarly, Bass (2019) defines leadership as inspiring 
individuals to work willingly towards shared organisational goals, while Rees and French (2016) 
characterise leaders as individuals who influence the attitudes and behaviours of others. Reed et 
al. (2019) further argue that leadership involves motivating others to achieve collective objectives 
and facilitating organisational change, regardless of whether influence stems from formal authority 
or informal relationships. 

The expansion of leadership research has produced a diverse range of theories, styles, and 
approaches, making leadership one of the most extensively studied yet conceptually fragmented 
topics within organisational research (Northouse, 2019). Carton (2022) highlights this 
fragmentation by identifying enduring debates over whether leadership should be understood as 
the characteristics of individual leaders or as a relational process of leading, and whether it acts as 
a cause or consequence of organisational outcomes. While this diversity has enriched theoretical 
development, it has also generated overlapping concepts and inconsistent terminology, making it 
increasingly difficult for researchers and practitioners to identify coherent evidence. 
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More recently, scholars have argued that leadership has become normalised within everyday 
organisational discourse. Learmonth and Morrell (2021) observe that individuals occupying 
formal hierarchical positions are now routinely described as "leaders," while Czarniawska (2018) 
argues that terms such as leader and follower have become default organisational labels that often 
escape critical examination. This normalisation is reflected in the growing literature on everyday 
leadership (Buchanan & Kern, 2017; Devor & Dayeh, 2023) and studies examining daily 
leadership behaviours across diverse organisational settings (Bakker et al., 2025; Chan et al., 2025; 
Scott et al., 2025; Ellingsen, 2026). Collectively, these studies suggest a shift from viewing 
leadership as the responsibility of exceptional individuals towards understanding it as a distributed, 
routine practice embedded in everyday work. However, critical scholars argue that this shift is not 
without consequences. Learmonth and Morrell (2021) and Czarniawska (2018) contend that the 
widespread use of leadership language may obscure organisational power relations, reinforce 
managerial ideologies, and privilege elite interests. Similarly, Kellerman (2024) argues that 
leadership is an ordinary feature of organisational and social life, but cautions that ineffective 
leadership and follower dynamics are equally pervasive. 

Given the breadth, diversity, and ongoing conceptual debate within the leadership literature, 
there is a clear need to synthesise contemporary evidence systematically. This book addresses that 
need by employing a systematic literature review to critically examine current research across 
different leadership approaches. By integrating recent evidence, it seeks to identify emerging 
themes, clarify conceptual inconsistencies, and provide a comprehensive understanding of the 
current issues shaping leadership research and practice. 

1.2 Overview of Leadership and Follower 

“What leadership style is ideal for followers?” 

Leadership has long been recognised as a relational process that exists through its interaction 
with followers. Rather than being an individual attribute, leadership is shaped by the reciprocal 
relationship between leaders and followers, which determines how influence is exercised, 
interpreted, and legitimised. This relational perspective has attracted sustained scholarly interest 
across philosophy, history, politics, anthropology, psychology, and management. Classical 
thinkers, including Aristotle (1946, 1986), Plato (1956), Confucius (1997), and Socrates (Brun, 
1978), all viewed leadership as inseparable from the communities it serves. Socrates, in particular, 
portrayed leadership as both empowering and precarious, arguing that genuine leadership derives 
not solely from authority but from the willingness of followers to confer legitimacy and support. 
This early understanding foreshadows contemporary theories that conceptualise leadership as a 
process of influence grounded in trust, reciprocity, and social interaction rather than positional 
authority. 

Despite centuries of scholarship, leadership remains one of the most extensively researched 
yet conceptually contested fields within organisational studies. Contemporary research 
increasingly conceptualises leadership as a dynamic social process in which leaders and followers 
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jointly shape organisational outcomes. Effective leadership is consistently associated with 
improved organisational performance, employee engagement, innovation, and long-term 
sustainability, whereas ineffective leadership can undermine organisational effectiveness 
(Northouse, 2019, 2025). However, the proliferation of leadership theories, including 
transformational, authentic, servant, ethical, distributed, and shared leadership, has resulted in 
considerable conceptual fragmentation. While this diversity reflects the complexity of leadership 
across organisational contexts, it has also made it difficult to establish which leadership approaches 
are consistently supported by empirical evidence. 

A notable shift within the leadership literature has been the growing recognition of followers 
as active participants rather than passive recipients of leadership. Earlier models largely portrayed 
followers as individuals who responded to leader behaviours, whereas contemporary research 
demonstrates that followers actively construct, negotiate, and influence leadership itself. Hollander 
(1992) challenged the traditional leader-centric paradigm by arguing that leadership and 
followership are complementary and mutually dependent roles. Subsequent studies have 
reinforced this perspective, showing that followers actively shape leadership through compliance, 
collaboration, resistance, and feedback processes (Kean et al., 2011; Oc & Bashshur, 2013). 
Increasingly, leadership is understood as a co-constructed process in which influence flows in 
multiple directions rather than exclusively from leaders to followers. 

Empirical evidence strongly supports the importance of leader–follower relationships, 
although it also reveals their complexity. Large-scale quantitative studies consistently demonstrate 
that transformational and inspirational leadership positively influence follower engagement, 
wellbeing, performance, and organisational commitment (Dvir et al., 2017; Salas-Vallina et al., 
2020; Bakker et al., 2022; Hancock et al., 2023). Likewise, meta-analytic evidence involving more 
than 170,000 participants indicates that follower characteristics—including personality, gender, 
and individual perceptions—account for substantial variation in leadership evaluations, suggesting 
that leadership effectiveness is partly constructed through followers' interpretations rather than 
leader behaviour alone (Wang et al., 2019). These findings challenge traditional assumptions that 
leadership effectiveness resides solely within leaders, instead highlighting the reciprocal nature of 
leader–follower interactions. 

Recent research further demonstrates that influence within leader–follower relationships is 
bidirectional. While transformational leadership encourages innovation, organisational 
commitment, and positive behavioural outcomes among followers (Jun & Lee, 2023), followers 
also shape leaders' attitudes, behaviours, and effectiveness. Studies show that follower awareness, 
support, and engagement can influence leaders' organisational commitment and decision-making 
(Munir & Ghani, 2024), while humble leadership enhances followers' workplace status and 
leadership potential (Lin et al., 2024). Emerging evidence from digital workplaces further 
challenges hierarchical assumptions by demonstrating that leadership is increasingly co-created 
through emotional interaction, communication, and shared engagement rather than formal 
authority alone (Zhang, 2025). Similarly, neuroscientific research suggests that behavioural and 
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neural synchronisation between leaders and followers predicts collective performance, providing 
biological evidence for leadership as a shared relational process (Zhang et al., 2023). 

Nevertheless, the literature also cautions against idealising leader–follower relationships. 
Although positive leadership behaviours generally improve employee wellbeing and 
organisational outcomes, they may also produce unintended consequences. Einola and Alvesson 
(2021), for example, argue that highly supportive leadership can foster follower dependency, 
reducing autonomy and limiting team effectiveness. Ford and Harding (2018) similarly question 
whether followership research inadvertently reinforces hierarchical assumptions by constructing 
the very categories of leaders and followers that it seeks to examine. These critiques suggest that 
leadership and followership should not be viewed as fixed identities but as socially constructed 
and context-dependent processes that evolve through organisational interaction. 

Recent empirical evidence continues to reinforce the centrality of leader–follower 
relationships across diverse organisational settings. Studies involving healthcare, hospitality, 
financial services, and multinational organisations consistently report positive associations 
between relational leadership behaviours and employee wellbeing, job satisfaction, organisational 
citizenship, innovation, and performance (Roche et al., 2026; Caniëls et al., 2026; Ghias & Zahur, 
2026; Iqbal et al., 2026). However, much of this evidence remains concentrated on positive 
leadership behaviours, with comparatively limited attention given to contextual influences, 
follower diversity, power relations, and the long-term sustainability of leadership interventions. 
Consequently, although the evidence base is extensive, important gaps remain regarding how 
leadership operates across different organisational cultures, digital environments, and evolving 
forms of work. 

Given the continued expansion and increasing complexity of leadership research, the 
challenge is no longer the availability of evidence but its integration. The diversity of concepts, 
theories, and empirical findings has produced a fragmented knowledge base that requires 
systematic synthesis to distinguish robust evidence from conceptual overlap. This book therefore 
adopts a systematic literature review to critically evaluate contemporary leadership research, 
identify recurring themes and emerging issues, reconcile conflicting findings, and highlight 
priorities for future research. Such a synthesis provides a stronger evidence base for advancing 
leadership theory while informing organisational practice in an increasingly complex and dynamic 
environment. 

1.3 Systematic Review 

Systematic reviews are widely regarded as the most rigorous form of evidence synthesis 
because they employ explicit, transparent, and reproducible methods to minimise bias in 
identifying, appraising, and synthesising research (Brignardello‐Petersen et al., 2025). Unlike 
traditional narrative literature reviews, which may be influenced by selective study inclusion and 
author interpretation, systematic reviews follow predefined protocols that enhance transparency 
and methodological consistency (Caldwell & Bennett, 2020; Needleman, 2002). Their structured 
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process typically involves developing a focused research question, conducting comprehensive 
searches, applying explicit eligibility criteria, critically appraising study quality, and synthesising 
findings through either qualitative or quantitative methods (Khan et al., 2003; Licenco et al., 2021). 
Consequently, De Cassai et al. (2025) argue that systematic reviews provide more reliable 
conclusions because they draw on the totality of available evidence rather than selectively chosen 
studies. 

Despite these methodological strengths, the claim that systematic reviews represent the 
highest level of evidence should be interpreted cautiously. Their validity remains dependent on the 
quality, consistency, and availability of the included primary studies. As the principle of "garbage 
in, garbage out" suggests, even a methodologically robust review cannot compensate for weak or 
biased underlying evidence. Although systematic reviews can clarify conflicting findings, identify 
research gaps, and strengthen theoretical understanding (Hu et al., 2026), they may also be 
constrained by publication bias, language restrictions, heterogeneous study designs, and 
inconsistent outcome measures, all of which can limit the reliability and generalisability of their 
conclusions. Similarly, while Larsson and Eidrup (2026) emphasise methodological transparency 
as a defining strength, transparency alone does not eliminate bias if the available evidence base is 
incomplete or of poor quality. 

The systematic literature review is particularly appropriate for leadership research because it 
enables the critical synthesis of a large and diverse body of evidence accumulated over several 
centuries (Stogdill, 1974; Bass, 1981). Boland et al. (2017) argue that systematic reviews provide 
an evidence-based approach for answering practical research questions by using secondary data to 
evaluate existing studies critically. Likewise, Feldman (1971) positions systematic reviewing as a 
legitimate research methodology in its own right, capable of generating new knowledge through 
the organised integration of previous theory and empirical research rather than merely 
summarising existing literature. However, given the conceptual diversity of leadership research, 
systematic reviews must carefully justify their inclusion criteria and synthesis methods to avoid 
oversimplifying complex and context-dependent findings. 

The methodological principles underpinning systematic reviews have remained remarkably 
consistent over time. Early frameworks proposed by Khan et al. (2003), later summarised by 
Beverley (2004), identify five core stages: formulating the review question, identifying relevant 
literature, assessing study quality, synthesising evidence, and interpreting findings. More recent 
guidance (Brignardello-Petersen et al., 2025; Licenco et al., 2021) largely refines rather than 
replaces these stages, reflecting a mature methodology that has become central to evidence-based 
research across disciplines. 

Nevertheless, the growing popularity of systematic reviews has raised important 
methodological concerns. Although systematic reviews have been a cornerstone of evidence-based 
practice since the 1980s, their rapid proliferation has led to a rise in redundant and low-quality 
reviews (Larney, 2026). This trend suggests that the value of a systematic review depends not only 
on adopting the methodology but also on the rigour with which it is conducted and reported. The 
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emergence of multiple appraisal tools for evaluating review quality (Ban et al., 2026) further 
underscores that systematic reviews themselves require critical assessment. Therefore, while 
systematic reviews generally provide more robust and transparent evidence than traditional 
literature reviews, they should not be viewed as inherently superior; rather, their credibility 
depends on the methodological quality of both the review process and the primary evidence on 
which they are based. 

In summary, Systematic reviews are a rigorous form of evidence synthesis that use explicit, 
transparent, and reproducible methods to identify, appraise, and synthesise all relevant studies on 
a defined research question while minimising bias (Brignardello‐Petersen et al., 2025; Larsson & 
Eidrup, 2026). Unlike traditional literature reviews, they follow a structured process that typically 
includes formulating research questions, conducting comprehensive literature searches, assessing 
study quality, and synthesising findings through qualitative or quantitative methods (Khan et al., 
2003; Licenco et al., 2021). Systematic reviews use secondary data to integrate existing research, 
clarify inconsistent findings, identify knowledge gaps, and support evidence-based decision-
making (Boland et al., 2017; Hu et al., 2026). Although they have become a cornerstone of 
evidence-based research since the 1980s, concerns about the increasing number of low-quality and 
redundant reviews highlight the ongoing importance of robust quality appraisal (Larney, 2026; 
Ban et al., 2026). Therefore, the current researcher opted for the systematic review method to 
obtain current issues in the body of literature on leadership.  

1.4 The Structure of the Book 

This book has seventeen chapters; chapter two considers democratic leadership, chapter three: 
autocratic leadership, chapter four: bureaucratic leadership, chapter five: charismatic leadership, 
chapter six: laissez-faire leadership, chapter seven: participative leadership, chapter eight: people-
oriented leadership, chapter nine: servant leadership, chapter ten: task-oriented leadership, chapter 
eleven: transactional leadership, chapter twelve: transformational leadership, chapter thirteen: 
ethical leadership, chapter fourteen: coaching leadership, chapter fifteen: authoritative leadership, 
chapter sixteen: case studies, and chapter seventeen: conclusion.  
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Chapter 2: 

DEMOCRATIC LEADERSHIP 

2.2 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of democratic leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating classical leadership theory with recent empirical evidence to explain 
how democratic leadership influences organisational performance, employee participation, 
innovation, decision-making quality, and organisational effectiveness. Democratic leadership has 
become increasingly important in contemporary organisations because of its emphasis on 
employee involvement, shared decision-making, collaboration, transparency, and organisational 
commitment (Northouse, 2022; Yukl & Gardner, 2020). 

The chapter begins by critically examining the theoretical foundations of democratic 
leadership, tracing its development from early participative management theories to contemporary 
models of shared governance and collaborative leadership. Democratic leadership is grounded in 
the principle that employees should actively participate in organisational decision-making, with 
leaders facilitating consultation, open communication, and collective problem-solving rather than 
relying solely on hierarchical authority (Lewin et al., 1939). Contemporary scholars describe 
democratic leadership as a participative leadership approach in which leaders encourage 
employees to contribute ideas, share responsibility, and participate in decisions affecting 
organisational outcomes (Northouse, 2022; Yukl & Gardner, 2020). These principles provide the 
conceptual framework for evaluating the selected studies throughout this chapter. 

The reviewed literature consistently demonstrates that democratic leadership contributes 
significantly to employee motivation, organisational commitment, job satisfaction, innovation, 
organisational citizenship behaviour, knowledge sharing, and overall organisational effectiveness 
(Eva et al., 2019; Puni et al., 2021). By encouraging employee participation and fostering inclusive 
decision-making, democratic leaders strengthen trust, enhance collaboration, and promote a sense 
of ownership among employees. Consequently, democratic leadership has become particularly 
valuable in organisations characterised by knowledge-intensive work, rapid technological change, 
and increasing demands for employee engagement and innovation (Northouse, 2022; Yukl & 
Gardner, 2020). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, small and medium-sized 
enterprises (SMEs), multinational corporations, and non-governmental organisations. Examining 
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democratic leadership across these diverse sectors provides a comprehensive understanding of how 
participative leadership behaviours are implemented within different organisational, institutional, 
and cultural environments. Although the core principles of democratic leadership remain 
consistent, evidence suggests that leadership effectiveness varies according to organisational 
culture, employee competence, organisational structure, and contextual conditions (Somech, 2006; 
Northouse, 2022). 

In addition to examining the direct effects of democratic leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
democratic leadership influences organisational outcomes. The reviewed studies identify 
employee trust, psychological empowerment, organisational commitment, communication quality, 
knowledge sharing, employee engagement, and organisational culture as important mechanisms 
through which democratic leadership affects employee performance and organisational 
effectiveness (Eva et al., 2019; Puni et al., 2021). Understanding these underlying mechanisms 
provides a more comprehensive explanation of why democratic leadership produces different 
outcomes across organisations and highlights the contextual conditions necessary for its successful 
implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of democratic leadership 
by comparing findings from studies conducted in Africa, Europe, Asia, the Middle East, and North 
America. Although democratic leadership has been widely recognised as an effective leadership 
approach across many countries, national culture, institutional arrangements, and societal values 
influence the extent to which participative decision-making is accepted and practised. In cultures 
characterised by high power distance, employees may expect leaders to exercise greater authority, 
whereas low power-distance cultures generally encourage participation and shared responsibility 
(Northouse, 2022; Yukl & Gardner, 2020). Consequently, the review acknowledges the 
importance of adapting democratic leadership practices to different organisational and cultural 
contexts to maximise their effectiveness. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the democratic leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding democratic leadership outcomes while highlighting areas where 
further research remains necessary. Particular attention is given to emerging issues such as digital 
collaboration, employee well-being, organisational resilience, inclusive leadership, sustainable 
organisational performance, and innovation, all of which have become increasingly important 
within contemporary leadership research (Eva et al., 2019; Northouse, 2022). 

Overall, this chapter demonstrates that democratic leadership remains one of the most 
influential and practically relevant leadership approaches within contemporary organisational 
studies. Its emphasis on employee participation, collaboration, shared responsibility, ethical 
decision-making, and inclusive governance makes it particularly suitable for organisations 
operating in increasingly complex, knowledge-intensive, and rapidly evolving environments. The 
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insights generated from this literature review provide the theoretical and empirical foundation for 
the subsequent chapters by informing the discussion, interpretation, and application of the present 
study's findings. Furthermore, the review contributes to a deeper understanding of how democratic 
leadership can be integrated into leadership development programmes, organisational policies, and 
strategic management initiatives to promote employee engagement, organisational effectiveness, 
and sustainable organisational success. 

2.2 Overview of Democratic Leadership 

Democratic leadership has become one of the most influential leadership approaches in 
contemporary organisational research and practice because of its emphasis on employee 
participation, shared decision-making, collaboration, and mutual trust (Northouse, 2022). Unlike 
autocratic leadership, where decision-making authority is concentrated in the hands of leaders, 
democratic leadership encourages employees to contribute ideas, participate in organisational 
decisions, and share responsibility for achieving organisational objectives (Lewin et al., 1939). 
The theory originated from the pioneering leadership experiments conducted by Lewin, Lippitt, 
and White (1939), who identified democratic leadership as a style that promotes cooperation, 
employee satisfaction, and group effectiveness through participative decision-making. Since then, 
democratic leadership has been widely applied across education, healthcare, public administration, 
manufacturing, hospitality, and private-sector organisations because of its emphasis on employee 
empowerment, communication, and organisational commitment (Northouse, 2022). 

Democratic leadership is defined as a leadership approach in which leaders actively involve 
employees in decision-making processes while retaining overall responsibility for organisational 
outcomes (Northouse, 2022). Rather than relying solely on authority or formal control, democratic 
leaders encourage open communication, consultation, teamwork, and collective problem-solving, 
thereby strengthening employee commitment and organisational trust (Bhatti et al., 2022). 
Consequently, democratic leadership is particularly effective in knowledge-intensive and dynamic 
organisational environments where creativity, innovation, collaboration, and employee 
engagement are essential for organisational success (Iqbal et al., 2023). 

Recent studies consistently demonstrate that democratic leadership positively influences 
employee engagement, job satisfaction, organisational commitment, and workplace motivation. 
For example, Bhatti et al. (2022) found that participative leadership significantly enhances 
employee engagement by encouraging involvement in organisational decision-making and 
strengthening employees' sense of ownership and responsibility. Similarly, Iqbal et al. (2023) 
reported that democratic leadership improves employee performance by fostering trust, 
collaboration, and open communication between leaders and employees. These findings support 
social exchange theory, which suggests that employees reciprocate inclusive leadership behaviours 
through greater commitment, organisational citizenship behaviour, and improved performance. 

Innovation represents another important outcome of democratic leadership. By encouraging 
employees to contribute ideas, question existing practices, and participate in collaborative 
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problem-solving, democratic leaders create organisational environments that stimulate creativity 
and continuous improvement (Northouse, 2022). Studies have shown that employees who 
participate in organisational decisions demonstrate higher levels of creativity, knowledge sharing, 
and innovation because they perceive their contributions as valued and meaningful (Bhatti et al., 
2022). Such evidence suggests that democratic leadership promotes innovation by creating 
psychologically safe environments where employees feel confident expressing new ideas without 
fear of criticism. 

The effectiveness of democratic leadership is also evident in facilitating organisational 
change. Leaders who consult employees during periods of organisational transformation reduce 
resistance to change by encouraging participation, transparency, and shared responsibility (Yukl, 
2020). Employees who are involved in planning and implementing organisational change are more 
likely to support new initiatives because they understand organisational objectives and perceive 
themselves as active contributors rather than passive recipients of change. Consequently, 
democratic leadership strengthens organisational adaptability by building employee trust and 
commitment throughout the change process. 

Research further indicates that organisational culture and contextual factors influence the 
effectiveness of democratic leadership. Organisations characterised by collaborative cultures, 
decentralised decision-making, and high levels of trust tend to benefit more from democratic 
leadership than organisations operating within highly bureaucratic or hierarchical environments 
(Northouse, 2022). Likewise, Iqbal et al. (2023) found that organisational support and effective 
communication strengthen the positive relationship between democratic leadership and employee 
performance. These findings suggest that democratic leadership is most effective when 
organisational structures encourage participation, collaboration, and knowledge sharing. 

Within the healthcare sector, democratic leadership has consistently demonstrated positive 
outcomes for both employees and patients. Democratic nurse leaders encourage interdisciplinary 
collaboration, shared clinical decision-making, and employee participation in quality improvement 
initiatives, resulting in improved job satisfaction, teamwork, patient safety, and healthcare quality 
(Specchia et al., 2021). Similarly, participative leadership has been associated with lower 
employee turnover, stronger organisational commitment, and higher levels of professional 
engagement among healthcare workers because employees feel respected and involved in 
organisational decisions. 

Beyond organisational performance, democratic leadership has increasingly been linked to 
organisational sustainability and responsible governance. Leaders who encourage stakeholder 
participation and collaborative decision-making promote ethical decision-making, corporate social 
responsibility, and sustainable organisational development (Northouse, 2022). Through 
transparent communication and employee involvement, democratic leaders strengthen 
organisational accountability while encouraging employees to contribute actively towards 
achieving economic, social, and environmental objectives. 
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Empirical evidence from different geographical regions further demonstrates the broad 
applicability of democratic leadership. Studies conducted across Europe, Asia, Africa, and the 
Middle East consistently report positive relationships between democratic leadership, employee 
satisfaction, organisational commitment, teamwork, and organisational effectiveness (Bhatti et al., 
2022; Iqbal et al., 2023). Although leadership practices may require adaptation to different cultural 
contexts, the fundamental principles of participation, consultation, respect, and shared decision-
making remain widely applicable across diverse organisational environments. 

Despite its many advantages, democratic leadership is not without limitations. Effective 
implementation requires leaders to possess excellent communication, interpersonal, conflict 
management, and facilitation skills to ensure that participation contributes to timely and effective 
organisational decisions (Northouse, 2022). Furthermore, democratic leadership may be less 
effective during organisational crises or emergencies where rapid decision-making is required, as 
extensive consultation may delay responses and reduce operational efficiency (Yukl, 2020). 
Nevertheless, extensive empirical evidence demonstrates that democratic leadership improves 
employee motivation, organisational commitment, innovation, collaboration, and sustainable 
organisational performance. Its emphasis on participation, trust, empowerment, teamwork, and 
shared responsibility makes it one of the most appropriate leadership approaches for organisations 
operating within increasingly knowledge-based, collaborative, and rapidly changing 
environments. 

2.3 Democratic Leadership 

Democratic leadership has received increasing scholarly attention because of its ability to 
promote employee participation, enhance organisational innovation, and improve decision-making 
through collaborative processes (Northouse, 2022; Newman et al., 2023). Democratic leadership, 
also referred to as participative leadership, is characterised by leaders involving employees in 
decision-making, encouraging open communication, valuing diverse perspectives, and fostering 
shared responsibility for organisational outcomes (Northouse, 2022). Rather than centralising 
authority, democratic leaders empower employees to contribute ideas and participate actively in 
organisational problem-solving, thereby creating a work environment that supports innovation, 
trust, and continuous organisational improvement (Yukl & Gardner, 2020). Recent research 
suggests that democratic leadership influences organisational outcomes both directly and 
indirectly by strengthening employee engagement, psychological empowerment, and collaborative 
learning (Newman et al., 2023). 

Recent empirical evidence demonstrates that democratic leadership positively influences 
employees' innovative behaviour by fostering participation, trust, and commitment within 
organisations. Leaders who actively involve employees in decision-making create a sense of 
ownership over organisational goals, increasing employees' willingness to support organisational 
change and contribute innovative ideas (Newman et al., 2023). Rather than directing employees 
through hierarchical authority, democratic leaders facilitate dialogue and collaboration, enabling 
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employees to feel valued and respected during organisational change processes. This collaborative 
approach strengthens employees' commitment to organisational objectives while encouraging 
creativity and continuous improvement (Northouse, 2022). 

Employee commitment represents an important psychological mechanism through which 
democratic leadership promotes innovation. When employees perceive that their opinions are 
valued and incorporated into organisational decisions, they develop stronger organisational 
commitment and become more willing to engage in discretionary behaviours that support 
innovation (Eva et al., 2019). Democratic leadership encourages employees to share knowledge, 
solve problems collaboratively, and participate in continuous improvement initiatives, thereby 
enhancing both individual and organisational learning. Furthermore, research indicates that 
organisational support for participation strengthens the effectiveness of democratic leadership by 
providing employees with sufficient autonomy, resources, and psychological safety to generate 
and implement new ideas (Newman et al., 2023). These findings suggest that democratic 
leadership promotes innovation not only through employee motivation but also by establishing 
organisational systems that encourage collaboration, open communication, and shared decision-
making. 

Consequently, contemporary research extends democratic leadership theory by demonstrating 
that sustainable innovation emerges through the interaction between participative leadership, 
employee commitment, and supportive organisational practices (Eva et al., 2019; Newman et al., 
2023). Democratic leadership therefore represents more than a collaborative management 
approach; it functions as a strategic leadership process that strengthens organisational learning, 
enhances employee engagement, and develops an organisational culture that supports innovation 
and adaptability. 

Similarly, recent studies provide important insights into the psychological mechanisms 
through which democratic leadership enhances innovative work behaviour. Democratic leaders 
create opportunities for employees to participate in decision-making, which strengthens 
psychological empowerment, self-confidence, and employees' belief that their contributions are 
meaningful to organisational success (Lee et al., 2023). Unlike more directive leadership 
approaches, democratic leadership develops employees' internal motivation by encouraging 
autonomy, participation, and shared responsibility. As employees experience greater involvement 
in organisational decisions, they become more confident in proposing new ideas, challenging 
existing practices, and contributing to creative problem-solving (Northouse, 2022). 

Psychological empowerment has been identified as a significant mediator linking democratic 
leadership to innovative work behaviour. Democratic leaders encourage employee participation 
by recognising individual contributions, facilitating open communication, and promoting 
collaborative decision-making. As employees develop greater confidence in their abilities and 
perceive higher levels of organisational support, they become more willing to experiment with 
new approaches and participate in innovation initiatives (Lee et al., 2023; Newman et al., 2023). 
These findings are consistent with previous research demonstrating that democratic leadership 
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enhances employee creativity through increased autonomy, trust, and intrinsic motivation (Eva et 
al., 2019). 

An important contribution of recent democratic leadership research lies in its application 
across both public and private sector organisations operating in increasingly complex and 
resource-constrained environments. In such contexts, democratic leadership enables organisations 
to leverage employees' collective knowledge, diverse expertise, and collaborative problem-solving 
capabilities to overcome organisational challenges (Newman et al., 2023). Rather than relying 
solely on formal authority, democratic leaders encourage shared responsibility and participative 
decision-making, thereby strengthening organisational resilience and adaptability. This 
perspective broadens democratic leadership theory by highlighting employee participation and 
psychological empowerment as strategic organisational resources capable of sustaining innovation 
and improving organisational performance in dynamic environments (Northouse, 2022). 

Recent studies further extend democratic leadership scholarship by examining organisational 
resilience as a mechanism through which democratic leadership promotes team innovation. 
Research suggests that democratic leadership enhances organisational resilience by encouraging 
employee participation, collaborative decision-making, and shared responsibility, enabling 
organisations to anticipate, adapt to, and recover from environmental uncertainty (Newman et al., 
2023). Rather than relying solely on leader-driven decisions, democratic leaders strengthen 
organisational systems by fostering open communication, collective problem-solving, and 
continuous learning, allowing teams to remain innovative during periods of disruption (Northouse, 
2022). 

The concept of organisational resilience aligns closely with democratic leadership principles. 
Democratic leaders encourage employees to contribute to organisational decisions, communicate 
transparently during periods of uncertainty, and promote continuous learning through 
collaboration. By involving employees in identifying challenges and developing solutions, 
democratic leaders cultivate resilient teams capable of sustaining high performance in dynamic 
organisational environments (Yukl & Gardner, 2020). These behaviours are particularly important 
given the increasing complexity, technological disruption, and environmental uncertainty facing 
contemporary organisations (Northouse, 2022). 

Recent evidence also suggests that environmental uncertainty strengthens the positive 
relationship between democratic leadership and organisational innovation (Newman et al., 2023). 
During periods of economic instability, rapid technological change, or organisational disruption, 
employees increasingly value leaders who encourage participation, facilitate open communication, 
and involve them in strategic decision-making. Under these conditions, democratic leadership 
becomes especially effective because collaborative decision-making reduces uncertainty, 
strengthens employee trust, and promotes collective resilience. Furthermore, by encouraging 
diverse viewpoints and shared responsibility, democratic leaders improve organisational 
adaptability and support innovative responses to emerging challenges (Eva et al., 2019). 
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Collectively, recent studies reinforce the multidimensional nature of democratic leadership by 
demonstrating that it influences organisational innovation through psychological, behavioural, and 
organisational mechanisms, including employee participation, psychological empowerment, 
organisational commitment, collaborative learning, and organisational resilience (Lee et al., 2023; 
Newman et al., 2023). These findings extend traditional democratic leadership theory beyond 
participative decision-making by illustrating how democratic leaders shape organisational culture, 
strengthen employee engagement, and develop adaptive organisational capabilities. Consequently, 
democratic leadership should be viewed not merely as a participative leadership style but as a 
strategic organisational capability that enhances innovation, resilience, and sustainable 
organisational performance in increasingly complex and dynamic environments. 

The findings of recent democratic leadership research demonstrate that this leadership 
approach becomes particularly valuable during periods of environmental uncertainty, when 
organisations require both innovation and resilience to remain competitive (Newman et al., 2023). 
By encouraging employee participation, fostering trust, promoting open communication, and 
creating psychologically safe environments, democratic leaders enable employees to experiment 
with new ideas without fear of criticism or failure. Such behaviours encourage organisational 
learning, adaptability, and collaborative problem-solving, all of which are essential for sustaining 
innovation in rapidly changing environments (Northouse, 2022). Organisational resilience has also 
been identified as a critical mediating mechanism through which democratic leadership enhances 
team innovation. Rather than simply encouraging innovative behaviour, democratic leaders 
strengthen the organisation's capacity to anticipate, respond to, and recover from unexpected 
challenges by leveraging employees' collective expertise and encouraging shared ownership of 
organisational goals (Yukl & Gardner, 2020). Through participative governance and inclusive 
decision-making, democratic leadership creates conditions under which innovation and 
organisational resilience can be sustained over the long term. 

A notable contribution to contemporary democratic leadership research is the growing 
recognition of its relationship with organisational resilience. Recent studies argue that democratic 
leaders enhance innovation not only by encouraging employee participation but also by 
strengthening organisational structures that support adaptability, collaboration, and resilience 
during periods of uncertainty (Newman et al., 2023). Through inclusive decision-making, shared 
responsibility, and open communication, democratic leaders build organisational capabilities that 
enable employees to respond effectively to environmental turbulence. These findings extend 
democratic leadership theory by demonstrating that leadership effectiveness depends on 
developing adaptive organisational systems alongside engaged and empowered employees. 
Consequently, democratic leadership should be viewed as a strategic organisational capability that 
promotes long-term organisational sustainability, resilience, and innovation (Northouse, 2022; 
Newman et al., 2023). 

Recent systematic reviews have also highlighted the effectiveness of democratic leadership 
within healthcare organisations, particularly in nursing and multidisciplinary care settings 
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(Specchia et al., 2021). Evidence indicates that democratic leadership improves workforce 
retention, employee engagement, collaboration, quality of patient care, and organisational 
sustainability by encouraging healthcare professionals to participate actively in clinical and 
managerial decision-making. Given the increasing complexity of healthcare systems, democratic 
leadership provides an effective framework for addressing workforce shortages, improving patient 
outcomes, and supporting evidence-based practice through collaborative governance (Specchia et 
al., 2021). 

The literature identifies two interrelated dimensions through which democratic leadership 
enhances healthcare performance: workforce development and healthcare service delivery. 
Democratic leaders foster employee engagement by encouraging open communication, 
recognising staff contributions, facilitating teamwork, and supporting continuous professional 
development. These practices increase job satisfaction, organisational commitment, and employee 
motivation while strengthening collaborative relationships among healthcare professionals 
(Specchia et al., 2021). Such findings are consistent with leadership research demonstrating that 
participative leadership enhances employee motivation through trust, psychological 
empowerment, shared decision-making, and professional autonomy (Northouse, 2022; Yukl & 
Gardner, 2020). 

Furthermore, democratic leadership contributes significantly to organisational resilience by 
promoting continuous learning, knowledge sharing, mentoring, and collaborative problem-
solving. By encouraging employees to participate in organisational improvement initiatives and 
evidence-based decision-making, democratic leaders create organisational cultures characterised 
by adaptability, innovation, and continuous quality improvement. These leadership behaviours 
enable healthcare organisations to respond more effectively to changing patient needs, 
technological advancements, and operational challenges while maintaining high standards of 
patient care and organisational performance (Specchia et al., 2021). Consequently, democratic 
leadership not only improves employee outcomes but also enhances organisational effectiveness, 
service quality, and patient safety. 

An important contribution of recent democratic leadership research is the recognition of 
participative leadership as a long-term strategic investment rather than simply a management 
technique. Unlike autocratic leadership, which centralises authority and decision-making, 
democratic leadership develops future organisational capacity by investing in employee capability, 
shared governance, ethical decision-making, and organisational learning (Northouse, 2022). By 
embedding organisational values such as collaboration, accountability, transparency, inclusion, 
and mutual respect, democratic leaders cultivate sustainable organisational cultures that support 
employee well-being, innovation, and high-quality service delivery. Consequently, democratic 
leaders function not merely as operational managers but as facilitators of organisational learning, 
continuous improvement, and sustainable organisational performance (Yukl & Gardner, 2020). 

Recent studies have also extended democratic leadership theory by examining its influence 
on organisational sustainability and employees' pro-environmental behaviour. Research suggests 



16 

that democratic leadership can effectively support environmental sustainability by involving 
employees in sustainability planning, encouraging collaborative environmental decision-making, 
and fostering shared responsibility for organisational environmental performance (Ren et al., 
2024). Rather than relying exclusively on compliance with environmental regulations, democratic 
leaders create opportunities for employees to contribute ideas, participate in sustainability 
initiatives, and collectively develop environmentally responsible organisational practices. This 
participative approach strengthens organisational culture by aligning employee behaviours with 
broader sustainability objectives while reinforcing democratic leadership principles of inclusion, 
collaboration, and shared responsibility. 

The literature further identifies environmental awareness as an important mediating 
mechanism linking democratic leadership to employees' pro-environmental behaviour. 
Democratic leaders encourage open dialogue, collaborative problem-solving, and employee 
involvement in environmental initiatives, enabling staff to develop stronger environmental 
knowledge, responsibility, and commitment. Rather than directing compliance through 
hierarchical authority, democratic leaders influence behavioural change by encouraging 
participation, shared learning, and collective ownership of sustainability goals (Ren et al., 2024). 
These findings demonstrate that democratic leadership promotes sustainable organisational 
behaviour by influencing employees' attitudes, values, and collaborative engagement. 

Importantly, recent research also suggests that employee well-being influences the 
effectiveness of democratic leadership. Employees experiencing high levels of emotional 
exhaustion may be less willing to participate actively in collaborative decision-making, reducing 
the positive effects of democratic leadership on innovation and organisational sustainability 
(Rahman et al., 2020). This finding highlights that democratic leadership depends not only on 
participative organisational structures but also on maintaining employees' psychological well-
being, trust, and engagement. Therefore, organisations seeking to promote sustainability and 
innovation through democratic leadership should invest simultaneously in supportive work 
environments, employee well-being, and inclusive leadership practices to maximise long-term 
organisational effectiveness. 

Recent scholarship has increasingly recognised democratic leadership as an important driver 
of strategic planning and organisational performance, particularly within higher education 
institutions operating in complex and resource-constrained environments. Unlike hierarchical 
leadership approaches, democratic leadership promotes employee participation, shared decision-
making, and collaborative governance, enabling organisations to translate strategic objectives into 
effective operational outcomes (Northouse, 2022). As universities face growing pressures arising 
from technological advancement, internationalisation, educational reforms, and financial 
constraints, democratic leadership provides a flexible leadership approach that strengthens 
institutional adaptability, innovation, and long-term sustainability (Bolden et al., 2023). 

Research indicates that strategic planning functions more effectively when integrated with 
democratic leadership practices. Rather than treating strategic planning as a management activity 
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undertaken exclusively by senior leaders, democratic leadership encourages academic and 
administrative staff to participate actively in developing, implementing, and evaluating 
institutional strategies (Bryson, 2018; Bolden et al., 2023). Employee involvement strengthens 
ownership of institutional goals, improves communication between management and staff, and 
facilitates the successful implementation of organisational strategies. Consequently, democratic 
leadership enhances organisational performance by ensuring that strategic priorities are supported 
by collaborative engagement and shared commitment throughout the institution (Northouse, 
2022). 

These findings extend democratic leadership theory by demonstrating that effective strategic 
leadership depends not only on organisational planning but also on participative governance, 
organisational learning, and employee engagement. Democratic leaders facilitate strategy 
implementation by encouraging consultation, empowering employees to contribute to decision-
making, and cultivating organisational cultures that support continuous improvement and 
innovation (Yukl & Gardner, 2020). Rather than relying solely on top-down decision-making, 
democratic leaders strengthen institutional resilience by building trust, promoting knowledge 
sharing, and encouraging collaborative problem-solving. Democratic leadership therefore 
represents a strategic organisational capability that enhances strategic execution, institutional 
resilience, and sustainable organisational performance within rapidly evolving higher education 
environments (Bolden et al., 2023). 

Furthermore, contemporary leadership research suggests that strategic planning alone is 
insufficient to achieve organisational success without the interpersonal and relational 
competencies associated with democratic leadership. While strategic plans establish organisational 
direction, democratic leaders transform these plans into operational practice by engaging 
employees in decision-making, encouraging open communication, and fostering commitment to 
institutional objectives (Northouse, 2022). Effective implementation therefore depends upon 
leadership behaviours that promote collaboration, trust, employee voice, and collective 
responsibility. Emotional intelligence, participative communication, and shared governance 
emerge as critical leadership competencies that enable organisations to bridge the gap between 
strategic planning and operational performance (Yukl & Gardner, 2020). 

Within higher education institutions, these leadership competencies are particularly 
significant because universities frequently operate within environments characterised by limited 
financial resources, increasing accountability requirements, bureaucratic governance structures, 
and rapidly changing stakeholder expectations (Bolden et al., 2023). Under such conditions, 
democratic leaders strengthen organisational effectiveness by aligning institutional missions with 
the expertise and aspirations of academic and professional staff while fostering a culture of shared 
responsibility and continuous organisational learning. Rather than responding reactively to 
institutional challenges, democratic leaders proactively cultivate collaborative organisational 
cultures capable of sustaining innovation, adaptability, and long-term institutional performance. 
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Democratic leadership has also been examined extensively within the hospitality industry, 
where organisational success depends heavily on employee engagement, service quality, 
creativity, and customer satisfaction. Research demonstrates that participative leadership 
significantly improves employee creativity, organisational commitment, service innovation, and 
job performance by encouraging employees to contribute ideas, participate in problem-solving, 
and take ownership of service delivery (Kim et al., 2023). Through inclusive decision-making and 
supportive interpersonal relationships, democratic leaders strengthen employees' psychological 
attachment to organisational values while simultaneously enhancing organisational performance. 

A particularly important contribution of recent hospitality research is the identification of 
organisational identification as a mediating mechanism between democratic leadership and 
employee performance. Employees who perceive themselves as valued participants in 
organisational decision-making develop stronger organisational commitment, demonstrate higher 
levels of discretionary effort, and exhibit greater creativity when delivering customer services 
(Kim et al., 2023). These findings support Social Identity Theory, which argues that employees 
who identify strongly with their organisation are more likely to contribute proactively towards 
organisational success because they perceive organisational achievements as personally 
meaningful (Haslam et al., 2020). 

The literature further demonstrates that democratic leadership encourages creativity by 
fostering psychological safety and collaborative learning. By inviting employees to question 
existing practices, propose innovative solutions, and participate in service improvement initiatives, 
democratic leaders create organisational cultures characterised by continuous learning and 
innovation (Northouse, 2022). Such collaborative leadership behaviours contribute directly to 
competitive advantage because employee-generated innovation improves customer satisfaction, 
organisational adaptability, and overall organisational performance. Rather than influencing 
employee behaviour through authority and control, democratic leadership operates primarily 
through employee engagement, organisational identification, and shared commitment, reinforcing 
its importance as a strategic organisational capability in customer-oriented industries. 

A significant contribution to democratic leadership research is the growing recognition that 
leadership effectiveness depends largely on employees' perceptions, satisfaction, and willingness 
to participate in organisational decision-making. Unlike autocratic leadership, democratic 
leadership promotes trust, transparency, collaboration, and shared responsibility, creating 
workplace environments where employees feel respected, valued, and psychologically safe 
(Northouse, 2022). Research indicates that employees who perceive their leaders as inclusive and 
supportive demonstrate higher levels of organisational commitment, job satisfaction, and 
engagement because they believe their opinions influence organisational decisions (Newman et 
al., 2023). These findings support participative leadership theory, which argues that leadership 
effectiveness depends not only on leaders' behaviours but also on employees' acceptance of shared 
leadership processes and collaborative governance (Yukl & Gardner, 2020). 
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Recent research further demonstrates that democratic leadership is fundamentally a reciprocal 
social process in which organisational outcomes are shaped through continuous interaction 
between leaders and employees. Rather than concentrating decision-making authority at senior 
management level, democratic leaders encourage consultation, dialogue, and collaborative 
problem-solving, allowing employees to become active contributors to organisational success (Eva 
et al., 2019). This participative approach strengthens organisational trust and reinforces employees' 
sense of belonging, thereby improving organisational identification and long-term commitment. 
Evidence from multinational organisations also suggests that democratic leadership principles are 
positively perceived across diverse organisational and cultural contexts because inclusion, 
fairness, and employee voice represent widely valued organisational practices, although the 
methods through which participation occurs may differ according to national culture (Northouse, 
2022). 

The importance of democratic leadership becomes particularly evident during periods of 
organisational crisis and uncertainty. Organisations operating in humanitarian, non-governmental, 
and public service environments frequently encounter political instability, financial constraints, 
and rapidly changing stakeholder expectations that require collaborative and adaptive leadership 
approaches (Newman et al., 2023). Under such circumstances, democratic leaders strengthen 
organisational resilience by involving employees in problem-solving, maintaining transparent 
communication, and encouraging collective ownership of organisational goals. By creating 
psychologically safe environments where employees can express concerns and contribute ideas 
openly, democratic leaders enable organisations to maintain employee commitment and 
operational effectiveness despite external challenges (Yukl & Gardner, 2020). 

Contemporary research also challenges the assumption that employee performance depends 
primarily on job satisfaction alone. Instead, democratic leadership appears to influence 
performance more directly through employee engagement, organisational commitment, and 
psychological empowerment (Lee et al., 2023). Employees who participate in organisational 
decisions develop stronger ownership of organisational objectives and greater confidence in their 
ability to influence organisational outcomes. Consequently, democratic leadership promotes 
resilience not simply by improving employee morale but by encouraging shared responsibility, 
collaborative learning, and adaptive decision-making during periods of instability. 

Within educational settings, democratic leadership has emerged as an important determinant 
of teachers' professional development and instructional effectiveness. Research indicates that 
school leaders who involve teachers in curriculum planning, policy development, and instructional 
decision-making strengthen teachers' professional confidence, collaboration, and commitment to 
continuous improvement (Hallinger & Kulophas, 2020). Rather than relying upon hierarchical 
supervision, democratic school leaders promote shared governance and distributed expertise, 
enabling teachers to contribute actively to school improvement initiatives. These participative 
practices create supportive learning environments in which teachers are encouraged to innovate, 
share knowledge, and develop professionally throughout their careers. 
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Teacher self-efficacy represents an important psychological mechanism through which 
democratic leadership influences educational outcomes. When teachers are trusted to contribute to 
school decisions and exercise professional judgement, they develop greater confidence in their 
instructional capabilities and become more willing to adopt innovative teaching strategies and 
participate in collaborative professional learning (Hallinger & Kulophas, 2020). These findings 
are consistent with Social Cognitive Theory, which proposes that self-efficacy strengthens 
motivation, persistence, and professional performance by increasing individuals' confidence in 
their own abilities (Bandura, 1997). Democratic leadership therefore supports sustainable 
professional development by creating organisational conditions that foster autonomy, 
collaboration, and continuous learning. 

Recent evidence also demonstrates that democratic leadership positively influences employee 
performance by strengthening intrinsic motivation rather than relying exclusively on formal 
authority or external rewards (Lee et al., 2023). Democratic leaders encourage employees to 
participate in setting organisational objectives, solving workplace problems, and evaluating 
organisational performance. Such participation increases employees' perception that their work is 
meaningful, strengthening intrinsic motivation, organisational commitment, and discretionary 
effort (Northouse, 2022). Employees who feel trusted and respected are more likely to demonstrate 
creativity, initiative, and organisational citizenship behaviours that contribute to long-term 
organisational success. 

However, democratic leadership alone cannot eliminate negative workplace outcomes such as 
burnout, stress, or disengagement. Although participative leadership strengthens employee 
motivation and psychological empowerment, organisational factors including excessive workload, 
inadequate staffing, poor work-life balance, and limited organisational support continue to 
influence employee well-being (Rahman et al., 2020). Consequently, democratic leadership should 
be integrated with broader organisational well-being strategies that address employees' 
psychological health, workload management, and supportive workplace practices. Such an 
integrated approach enables organisations to maximise the positive effects of democratic 
leadership while reducing factors that undermine employee performance and engagement. 

Overall, recent democratic leadership research demonstrates that leadership effectiveness 
depends not only upon improving organisational performance but also upon strengthening 
employees' psychological resources, collaborative relationships, and organisational commitment. 
By promoting employee voice, shared decision-making, trust, and psychological empowerment, 
democratic leadership creates organisational environments characterised by resilience, innovation, 
and sustainable performance. These findings reinforce the view that democratic leadership 
represents both a relational and strategic leadership approach capable of supporting employee 
well-being while enhancing long-term organisational effectiveness in increasingly complex 
organisational environments. 

Recent studies highlight the contextual sensitivity of democratic leadership by demonstrating 
that its effectiveness depends on leaders' ability to adapt participative practices to organisational 
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structures, institutional realities, and socio-political environments. Rather than relying on authority 
or hierarchical control, democratic leaders encourage employee participation, collaborative 
decision-making, and shared accountability, enabling organisations to respond effectively to 
complex organisational challenges (Northouse, 2022). This leadership approach is particularly 
valuable within public-sector organisations, where bureaucratic procedures, limited resources, and 
increasing public accountability often require collaborative governance to improve organisational 
effectiveness (Yukl & Gardner, 2020). Consequently, democratic leadership has increasingly been 
recognised as an effective governance strategy for strengthening organisational performance 
within developing countries facing institutional and developmental challenges (Newman et al., 
2023). 

Research examining public-sector organisations demonstrates that democratic leadership 
promotes organisational citizenship behaviour (OCB), employee motivation, and improved 
organisational performance by fostering employee engagement and encouraging staff to 
participate actively in organisational decision-making (Awaale, 2024). Through transparent 
communication, consultation, and shared responsibility, democratic leaders create workplace 
environments in which employees feel valued and empowered to contribute beyond their formal 
job responsibilities. These participative leadership practices are particularly important within 
service-oriented government organisations, where employee commitment, teamwork, and 
collaborative behaviour directly influence service quality, organisational effectiveness, and 
stakeholder satisfaction (Northouse, 2022). 

An important contribution of recent public-sector leadership research is its recognition that 
democratic leadership is particularly effective within fragile institutional contexts characterised by 
governance challenges, financial constraints, and organisational instability (Awaale, 2024). Rather 
than depending solely on bureaucratic authority, democratic leaders strengthen organisational 
capacity by cultivating trust, promoting employee participation, and encouraging collaborative 
problem-solving. Such leadership practices improve organisational resilience by enabling 
employees to contribute ideas, adapt to changing circumstances, and participate in organisational 
improvement initiatives. These findings reinforce contemporary leadership scholarship, which 
argues that democratic leadership strengthens institutional effectiveness by combining inclusive 
governance with employee empowerment and organisational learning (Yukl & Gardner, 2020; 
Newman et al., 2023). 

Similarly, research conducted within Ghanaian public-sector organisations demonstrates that 
democratic leadership positively influences employee motivation and organisational performance 
through participative decision-making and collaborative management practices (Ahwireng 
Koomson et al., 2022). Rather than viewing leadership as a single behavioural construct, recent 
evidence suggests that different participative leadership behaviours—including employee 
consultation, shared decision-making, supportive supervision, and collaborative communication—
contribute differently to employee attitudes and organisational outcomes. Leaders who actively 
encourage employee involvement in organisational decisions create stronger organisational 
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commitment and increase employees' intrinsic motivation to contribute towards organisational 
objectives. 

The literature identifies participative communication and collaborative problem-solving as 
particularly influential predictors of employee motivation. Democratic leaders who communicate 
organisational goals openly, encourage constructive dialogue, and involve employees in strategic 
decisions create meaningful work experiences that strengthen intrinsic motivation and 
organisational commitment (Northouse, 2022). These findings are consistent with Self-
Determination Theory, which suggests that employees become more motivated when their needs 
for autonomy, competence, and relatedness are supported through participative organisational 
practices (Deci et al., 2017). Consequently, democratic leadership enhances employee 
performance by creating organisational environments characterised by trust, autonomy, and shared 
responsibility rather than managerial control. 

Importantly, the Ghanaian evidence suggests that leadership effectiveness is contingent upon 
organisational context and employee expectations. While participative decision-making 
consistently strengthens employee engagement and motivation, its effectiveness depends upon 
leaders' ability to adapt democratic leadership practices to existing organisational cultures and 
institutional structures (Ahwireng Koomson et al., 2022). Public-sector organisations often operate 
within formal bureaucratic systems that may limit employee autonomy; nevertheless, democratic 
leaders can improve organisational performance by introducing consultation mechanisms, 
encouraging employee voice, and strengthening collaborative governance. These findings 
highlight that democratic leadership should not be implemented as a universal model but rather 
adapted to organisational realities while maintaining its core principles of inclusion, transparency, 
and participation. 

Overall, recent research demonstrates that democratic leadership functions as a strategic 
organisational capability that strengthens employee motivation, organisational citizenship 
behaviour, collaboration, and organisational performance across public-sector institutions. By 
promoting employee participation, trust, and shared responsibility, democratic leadership 
enhances organisational resilience while supporting effective public service delivery in 
increasingly complex and resource-constrained environments. 

2.4 Conclusion 

Democratic leadership, characterised by employee participation, shared decision-making, 
open communication, collaboration, and mutual accountability, has consistently demonstrated its 
capacity to improve employee performance, organisational innovation, adaptability, resilience, 
and employee well-being across diverse organisational settings. The literature reviewed indicates 
that democratic leadership extends beyond a participative leadership style to function as a strategic 
organisational capability that enables organisations to respond effectively to environmental 
uncertainty, promote continuous organisational learning, and achieve sustainable organisational 
performance. 
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A consistent finding throughout the literature is the positive relationship between democratic 
leadership and employee performance, engagement, and motivation. Democratic leaders involve 
employees in organisational decision-making, encourage consultation, and create opportunities for 
individuals to contribute to organisational objectives. These participative practices foster trust, 
psychological empowerment, organisational commitment, and intrinsic motivation, encouraging 
employees to take ownership of organisational goals and contribute beyond their formal job 
responsibilities. Rather than relying on hierarchical authority or external rewards, democratic 
leadership promotes meaningful employee involvement, resulting in sustained improvements in 
productivity, service quality, and organisational effectiveness across sectors including healthcare, 
education, hospitality, higher education, and public administration. 

The review also demonstrates that democratic leadership plays a significant role in 
organisational adaptability and change management. In increasingly volatile and uncertain 
organisational environments, democratic leaders strengthen employee trust, psychological safety, 
and collective responsibility by involving employees in organisational problem-solving and 
strategic decision-making. Employee participation reduces resistance to organisational change 
because individuals who contribute to decision-making are more likely to support organisational 
initiatives and remain committed to implementation. Furthermore, research within educational 
settings indicates that democratic leadership enhances teachers' professional confidence, 
collaborative learning, and continuous professional development by fostering shared governance 
and participative leadership practices. These findings demonstrate that democratic leadership 
contributes to long-term organisational learning and capability development through inclusive 
leadership practices. 

Innovation and creativity emerged as another dominant theme throughout the reviewed 
literature.  

Democratic leadership encourages innovation by creating organisational environments in 
which employees are encouraged to question existing practices, exchange knowledge, propose 
creative solutions, and participate actively in organisational improvement initiatives. Open 
communication, collaborative learning, and shared decision-making create psychologically safe 
workplaces where employees feel confident expressing new ideas without fear of criticism. 
Consequently, innovation becomes embedded within organisational culture through collective 
learning rather than depending solely on individual initiative. These findings reinforce 
contemporary leadership theory, which identifies employee participation and collaborative 
problem-solving as essential drivers of organisational innovation and sustainable competitive 
advantage. 

The literature further demonstrates that democratic leadership contributes significantly to 
employee psychological well-being and organisational resilience. Leaders who encourage 
employee voice, recognise individual contributions, and create inclusive workplace cultures foster 
higher levels of job satisfaction, organisational commitment, and psychological safety. However, 
the evidence also suggests that these positive outcomes depend upon broader organisational 
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conditions, including supportive organisational culture, effective communication systems, 
employee well-being initiatives, and organisational trust. Democratic leadership therefore appears 
most effective when implemented alongside organisational practices that strengthen collaboration, 
social support, and employee engagement. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the applicability of democratic leadership across diverse organisational and cultural contexts. 
Research conducted within Europe, Asia, Africa, and the Middle East demonstrates that 
participative leadership practices are consistently associated with positive employee attitudes, 
organisational commitment, innovation, and organisational performance despite differences in 
national culture and institutional environments. Although participative decision-making may 
require adaptation to local organisational cultures, the underlying principles of fairness, 
transparency, inclusion, and employee voice appear to satisfy universal organisational needs for 
trust, belonging, and meaningful participation. Consequently, democratic leadership represents an 
effective leadership approach for organisations operating within increasingly global and culturally 
diverse environments. 

The review also highlights the strategic importance of democratic leadership within public-
sector organisations and developing economies. Evidence from public institutions demonstrates 
that democratic leadership improves organisational citizenship behaviour, employee motivation, 
organisational commitment, service quality, and stakeholder satisfaction by strengthening 
collaborative governance and employee participation. These findings suggest that democratic 
leadership is particularly valuable within resource-constrained environments where organisational 
effectiveness depends upon employee engagement, trust, and shared responsibility rather than 
financial resources alone. Democratic leadership therefore provides an effective governance 
strategy for organisations operating within complex institutional environments characterised by 
bureaucratic structures, governance challenges, and increasing public accountability. 

Furthermore, the literature indicates that democratic leadership contributes directly to 
organisational sustainability by encouraging employees to participate actively in organisational 
decision-making, innovation, and environmental responsibility. Through collaborative governance 
and shared ownership of organisational objectives, democratic leaders integrate economic, social, 
and environmental priorities into organisational practices while strengthening long-term 
organisational resilience. Similarly, democratic leadership enhances institutional sustainability by 
promoting strategic planning, organisational learning, collaborative innovation, and continuous 
improvement within higher education institutions and other knowledge-intensive organisations. 
These findings position democratic leadership as an important mechanism for achieving 
sustainable organisational development while supporting broader sustainability objectives, 
including the United Nations Sustainable Development Goals. 

Overall, the evidence reviewed confirms that democratic leadership remains one of the most 
effective leadership approaches for enhancing organisational performance, innovation, resilience, 
employee well-being, and sustainable organisational development. Although leadership 
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effectiveness is influenced by contextual factors including organisational culture, employee trust, 
psychological safety, institutional structures, and organisational support, the literature consistently 
demonstrates that democratic leadership strengthens organisational effectiveness by promoting 
participation, collaboration, and shared responsibility. Rather than functioning solely as a 
leadership style, democratic leadership should therefore be viewed as a strategic organisational 
capability that supports long-term organisational success across diverse sectors and organisational 
contexts. 

Consequently, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that strengthen democratic leadership competencies, 
including participative decision-making, collaborative communication, conflict resolution, ethical 
leadership, employee empowerment, and inclusive governance. As organisations continue to 
experience technological disruption, global competition, environmental uncertainty, and 
increasing stakeholder expectations, democratic leadership will remain a critical capability for 
promoting organisational resilience, continuous learning, innovation, and sustainable 
organisational success. 
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Chapter 3: 

AUTOCRATIC LEADERSHIP 

Mehrshad Dashbalaghi 

3.1 Introduction 

Leadership is a fundamental component of organisational success and operates across all 
levels of organisational structures, from frontline supervisors and operational managers to senior 
executives such as Chief Executive Officers (CEOs) and Chief Financial Officers (CFOs). 
Effective leadership influences strategic direction, employee behaviour, organisational culture, 
decision-making processes and overall performance (Northouse, 2022; Schein & Schein, 2021). 
The importance of leadership in achieving organisational objectives has contributed to the 
development of various leadership styles, each representing different approaches to authority, 
communication, employee involvement and decision-making. One such approach is autocratic 
leadership, a traditional leadership style characterised by centralised authority, limited employee 
participation and decision-making power concentrated in the leader (Hoch et al., 2018; Northouse, 
2022). 

Although the exact origin of autocratic leadership cannot be identified, forms of authoritarian 
leadership have existed throughout history within political, military and organisational systems. 
Within modern leadership research, autocratic leadership became particularly recognised through 
early behavioural leadership studies that examined the relationship between leadership behaviour 
and group outcomes (Lewin et al., 1939). Contemporary research continues to identify autocratic 
leadership as a leadership approach based on control, authority and leader-directed decision-
making (Einarsen et al., 2020). The characteristics of autocratic leadership influence its 
effectiveness and determine whether it produces positive or negative organisational outcomes. 
These outcomes depend on various contextual factors, including organisational environment, 
complexity of tasks, employee expectations and the level of uncertainty faced by the organisation 
(Yukl, 2020; Antonakis & Day, 2021). 

Autocratic leadership has demonstrated both advantages and disadvantages throughout 
organisational history. In situations requiring immediate action, strong coordination and rapid 
responses, such as crisis management, military operations or highly regulated industries, autocratic 
leadership can provide clear direction and improve decision-making efficiency (Hassan et al., 
2021). However, modern organisations increasingly emphasise employee empowerment, 
creativity, psychological safety and collaborative decision-making. Therefore, excessive reliance 
on autocratic leadership practices may negatively influence employee motivation, innovation, 
engagement and organisational commitment (Khan et al., 2020; Newman et al., 2020). 
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Consequently, the effectiveness of autocratic leadership depends not only on its characteristics but 
also on whether those characteristics align with organisational requirements and workplace 
conditions. 

This chapter aims to critically evaluate the characteristics of autocratic leadership and analyse 
their influence on organisational effectiveness. Specifically, the chapter examines the benefits and 
limitations associated with each characteristic, including centralised decision-making, strict 
control, limited employee involvement, task orientation and leader dependency. Furthermore, the 
chapter evaluates the practical application of autocratic leadership through real-world 
organisational examples to determine how this leadership style operates within contemporary 
workplaces. 

The methodology adopted in this chapter follows a deductive research approach, as it seeks 
to examine existing leadership theories and evaluate their application within workplace 
environments. A deductive approach enables theoretical concepts to be tested against empirical 
evidence and organisational practices (Saunders et al., 2023). Data were collected from academic 
articles that employed primary research methods, including surveys and interviews. Twenty 
articles were selected from approximately 66,600 Google Scholar results based on specific 
inclusion criteria, including academic credibility, use of primary data, relevance to autocratic 
leadership and examination of its impact on workplace outcomes. Ethical considerations were also 
addressed by ensuring that confidentiality, anonymity and responsible use of research findings 
were maintained throughout the reviewed studies (Bell et al., 2022). 

Understanding autocratic leadership is essential for organisations attempting to achieve an 
appropriate balance between decision-making authority, employee participation and leadership 
control. This study contributes to leadership research by examining the factors that influence the 
effectiveness and limitations of autocratic leadership in contemporary organisations. The findings 
may provide valuable insights for entrepreneurs, business leaders, managers and policymakers by 
helping them determine when centralised authority is appropriate while considering employee 
well-being and organisational sustainability. Furthermore, this research may support experienced 
leaders in refining their leadership approaches by balancing task achievement with employee needs 
and improving their ability to adapt leadership behaviours according to different organisational 
situations. 

3.2 Characteristics of Autocratic Leadership 

The characteristics of a leadership style play a crucial role in shaping how leaders influence 
employees and organisational outcomes. These characteristics define the behaviours, values and 
decision-making approaches associated with a particular leadership style and ultimately determine 
its strengths and limitations (Northouse, 2022). Every leadership style possesses unique 
characteristics that distinguish it from others and influence its effectiveness in different 
organisational contexts. Similarly, autocratic leadership has a distinct set of characteristics that 
define its identity. Therefore, understanding the effectiveness of autocratic leadership requires a 
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critical evaluation of its core characteristics, together with their advantages and disadvantages. 
One of the defining characteristics of autocratic leadership is centralised decision-making, 
whereby the leader retains full authority over organisational decisions without seeking input from 
employees (Lewin, Lippitt, & White, 1939; Northouse, 2022). This characteristic enables 
organisations to implement decisions quickly because there is little or no consultation, discussion 
or negotiation before action is taken (Yukl, 2020). As a result, centralised decision-making is 
particularly beneficial in environments where rapid responses are essential, such as military 
operations, emergency services or crisis management. 

Another advantage is the establishment of a clear organisational structure. Since decisions 
originate from a single authority, employees understand their responsibilities and are expected to 
perform assigned tasks consistently and efficiently. This reduces ambiguity and improves 
coordination across the organisation (Bass & Bass, 2008). However, centralised decision-making 
also has significant limitations. Because employees have little opportunity to contribute ideas or 
participate in decision-making, creativity and innovation are often restricted. Employees become 
focused on following instructions rather than identifying new solutions or improving existing 
processes, which may reduce organisational adaptability and competitiveness in dynamic business 
environments (Yukl, 2020). Strict control and a rigid hierarchical structure are fundamental 
characteristics of autocratic leadership. Authority flows from senior leaders to lower organisational 
levels through a clearly defined chain of command, ensuring that employees understand who they 
report to and where decision-making authority lies (Northouse, 2022). 

One of the primary advantages of this characteristic is the establishment of organisational 
order and discipline. Clearly defined reporting relationships improve coordination, reduce role 
ambiguity and enhance operational efficiency because employees understand their responsibilities 
and expected standards of performance (Bass & Bass, 2008). Despite these advantages, excessive 
control can negatively affect employee morale. Continuous supervision and limited autonomy 
often reduce employees' sense of trust and ownership over their work. Furthermore, the 
combination of close monitoring and a rigid hierarchy may create a highly controlled working 
environment where managers supervise even minor aspects of employees' work. Such conditions 
can reduce job satisfaction, increase stress and weaken organisational commitment (Deci & Ryan, 
2000). Another characteristic of autocratic leadership is minimal employee involvement in 
organisational decision-making. Strategic planning, problem-solving and policy development 
remain the responsibility of leaders, while employees are primarily expected to implement 
instructions without contributing their opinions or suggestions (Yukl, 2020). 

This characteristic provides an advantage by accelerating the decision-making process. Since 
leaders do not need to consult employees before making decisions, organisations can respond 
rapidly to changing situations. This approach is particularly effective in high-risk environments, 
such as military organisations, where quick and coordinated responses are essential (Northouse, 
2022). However, excluding employees from decision-making may cause them to feel undervalued 
and disengaged. Reduced participation often lowers organisational commitment and increases 
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employee turnover. High turnover can be costly because organisations must invest additional time 
and resources in recruiting, training and integrating new employees, potentially offsetting the 
efficiency gained through rapid decision-making (Goleman, 2000). 

Autocratic leadership is characterised by strict organisational rules and policies that 
employees are expected to follow without exception. Compliance is closely monitored, and failure 
to follow established procedures often results in disciplinary action (Bass & Bass, 2008). One 
significant advantage of this characteristic is operational consistency. Clearly defined procedures 
standardise how tasks should be completed, reducing uncertainty and improving efficiency 
because employees spend less time determining how to perform their work (Northouse, 2022). 
Nevertheless, excessive reliance on strict rules may reduce organisational flexibility. In 
workplaces that value autonomy and innovation, rigid policies can generate dissatisfaction and 
resistance among employees. Furthermore, organisations may struggle to adapt to new 
technologies, market changes or improved working methods because established procedures 
discourage experimentation and continuous improvement (Yukl, 2020). Autocratic leadership 
follows a task-oriented approach in which leaders prioritise achieving organisational objectives 
over addressing employees' personal needs (Northouse, 2022). Employees are expected to meet 
clearly defined performance standards and complete tasks according to established procedures. 

This emphasis on task completion can improve productivity and operational efficiency by 
maintaining high performance expectations. However, excessive focus on organisational goals 
may overlook employee well-being. Employees may experience increased workload, stress and 
pressure to maintain high standards, reducing motivation and increasing staff turnover over time 
(Herzberg, 1968). Fast decision-making is a natural consequence of the centralised structure of 
autocratic leadership. Since decisions are made solely by the leader, organisations avoid delays 
associated with consultation, discussion or consensus-building (Yukl, 2020). The principal 
advantage is the elimination of bureaucratic delays, allowing organisations to respond rapidly 
during emergencies or periods of uncertainty. This capability is particularly valuable in high-
pressure environments where delayed decisions may have significant consequences (Northouse, 
2022). However, rapid decision-making also presents considerable risks. Because leaders make 
decisions independently, alternative viewpoints and expert opinions may not be considered.  

Consequently, poor decisions can occur, particularly when dealing with complex strategic 
issues, potentially threatening organisational performance and long-term sustainability (Bass & 
Bass, 2008). Autocratic leadership often relies on fear-based or punitive motivation to ensure 
employee compliance. Employees may obey organisational rules primarily because they fear 
disciplinary action rather than because they are intrinsically motivated (Lewin et al., 1939). One 
advantage of this approach is the promotion of discipline and adherence to organisational 
standards. Fear of punishment can reduce rule violations and encourage employees to comply with 
organisational expectations, particularly in environments where discipline is essential. However, 
fear-based leadership frequently creates a toxic organisational culture characterised by anxiety, 
stress and emotional exhaustion. Such environments reduce psychological safety, damage trust 
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between leaders and employees, and contribute to burnout and higher employee turnover 
(Goleman, 2000). 

Limited creativity and innovation are natural outcomes of several characteristics associated 
with autocratic leadership, including strict rules, centralised decision-making and one-way 
communication. Employees are expected to follow instructions rather than challenge existing 
practices or propose alternative solutions (Bass & Bass, 2008). Although this approach promotes 
consistency and standardisation in task performance, it significantly restricts organisational 
innovation. Organisations operating in competitive and rapidly changing industries may struggle 
to adapt because employees are discouraged from experimenting with new ideas or improving 
existing processes (Yukl, 2020). Furthermore, employees receive limited opportunities for 
professional development and independent thinking. As a result, both employee morale and 
organisational learning may decline, reducing long-term competitiveness and organisational 
performance. A final characteristic of autocratic leadership is the organisation's high dependence 
on its leader. Since leaders retain decision-making authority, organisational performance often 
depends heavily on their competence, availability and judgement (Northouse, 2022). During 
periods of crisis, this dependence can be advantageous because employees receive clear direction 
and coordinated leadership, reducing confusion and enabling rapid responses. However, excessive 
dependence creates significant long-term risks. Organisations may struggle if the leader becomes 
unavailable, while employees have limited opportunities to develop independent decision-making 
skills and leadership capabilities. Consequently, succession planning becomes more difficult, and 
organisational resilience may decline (Bass & Bass, 2008). 

3.3 Autocratic Leadership 

Effect of Autocratic Leadership on Tourism: The tourism industry requires effective 
leadership because employee performance directly influences service quality, customer 
satisfaction and organisational outcomes. Within tourism organisations, particularly government-
operated tourism and cultural offices, leadership approaches that provide clear direction, 
coordination and policy compliance can significantly influence employee behaviour and 
performance. Autocratic leadership may therefore play an important role in tourism environments 
where structured procedures, regulatory requirements and consistent service delivery are essential 
(Northouse, 2022; Yukl, 2020). 

Solihah et al. (2021) examined the influence of autocratic leadership and work discipline on 
employee performance within the “ABC” City Culture and Tourism Office. The study investigated 
whether autocratic leadership and work discipline individually and collectively influence 
employee performance. Using data collected from 76 respondents, the researchers found that both 
autocratic leadership and work discipline had significant effects on employee performance, 
demonstrating that leadership style can influence employee outcomes within tourism-related 
public organisations (Solihah et al., 2021). 
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According to Solihah et al. (2021), autocratic leadership demonstrated a statistically 
significant partial effect on employee performance, with a calculated value of 2.149 exceeding the 
critical value of 1.993. This finding indicates that autocratic leadership has a direct relationship 
with employee performance. However, the study also found that work discipline produced a 
stronger individual effect, with a calculated value of 10.049 exceeding the critical value of 1.993. 
This suggests that while autocratic leadership contributes to improved performance, structured 
rules, procedures and employee discipline may have a greater influence on achieving 
organisational objectives (Solihah et al., 2021). 

Furthermore, the combined influence of autocratic leadership and work discipline produced a 
significantly stronger effect, with a calculated value of 51.794 exceeding the critical value of 3.12 
(Solihah et al., 2021). This indicates that autocratic leadership may become more effective when 
combined with clear organisational standards and disciplined workplace practices. Within tourism 
organisations, where employees are often required to follow specific regulations, operational 
procedures and service standards, the combination of authoritative leadership and strong discipline 
can improve consistency and efficiency. 

These findings suggest that autocratic leadership can be particularly effective in highly 
regulated tourism environments, such as government tourism departments and cultural institutions, 
where compliance, coordination and standardised service delivery are important. However, 
although centralised leadership can improve efficiency, excessive reliance on autocratic practices 
may negatively affect employee autonomy, creativity and job satisfaction (Hassan et al., 2021; 
Newman et al., 2020). Tourism is an industry that depends heavily on employee interaction, 
problem-solving and adaptability; therefore, limiting employee participation may reduce the 
organisation’s ability to respond effectively to changing customer expectations. 

Consequently, tourism organisations may benefit from adopting a balanced leadership 
approach that combines the strengths of autocratic leadership, such as clear direction and rapid 
decision-making, with participative practices that encourage employee involvement and 
innovation. Such an approach allows organisations to maintain operational control while also 
improving employee motivation, creativity and long-term organisational sustainability 
(Northouse, 2022; Yukl, 2020). 

Effect of Autocratic Leadership on Organisational Trust in Sport Organisations: Leadership 
plays a significant role in shaping organisational trust within sport organisations, where teamwork, 
discipline and effective communication are essential for achieving organisational objectives. 
Organisational trust is recognised as a key determinant of employee commitment, job satisfaction 
and performance because it influences employees' confidence in their leaders and the organisation 
as a whole (Northouse, 2022; Dirks & de Jong, 2022). Consequently, leadership style has a direct 
influence on the development or deterioration of trust within sport organisations. 

Oh et al. (2023) investigated the influence of inclusive leadership and autocratic leadership 
on employees' job satisfaction and organisational commitment in sport organisations, while 
examining organisational trust as a mediating variable and sport involvement as a moderating 
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variable. The study surveyed 250 employees working in sport organisations and analysed the data 
using latent moderated structural equation modelling (LMS). The findings demonstrated that 
leadership style significantly influences organisational trust, which subsequently affects employee 
attitudes and organisational outcomes (Oh et al., 2023). 

According to Oh et al. (2023), employees working under autocratic leaders were significantly 
less likely to develop trust in their leaders than employees working under inclusive leaders. The 
findings indicate that the centralised authority, rigid hierarchy and limited employee participation 
associated with autocratic leadership reduce employees' confidence in management and weaken 
organisational trust. As organisational trust declined, employees also reported lower job 
satisfaction and reduced organisational commitment, suggesting that autocratic leadership may 
negatively affect employee performance through its indirect influence on trust (Oh et al., 2023). 

The study further reported that inclusive leadership promoted a stronger sense of belonging, 
higher employee engagement and greater organisational trust than autocratic leadership (Oh et al., 
2023). This comparison suggests that leadership styles encouraging employee participation and 
open communication are more effective in maintaining positive workplace relationships within 
sport organisations. Since sport organisations rely heavily on teamwork, collaboration and 
interpersonal relationships, low organisational trust may reduce team cohesion, employee 
motivation and overall organisational performance (Northouse, 2022; Yukl, 2020). 

Overall, these findings suggest that autocratic leadership may present significant challenges 
in organisational environments where trust, collaboration and employee engagement are essential. 
While autocratic leadership may improve discipline and operational control, excessive reliance on 
authority and one-way communication may weaken employee trust and reduce long-term 
organisational effectiveness. Therefore, sport organisations may benefit from adopting a balanced 
leadership approach that combines clear leadership direction with participative management 
practices to maintain both organisational discipline and employee trust (Antonakis & Day, 2021). 

Effect of Autocratic Leadership on Trust in Emergency Response Teams: Effective leadership 
is particularly important within emergency response organisations because decisions must often 
be made rapidly under conditions of uncertainty and high risk. Firefighters, military personnel and 
disaster response teams operate in environments where delayed or ineffective decisions may have 
life-threatening consequences. Consequently, leadership approaches that provide clear direction 
and rapid decision-making are often essential for operational success (Northouse, 2022). 

Rosing et al. (2022) examined the relationship between autocratic leadership, democratic 
leadership and follower trust during different operational phases of emergency response teams. 
The study combined a scenario-based experiment with a field survey involving firefighters to 
investigate how leadership style influences trust during emergency operations (Rosing et al., 
2022). 

The authors identified two distinct operational phases: the action phase and the transition 
phase. During the action phase, teams are actively responding to emergencies where rapid 
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decision-making, discipline and immediate execution of commands are required. In this context, 
autocratic leadership increased followers' trust in their leader because decisive leadership 
enhanced perceptions of leader competence and ability to manage critical situations effectively 
(Rosing et al., 2022). These findings suggest that autocratic leadership is particularly effective 
when organisations operate under time pressure and uncertainty, where consultation and lengthy 
discussions may delay critical decisions. 

However, the study found contrasting results during the transition phase, which involves 
planning, reflection and preparation for future operations. During this stage, democratic leadership 
was more effective in developing trust because leaders encouraged employee participation, 
demonstrated concern for team members and incorporated diverse perspectives into decision-
making (Rosing et al., 2022). Employees perceived democratic leaders as more supportive and 
benevolent, strengthening long-term trust and team cohesion. 

These findings demonstrate that the effectiveness of autocratic leadership depends heavily on 
organisational context. In high-risk environments such as firefighting, military operations and 
disaster management, autocratic leadership can improve operational effectiveness by facilitating 
rapid decision-making, maintaining discipline and increasing confidence in leadership during 
emergencies. However, when immediate danger has passed, continued reliance on autocratic 
leadership may reduce trust, employee engagement and organisational learning. Consequently, 
leaders within emergency response organisations should adopt a situational leadership approach 
by applying autocratic leadership during crisis situations while encouraging participative 
leadership during planning, evaluation and learning phases (Northouse, 2022; Yukl, 2020). Such 
flexibility enables organisations to maintain operational effectiveness without compromising long-
term trust, employee development and organisational resilience. 

Effect of Autocratic Leadership on Organisational Resilience in Agro Firms: Organisational 
resilience refers to an organisation's capacity to anticipate, prepare for, respond to, and recover 
from disruptions while sustaining acceptable levels of operational performance and adapting to 
future challenges (Duchek, 2020). In the agricultural sector, resilience is particularly important 
because firms operate within highly volatile environments characterised by climate change, supply 
chain disruptions, technological advancements, market uncertainty, and evolving government 
regulations (FAO, 2023). Consequently, leadership style plays a critical role in determining how 
effectively organisations mobilise resources, encourage innovation, and respond to environmental 
uncertainties (Lengnick-Hall et al., 2021; Duchek, 2020). 

Opara et al. (2023) investigated the relationship between autocratic leadership and 
organisational resilience among agro firms in Rivers State, Nigeria. Using a correlational research 
design, the researchers surveyed 80 employees and analysed the data using the Statistical Package 
for the Social Sciences (SPSS). The study sought to examine how leadership styles influence 
organisational resilience, particularly organisational adaptability and innovation. The findings 
revealed that democratic and laissez-faire leadership styles were positively associated with 
organisational resilience because they promoted employee participation, knowledge sharing, 
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innovation, and adaptive decision-making (Opara et al., 2023). These characteristics enhanced 
organisational capacity to respond effectively to environmental changes and emerging business 
challenges. 

Conversely, autocratic leadership exhibited a significant negative relationship with 
organisational resilience. According to Opara et al. (2023), highly centralised decision-making 
restricted employee involvement, reduced organisational learning, and limited innovation, thereby 
weakening the organisation's ability to adapt to changing market conditions. These findings 
support resilience theory, which argues that resilient organisations depend on distributed 
knowledge, collaborative learning, and adaptive capabilities rather than rigid hierarchical control 
(Duchek, 2020). 

However, the relationship between autocratic leadership and organisational resilience appears 
to be context-dependent. Although excessive centralisation may hinder long-term organisational 
adaptability, autocratic leadership may improve organisational responsiveness during emergencies 
where rapid decision-making is required (Antonakis & Day, 2021). Therefore, while autocratic 
leadership may enhance operational efficiency through clear authority and quick decision-making, 
excessive reliance on authoritarian control may reduce innovation and organisational learning over 
time. For agro firms operating in increasingly dynamic environments, balancing managerial 
authority with employee participation is likely to strengthen long-term resilience and sustainable 
competitiveness (Lengnick-Hall et al., 2021; FAO, 2023). 

Effect of Autocratic Leadership on Employee Motivation in Bureaucratic Organisations: 
Leadership style significantly influences employee motivation, particularly in bureaucratic 
organisations where formal procedures, hierarchical authority, and administrative regulations 
shape organisational behaviour (Northouse, 2022). Employee motivation is widely recognised as 
a major determinant of organisational commitment, productivity, service quality, and employee 
well-being (Robbins & Judge, 2023). 

Fiaz et al. (2017) examined the relationship between leadership styles and employee 
motivation within the Water and Power Development Authority (WAPDA), a large public-sector 
organisation in Pakistan. Using data collected from 110 senior and middle-level managers, the 
researchers employed multiple regression and analysis of variance (ANOVA) to examine the 
effects of leadership style on employee motivation. The findings demonstrated that autocratic 
leadership negatively affected employee morale, job satisfaction, and intrinsic motivation. 
Employees supervised by highly controlling leaders reported lower levels of engagement because 
limited autonomy reduced opportunities for self-expression and participation in organisational 
decision-making (Fiaz et al., 2017). 

Interestingly, although democratic leadership showed a positive relationship with employee 
motivation, the relationship was statistically insignificant. The authors attributed this outcome to 
the highly bureaucratic organisational structure, which limited employees' opportunities to 
participate in decision-making despite managers' democratic intentions. This finding suggests that 
organisational structure can moderate the effectiveness of leadership styles. 
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Recent leadership research similarly argues that employee motivation depends not only on 
leadership behaviour but also on the organisational context within which leadership is exercised 
(Antonakis & Day, 2021; Northouse, 2022). Self-Determination Theory further explains that 
employees are more motivated when their needs for autonomy, competence, and relatedness are 
supported; autocratic leadership may undermine these psychological needs by restricting employee 
discretion and participation (Ryan & Deci, 2020). Consequently, although autocratic leadership 
may improve procedural compliance and administrative control within bureaucratic institutions, 
excessive dependence on authoritarian management may weaken organisational commitment and 
long-term employee motivation (Yukl, 2020; Robbins & Judge, 2023). Public-sector organisations 
may therefore benefit from introducing participative management practices while preserving the 
procedural discipline required within bureaucratic systems. 

Effect of Autocratic Leadership on Employee Performance During Organisational 
Transformation: The COVID-19 pandemic created unprecedented organisational challenges that 
required businesses to respond rapidly to changing operational environments. During periods of 
organisational transformation and crisis, leadership becomes particularly important because 
managers must make timely strategic decisions, coordinate organisational resources, and reduce 
uncertainty among employees (Kniffin et al., 2021). 

Asno and Sary (2023) investigated the influence of autocratic leadership and organisational 
change on employee performance during the COVID-19 pandemic within PT ABC, an Indonesian 
company. Using a quantitative research design, the researchers surveyed 100 employees through 
non-probability sampling and analysed the relationship between leadership style and employee 
performance during organisational transformation. Their findings demonstrated that autocratic 
leadership significantly improved employee performance during the pandemic (Asno & Sary, 
2023). 

The positive relationship was attributed to the ability of centralised leadership to facilitate 
rapid decision-making and ensure consistent implementation of organisational policies during 
periods of uncertainty. Organisations were required to introduce new health protocols, remote 
working arrangements, and revised operational procedures within very short timeframes. The clear 
authority associated with autocratic leadership reduced ambiguity and accelerated organisational 
responses to rapidly changing government regulations (Asno & Sary, 2023). Similar findings have 
been reported in crisis leadership literature, which suggests that directive leadership is often 
effective during emergencies because employees seek certainty, coordination, and clear guidance 
when environmental uncertainty is high (Kniffin et al., 2021; Antonakis & Day, 2021). 

Nevertheless, while autocratic leadership may improve short-term organisational performance 
during crises, prolonged dependence on authoritarian management may reduce employee 
creativity, intrinsic motivation, and organisational commitment once environmental stability 
returns (Northouse, 2022; Robbins & Judge, 2023). Contemporary contingency leadership theory 
therefore recommends that organisations adopt flexible leadership approaches by employing 
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directive leadership during emergencies while gradually transitioning towards participative 
leadership during periods of stability and recovery (Yukl, 2020; Antonakis & Day, 2021). 

Effect of Autocratic Leadership on Elementary School Teachers' Performance: Leadership 
within educational institutions plays a significant role in influencing teachers' professional 
performance, instructional quality, and overall educational effectiveness. School leaders establish 
organisational vision, promote professional development, and create working environments that 
support effective teaching and learning (Hallinger, 2020). 

Purwanto (2022) examined the influence of democratic, autocratic, bureaucratic, and 
charismatic leadership styles on elementary school teachers' performance in Jakarta during the 
Education 4.0 era. The study employed a quantitative research design and collected data from 252 
teachers through structured online questionnaires. The findings indicated that autocratic leadership 
positively influenced teachers' performance by establishing clear expectations, structured 
classroom management practices, and well-defined organisational procedures (Purwanto, 2022). 
Such leadership characteristics improved classroom discipline and enabled teachers to deliver 
lessons more consistently. 

However, the study also acknowledged important limitations associated with excessive 
reliance on autocratic leadership. Highly structured instructional approaches may reduce teachers' 
professional autonomy and limit opportunities for creativity, innovation, and student-centred 
learning. Contemporary educational leadership increasingly emphasises collaborative learning, 
critical thinking, teacher empowerment, and instructional innovation as essential competencies for 
Education 4.0 and digital learning environments (Hallinger, 2020; UNESCO, 2023). 

These findings suggest that although autocratic leadership may enhance instructional 
consistency and organisational discipline, its effectiveness is likely to diminish where educational 
environments require creativity, collaboration, and adaptive learning. Consequently, educational 
institutions may benefit from integrating the clarity and structure associated with autocratic 
leadership with participative leadership practices that encourage professional autonomy, 
continuous learning, and instructional innovation (Hallinger, 2020; UNESCO, 2023). 

Effect of Autocratic Leadership on Job Performance in Academic Libraries: Leadership style 
plays a significant role in influencing employee performance within academic institutions, 
particularly in academic libraries where service quality, collaboration, knowledge sharing, and 
effective information management are essential for organisational success (Northouse, 2022). 
Although library operations often require adherence to established procedures and policies, they 
also depend on employee initiative, professional judgement, and innovation to meet the evolving 
information needs of users. 

C and P (2018) examined the impact of autocratic leadership on subordinate job performance 
in academic libraries in Port Harcourt, Rivers State, Nigeria. The study adopted a survey research 
design and collected data from 74 professional and para-professional library staff using structured 
questionnaires (C & P, 2018). The findings indicated that autocratic leadership generally reduced 
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employee job performance because employees experienced low motivation and were discouraged 
from making independent professional decisions. The highly centralised nature of autocratic 
leadership limited employee autonomy and created rigid reporting structures that constrained 
creativity and reduced opportunities to improve library services. 

The study further reported that excessive managerial control weakened employee commitment 
and reduced organisational effectiveness because librarians had limited opportunities to contribute 
ideas or participate in decision-making (C & P, 2018). These findings are consistent with 
contemporary leadership theory, which argues that employee empowerment and participative 
decision-making improve motivation, innovation, and organisational performance in knowledge-
based organisations (Northouse, 2022; Robbins & Judge, 2023). Since academic libraries 
increasingly operate in digital and knowledge-intensive environments, leadership approaches that 
encourage collaboration and professional autonomy are more likely to enhance service quality and 
organisational learning. 

Nevertheless, C and P (2018) acknowledged that autocratic leadership may be appropriate 
during emergencies or situations requiring strict compliance with institutional policies. During 
organisational crises, clear authority and rapid decision-making can improve coordination and 
ensure continuity of library operations. Therefore, while autocratic leadership may be useful for 
managing exceptional circumstances, it appears less appropriate as a long-term leadership strategy 
within academic libraries. A balanced leadership approach that combines clear organisational 
direction with employee participation is likely to achieve higher levels of staff motivation, 
innovation, and organisational performance (Antonakis & Day, 2021). 

Effect of Autocratic Leadership on Diversity Climate and Employee Attitudes: Globalisation 
has transformed modern organisations by increasing workforce diversity in terms of culture, 
ethnicity, language, values, and professional backgrounds. Consequently, organisational leaders 
are increasingly required to create inclusive work environments that promote collaboration while 
effectively managing cultural differences (Robbins & Judge, 2023). Leadership style therefore 
plays a crucial role in shaping organisational diversity climate and influencing employee attitudes. 

Kumar and Siddiqui (2023) investigated the relationship between autocratic leadership, 
diversity climate, and employee attitudes, including organisational commitment, job satisfaction, 
and turnover intentions. The study surveyed 325 employees across different organisational levels 
and analysed the data using Partial Least Squares Structural Equation Modelling (PLS-SEM). The 
findings revealed that autocratic leadership significantly influenced employees' perceptions of 
diversity climate and subsequent work attitudes (Kumar & Siddiqui, 2023). 

The authors argued that the structured nature of autocratic leadership, characterised by 
centralised decision-making, clearly defined organisational rules, and hierarchical authority, can 
promote consistency and procedural fairness within culturally diverse workplaces. By establishing 
uniform standards and expectations, autocratic leaders may reduce ambiguity and coordinate 
employees from different cultural backgrounds towards common organisational objectives. This 
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suggests that directive leadership may provide stability in culturally diverse organisations where 
employees possess varying values, communication styles, and workplace expectations. 

However, the study also demonstrated that employees with strong moral values and higher 
expectations of autonomy perceived autocratic leadership more negatively (Kumar & Siddiqui, 
2023). Excessive managerial control reduced perceptions of fairness and psychological 
empowerment, leading to lower organisational commitment and job satisfaction among some 
employees. These findings align with Self-Determination Theory, which argues that employees 
experience greater motivation and positive work attitudes when their psychological need for 
autonomy is supported (Ryan & Deci, 2020). 

Overall, the evidence suggests that autocratic leadership may contribute to organisational 
order and coordination within diverse workplaces, but its effectiveness depends largely on 
employees' personal values, organisational culture, and leadership expectations. Organisations 
managing diverse workforces should therefore combine procedural consistency with inclusive 
communication and employee participation to maximise both organisational cohesion and 
employee well-being (Antonakis & Day, 2021; Robbins & Judge, 2023). 

Effect of Autocratic Leadership on Counterproductive Work Behaviour in the Banking Sector: 
Leadership style has a significant influence on employee behaviour, particularly within the 
banking sector where high workloads, regulatory compliance, and performance pressures create 
demanding working environments (Yukl, 2020). Although autocratic leadership may improve 
organisational discipline through strict supervision and centralised decision-making, excessive 
control may also generate undesirable employee behaviours that undermine organisational 
performance. 

Luqman et al. (2019) examined the relationship between autocratic leadership and 
counterproductive work behaviour among employees in Pakistan's banking sector. Using a 
quantitative research design, the study collected questionnaire data from 282 banking officers 
employed in commercial banks. The researchers investigated organisational commitment as a 
mediating variable and emotional exhaustion as a moderating factor influencing the relationship 
between autocratic leadership and counterproductive workplace behaviour (Luqman et al., 2019). 

The findings demonstrated that autocratic leadership significantly reduced organisational 
commitment, which subsequently increased employees' engagement in counterproductive work 
behaviours such as reduced work effort, workplace deviance, rule violations, absenteeism, and 
intentional reductions in productivity (Luqman et al., 2019). Furthermore, employees experiencing 
higher levels of emotional exhaustion were more likely to exhibit these negative behaviours when 
working under highly controlling leaders. These findings suggest that emotionally demanding 
work environments intensify the negative consequences of autocratic leadership by increasing 
employee stress and reducing psychological well-being. 

The study further implies that counterproductive work behaviours may generate substantial 
organisational costs through reduced productivity, increased employee turnover, reputational 
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damage, and declining service quality. Contemporary organisational behaviour research similarly 
indicates that supportive leadership enhances employee engagement, organisational commitment, 
and psychological well-being, thereby reducing workplace deviance and improving organisational 
performance (Robbins & Judge, 2023; Northouse, 2022). 

Overall, the evidence suggests that while autocratic leadership may strengthen procedural 
compliance within highly regulated financial institutions, excessive reliance on authoritarian 
leadership may ultimately undermine employee commitment and increase counterproductive 
workplace behaviours. Consequently, banking organisations may achieve better long-term 
performance by combining the structure and accountability associated with autocratic leadership 
with participative leadership practices that promote employee involvement, trust, and 
psychological support (Antonakis & Day, 2021; Yukl, 2020). 

Effect of Autocratic Leadership on Hospital Performance: Leadership is a critical determinant 
of organisational performance in healthcare settings, where employees operate in high-pressure 
environments that require rapid decision-making, effective coordination, and strict compliance 
with clinical procedures. Hospitals frequently encounter emergencies in which delays or 
uncertainty can have serious consequences for patient outcomes. Consequently, leadership 
approaches that provide clear direction and accountability can significantly influence 
organisational effectiveness (Northouse, 2022; WHO, 2023). 

Yunarsih et al. (2020) examined the influence of different leadership styles on hospital 
performance by developing a leadership model for nurses in ten hospitals in Banten Province, 
Indonesia. The study employed a quantitative survey design and collected data from 222 nurses, 
which were analysed using SmartPLS 3.0. The findings indicated that autocratic leadership 
positively influenced hospital operations by facilitating rapid decision-making, ensuring strict 
adherence to clinical protocols, and improving task coordination among healthcare professionals 
(Yunarsih et al., 2020). 

The positive outcomes were attributed to key characteristics of autocratic leadership, 
particularly centralised decision-making, clearly defined authority, and strict procedural control. 
These leadership characteristics reduced uncertainty during emergencies by enabling managers to 
make immediate decisions and clearly allocate responsibilities among healthcare staff. In 
healthcare environments where patient safety depends on timely responses and adherence to 
established procedures, directive leadership can improve operational efficiency, accountability, 
and coordination (Antonakis & Day, 2021). 

However, the study also acknowledged that prolonged reliance on autocratic leadership may 
reduce employee motivation, professional autonomy, and innovation (Yunarsih et al., 2020). 
Contemporary healthcare systems increasingly require nurses and other healthcare professionals 
to exercise critical thinking, collaborate across multidisciplinary teams, and contribute to 
continuous quality improvement (WHO, 2023). Excessive managerial control may therefore 
discourage employee engagement and reduce opportunities for organisational learning. 
Consequently, while autocratic leadership may be highly effective during medical emergencies, 
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hospitals are likely to achieve better long-term performance by combining directive leadership 
during crises with supportive and participative leadership practices during routine operations 
(Northouse, 2022; Antonakis & Day, 2021). 

Effect of Autocratic Leadership on Organisational Citizenship Behaviour in Telecom 
Companies: Organisational Citizenship Behaviour (OCB) refers to employees' voluntary 
behaviours that extend beyond formal job responsibilities and contribute positively to 
organisational effectiveness, teamwork, and workplace morale (Organ, 1988). Since these 
discretionary behaviours are voluntary, leadership style plays an important role in creating 
organisational conditions that encourage employees to contribute beyond their contractual 
obligations (Robbins & Judge, 2023). 

Malik et al. (2016) investigated the relationship between autocratic, democratic, and laissez-
faire leadership styles and organisational citizenship behaviour among employees in three major 
telecommunications companies in Pakistan. The study collected data from 72 supervisors and 144 
subordinates and analysed the relationships using hierarchical multiple regression and analysis of 
variance (ANOVA). The findings revealed that democratic leadership was the strongest predictor 
of organisational citizenship behaviour because it promoted employee participation, trust, and 
collaboration (Malik et al., 2016). 

In contrast, autocratic leadership demonstrated a comparatively weaker influence on 
organisational citizenship behaviour. The authors argued that the highly controlling and task-
oriented nature of autocratic leadership limited employees' willingness to engage in discretionary 
behaviours such as helping colleagues, demonstrating civic responsibility, and voluntarily 
supporting organisational objectives (Malik et al., 2016). Employees working under directive 
leaders tended to focus primarily on completing assigned duties rather than contributing additional 
voluntary efforts that benefit the organisation. 

These findings suggest that although organisational citizenship behaviour ultimately depends 
on employees' individual willingness to contribute beyond formal job requirements, leadership 
style substantially influences the organisational climate in which such behaviours develop. 
Leadership approaches that encourage autonomy, recognition, and employee involvement are 
more likely to strengthen organisational commitment and promote positive discretionary 
behaviours (Robbins & Judge, 2023). Consequently, organisations operating in service-oriented 
industries such as telecommunications may benefit from balancing managerial control with 
participative leadership practices that encourage collaboration, employee empowerment, and 
knowledge sharing (Antonakis & Day, 2021). 

Effect of Autocratic Leadership on Employee Performance at PT Candi Jaya Amerta: 
Autocratic leadership is frequently associated with directive supervision, centralised authority, and 
close monitoring of employee performance. While these characteristics may improve operational 
consistency in highly structured workplaces, their effectiveness depends largely on organisational 
context and complementary management practices (Yukl, 2020). 
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Mahdayanthi and Astuti (2020) examined the influence of autocratic leadership, 
communication, and work motivation on employee performance at PT Candi Jaya Amerta, a retail 
company in Sidoarjo, Indonesia. The study collected questionnaire data from 72 employees and 
analysed the relationships using multiple linear regression techniques in SPSS. The findings 
indicated that autocratic leadership positively influenced employee performance within the 
organisation because it established clear expectations, strengthened managerial control, and 
improved task execution (Mahdayanthi & Astuti, 2020). 

The positive relationship can be explained by the structured nature of the organisation, where 
clearly defined procedures and close supervision enabled employees to understand their 
responsibilities and perform assigned tasks efficiently. The task-oriented nature of autocratic 
leadership reduced ambiguity regarding organisational expectations and facilitated consistent 
operational performance. These findings support contingency leadership theory, which argues that 
directive leadership is often effective in environments characterised by routine operations, 
standardised procedures, and clearly defined performance objectives (Northouse, 2022). 

However, the study further demonstrated that autocratic leadership alone was insufficient to 
maximise employee performance. Effective organisational communication and employee 
motivation significantly strengthened the positive relationship between leadership and 
performance (Mahdayanthi & Astuti, 2020). This finding suggests that communication enables 
employees to understand organisational goals more clearly, while motivation enhances employee 
commitment and willingness to achieve organisational objectives. Contemporary leadership 
research similarly argues that leadership effectiveness depends not only on managerial authority 
but also on leaders' ability to communicate effectively, support employees, and foster positive 
workplace relationships (Antonakis & Day, 2021; Robbins & Judge, 2023). 

Overall, the evidence suggests that autocratic leadership can improve employee performance 
in highly structured and task-oriented organisations by providing clarity, discipline, and 
operational control. Nevertheless, organisations are likely to achieve more sustainable 
performance when directive leadership is complemented by effective communication, employee 
motivation, and supportive management practices that enhance employee engagement and reduce 
the risk of burnout (Yukl, 2020; Northouse, 2022). 

Effect of Autocratic Leadership on Cyberloafing Behaviour in the Hospitality Industry: 
Leadership style not only influences employee performance but also shapes workplace behaviours, 
including cyberloafing, which refers to employees' use of the internet during working hours for 
non-work-related activities (Kara & Köse, 2022). Within the hospitality industry, where 
employees are expected to maintain high service standards, continuous customer interaction, and 
operational consistency, leadership practices can significantly influence employees' psychological 
well-being and behavioural outcomes (Robbins & Judge, 2023). 

Kara and Köse (2022) investigated the relationship between autocratic leadership, work stress, 
and cyberloafing behaviour among employees in hotel businesses. Using a quantitative research 
design, the study collected data from 216 employees and analysed the relationships using Partial 
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Least Squares Structural Equation Modelling (PLS-SEM) through SmartPLS software. The 
findings revealed that neither autocratic leadership nor work stress independently had a significant 
direct effect on cyberloafing. However, work stress significantly moderated the relationship 
between autocratic leadership and cyberloafing behaviour, suggesting that the behavioural 
consequences of autocratic leadership emerge when employees experience elevated levels of 
occupational stress (Kara & Köse, 2022). 

The findings indicate that highly directive leadership may indirectly contribute to cyberloafing 
by increasing employees' psychological strain. Hotels typically operate in demanding 
environments characterised by long working hours, continuous customer interaction, and strict 
service standards. Under highly controlling leadership, employees may experience reduced 
autonomy and increased work-related stress, encouraging temporary psychological withdrawal 
through internet use during working hours (Kara & Köse, 2022). This finding is consistent with 
the Job Demands–Resources model, which proposes that excessive job demands without adequate 
organisational support contribute to employee strain and withdrawal behaviours (Bakker & 
Demerouti, 2023). 

Although autocratic leadership may enhance operational consistency and service discipline, 
prolonged exposure to highly controlling management practices may unintentionally encourage 
disengagement behaviours such as cyberloafing. Consequently, hospitality organisations should 
complement directive leadership with supportive management practices, effective communication, 
and employee well-being initiatives to minimise work stress while maintaining service quality 
(Northouse, 2022; Robbins & Judge, 2023). 

Effect of Autocratic Leadership on Employee Productivity in the Oil and Gas Industry: 
Leadership is particularly important within the oil and gas industry because organisations operate 
in high-risk environments where operational efficiency, strict safety compliance, and rapid 
decision-making are essential for organisational performance. Leadership practices directly 
influence employee productivity, operational safety, and organisational sustainability within this 
highly regulated sector (Yukl, 2020). 

Olayisade and Awolusi (2021) examined the influence of leadership styles on employee 
productivity at Chevron Nigeria Limited. Using data collected from 93 employees through 
structured five-point Likert-scale questionnaires, the researchers analysed the relationships using 
descriptive statistics and multiple regression analysis in SPSS. The findings indicated that 
autocratic leadership was the predominant leadership style within the organisation and contributed 
positively to employee productivity (Olayisade & Awolusi, 2021). 

The positive relationship can be attributed to the characteristics of autocratic leadership, 
including centralised decision-making, clearly defined authority, strict supervision, and strong 
enforcement of organisational procedures. Within the oil and gas industry, these characteristics 
align closely with operational requirements where safety regulations, technical precision, and rapid 
responses to operational risks are essential. Clearly defined responsibilities and close managerial 
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supervision reduce ambiguity, strengthen procedural compliance, and improve operational 
efficiency (Antonakis & Day, 2021). 

However, the authors also noted that while autocratic leadership contributes to operational 
effectiveness, long-term employee productivity depends on additional organisational factors, 
including communication, employee engagement, and motivation (Olayisade & Awolusi, 2021). 
Contemporary leadership research similarly argues that sustainable organisational performance is 
achieved when directive leadership is complemented by supportive communication and 
opportunities for employee involvement (Northouse, 2022). Consequently, although autocratic 
leadership appears appropriate in high-risk industries such as oil and gas, organisations should 
adopt a flexible leadership approach that combines operational discipline with employee 
empowerment whenever operational conditions permit. 

Effect of Autocratic Leadership on Employees' Deviant Behaviour in Service Industries: 
Leadership style significantly influences employee attitudes and workplace behaviour, particularly 
within service-oriented organisations where employee interactions directly affect organisational 
performance and customer satisfaction. Although autocratic leadership promotes discipline and 
organisational control, excessive managerial authority may also generate unintended 
psychological and behavioural consequences (Robbins & Judge, 2023). 

Khizer et al. (2024) investigated the influence of autocratic and despotic leadership on 
employees' deviant workplace behaviour among 356 employees working in banks and universities 
across Rawalpindi, Islamabad, and Lahore, Pakistan. Using a quantitative survey design, the study 
examined the moderating role of perceived organisational justice in the relationship between 
leadership style and deviant behaviour. The findings demonstrated that autocratic leadership had 
a significant positive relationship with employees' deviant workplace behaviour (Khizer et al., 
2024). 

The researchers defined deviant workplace behaviour as voluntary actions that violate 
organisational norms and harm either the organisation or its members. Employees working under 
highly controlling leaders were more likely to engage in behaviours such as intentional rule 
violations, reduced work effort, interpersonal hostility, and other counterproductive workplace 
behaviours. These findings suggest that excessive managerial control may weaken employees' 
psychological attachment to the organisation, leading to behavioural responses that undermine 
organisational effectiveness (Khizer et al., 2024). 

Importantly, the study identified perceived organisational justice as a significant moderating 
variable. Employees who believed organisational procedures and managerial decisions were fair 
exhibited lower levels of deviant behaviour, even under autocratic leadership. This finding 
indicates that perceptions of fairness can reduce many of the negative behavioural consequences 
associated with directive leadership. Similar conclusions have been reached in contemporary 
organisational behaviour research, which highlights organisational justice as an important 
determinant of employee commitment, trust, and workplace behaviour (Colquitt et al., 2021). 
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Overall, the evidence suggests that although autocratic leadership may strengthen 
organisational discipline, excessive reliance on authoritarian management within service industries 
may increase employee dissatisfaction and deviant workplace behaviour. Organisations operating 
in people-oriented sectors should therefore strengthen organisational justice, establish effective 
communication channels, and provide leadership development programmes that promote 
emotional intelligence and fair treatment. Such practices can reduce the behavioural risks 
associated with autocratic leadership while maintaining organisational control and service quality 
(Antonakis & Day, 2021; Northouse, 2022). 

Effect of Autocratic Leadership on Motivation and Performance in a Family Business 
Context: The effectiveness of autocratic leadership varies across organisational contexts, and 
family businesses represent a distinctive setting in which leadership practices may produce 
different outcomes from those observed in non-family organisations. Family businesses are 
characterised by close interpersonal relationships, shared organisational values, long-term 
commitment, and strong organisational identity, all of which can influence employees' perceptions 
of leadership and workplace authority (Chrisman et al., 2021). 

Sari (2021) examined the relationship between autocratic leadership, transformational 
leadership, work motivation, and employee performance at PT Andalan Medika Sejahtera Abadi, 
a family-owned business in Indonesia. The study employed a quantitative research design using 
data collected from 55 employees and analysed the relationships through path analysis. The 
findings indicated that both autocratic and transformational leadership positively influenced 
employee performance. However, autocratic leadership demonstrated a stronger positive influence 
on employee motivation than transformational leadership within the family business context (Sari, 
2021). 

The findings suggest that the effectiveness of autocratic leadership is highly dependent on 
organisational context. Unlike many conventional organisations where autocratic leadership is 
often associated with excessive control and limited employee autonomy, family businesses 
frequently operate within environments characterised by trust, shared values, and long-term 
relationships. Employees may therefore perceive directive leadership as legitimate guidance rather 
than authoritarian control because organisational authority is closely associated with family 
ownership, organisational continuity, and collective success (Chrisman et al., 2021). 

This interpretation is consistent with stewardship theory, which proposes that employees 
working within high-trust organisational environments are more likely to align their personal 
interests with organisational objectives (Davis et al., 1997). Consequently, directive leadership 
may strengthen employee commitment and motivation when leaders are perceived as acting in the 
collective interest rather than exercising authority solely for personal control. Nevertheless, these 
findings should be interpreted cautiously because they may not be generalisable to non-family 
organisations where employees often expect greater autonomy and participative decision-making 
(Northouse, 2022). Overall, the study demonstrates that the effectiveness of autocratic leadership 
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is contingent upon organisational culture, employee perceptions, and the relational dynamics that 
characterise family-owned businesses. 

Effect of Autocratic Leadership on Public Service Motivation in the Public Sector: Leadership 
plays a fundamental role in shaping employee motivation within public sector organisations, where 
organisational success depends not only on operational efficiency but also on employees' 
commitment to serving the public interest. Public Service Motivation (PSM) refers to an 
individual's intrinsic motivation to contribute to society through public service and is considered 
a key determinant of employee commitment, service quality, and organisational performance 
(Perry & Hondeghem, 2008). 

Dash et al. (2022) investigated the relationship between autocratic leadership, Basic 
Psychological Needs (BPN), and Public Service Motivation among 693 officials employed by 
Indian Railways. Using Self-Determination Theory (SDT) as the theoretical framework, the 
researchers employed Partial Least Squares Structural Equation Modelling (PLS-SEM) to examine 
how leadership style influenced employees' intrinsic motivation. The findings revealed that 
autocratic leadership had a significant negative effect on Public Service Motivation by reducing 
employees' perceptions of autonomy, competence, and relatedness (Dash et al., 2022). 

These findings suggest that highly controlling leadership undermines the psychological needs 
that motivate employees to contribute voluntarily to organisational and societal goals. According 
to Self-Determination Theory, individuals are more motivated when they experience autonomy, 
competence, and meaningful social relationships (Ryan & Deci, 2020). Autocratic leadership 
limits employee participation in decision-making, reducing opportunities for personal growth and 
weakening employees' intrinsic commitment to public service. 

Given that public organisations depend heavily on employee commitment to delivering high-
quality public services, reduced Public Service Motivation may negatively influence 
organisational effectiveness, employee engagement, and service delivery (Dash et al., 2022). 
Contemporary public administration research similarly argues that participative and empowering 
leadership styles are more effective in fostering employee commitment, innovation, and citizen-
focused service delivery (Northouse, 2022). Consequently, although directive leadership may 
occasionally be necessary during emergencies or policy implementation, long-term reliance on 
autocratic leadership is unlikely to support sustainable performance within public sector 
organisations. 

Effect of Autocratic Leadership on Organisational Performance in UAE-Based Organisations: 
Leadership style is widely recognised as an important determinant of organisational performance 
because it influences employee behaviour, innovation, decision-making, and organisational 
adaptability. As organisations increasingly operate within knowledge-driven and highly 
competitive environments, leadership approaches that encourage employee participation and 
innovation have become essential for sustaining competitive advantage (Robbins & Judge, 2023). 
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Cherian et al. (2020) examined the influence of different leadership styles on organisational 
performance among organisations operating in the United Arab Emirates (UAE). Using 
questionnaire responses from 150 employees, the researchers analysed the relationships through 
Pearson correlation and multiple regression analysis. The findings showed that leadership style 
explained approximately 25% of the variation in organisational performance, demonstrating that 
leadership significantly influences organisational outcomes (Cherian et al., 2020). 

However, the study found that democratic and transformational leadership demonstrated 
stronger positive relationships with organisational performance than autocratic leadership. 
Although autocratic leadership contributed to organisational discipline and managerial control, it 
was not identified as a significant predictor of superior organisational performance within modern 
UAE organisations (Cherian et al., 2020). These findings suggest that organisations operating in 
rapidly developing economies increasingly require innovation, employee collaboration, and 
organisational adaptability to remain competitive. 

Contemporary leadership research similarly argues that organisations competing within 
knowledge-intensive economies benefit from leadership approaches that encourage creativity, 
knowledge sharing, and employee empowerment rather than excessive managerial control 
(Antonakis & Day, 2021). Consequently, while autocratic leadership may improve efficiency 
within highly structured operational environments, it appears less suitable for organisations 
seeking continuous innovation and long-term strategic growth. These findings support 
contingency leadership theory, which argues that leadership effectiveness depends on the 
alignment between leadership behaviour and organisational context (Yukl, 2020). 

Effect of Autocratic Leadership on Firm Financial Performance Through Employee Readiness 
to Change: Leadership influences organisational performance not only through its direct impact 
on employee productivity but also through its ability to prepare employees for organisational 
change. In increasingly dynamic business environments, employees' readiness to embrace change 
has become a critical determinant of organisational competitiveness and financial performance 
(Kotter, 2021). 

Katsaros et al. (2020) investigated the relationship between leadership style, employee 
readiness to change, and firm financial performance within the Greek shipping industry. Using 
Structural Equation Modelling (SEM), the researchers analysed survey data collected from 213 
employees and their supervisors. The findings demonstrated that employee readiness to change 
significantly mediated the relationship between leadership style and organisational financial 
performance (Katsaros et al., 2020). 

The study suggests that leadership styles promoting communication, trust, and employee 
involvement improve employees' willingness to accept organisational change, thereby enhancing 
organisational adaptability and financial performance. Conversely, the highly centralised nature of 
autocratic leadership may discourage employee participation in change initiatives, reducing 
organisational flexibility and limiting the organisation's ability to respond effectively to changing 
market conditions (Katsaros et al., 2020). 
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These findings are particularly relevant in contemporary business environments characterised 
by technological disruption, global competition, and continuous organisational transformation. 
Organisations that fail to develop employees' readiness for change may experience reduced 
innovation, slower strategic adaptation, and declining financial performance (Kotter, 2021). 
Consequently, leadership approaches that encourage employee engagement, trust, and open 
communication are generally more effective in strengthening organisational resilience and 
sustaining long-term financial performance (Antonakis & Day, 2021; Robbins & Judge, 2023). 

Overall, the evidence suggests that although autocratic leadership may enhance operational 
control and short-term efficiency, its limited emphasis on employee participation may reduce 
readiness for organisational change and ultimately constrain long-term financial performance. 
Organisations operating in dynamic environments are therefore likely to benefit from more 
participative leadership approaches that strengthen employees' commitment to organisational 
transformation while maintaining effective strategic direction. 

3.4 Conclusion 

In conclusion, the reviewed literature demonstrates that autocratic leadership is characterised 
by centralised decision-making, strict supervision, hierarchical authority, and a strong task-
oriented focus. These characteristics distinguish it from participative leadership approaches and 
contribute to its effectiveness in organisational settings where rapid decision-making, procedural 
compliance, and operational efficiency are critical. However, the effectiveness of autocratic 
leadership is highly dependent on organisational context, environmental conditions, and the nature 
of the tasks being performed. 

Evidence from the reviewed studies suggests that autocratic leadership is particularly effective 
in crisis-driven, high-risk, and highly regulated environments. During emergencies, such as the 
COVID-19 pandemic, organisations were required to make rapid decisions, implement new 
operational procedures, and ensure strict compliance with health and safety regulations. In such 
situations, the centralised authority associated with autocratic leadership reduced uncertainty, 
accelerated decision-making, and enabled organisations to maintain operational continuity. 
Similarly, organisations operating in sectors such as healthcare, emergency response, 
manufacturing, and the oil and gas industry often benefit from directive leadership because clear 
authority, discipline, and adherence to established procedures minimise operational risks and 
improve organisational performance. 

Conversely, the literature indicates that autocratic leadership is generally less effective in 
knowledge-intensive and people-oriented organisations where employee creativity, innovation, 
collaboration, and psychological safety are essential. Studies reviewed in this chapter show that 
excessive centralisation limits employee participation, reduces intrinsic motivation, suppresses 
innovation, and weakens organisational commitment. In sectors such as education, academic 
libraries, and service organisations, where employee engagement and continuous learning 
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contribute significantly to organisational success, rigid leadership practices may reduce job 
satisfaction and increase counterproductive work behaviours. 

The literature also demonstrates that the influence of autocratic leadership is shaped by 
organisational and cultural contexts. For example, in family-owned businesses or organisations 
operating within high power-distance cultures, directive leadership may be perceived as legitimate 
and may strengthen employee loyalty, trust, and organisational commitment because authority is 
closely associated with organisational identity and long-term stewardship. These findings suggest 
that no single leadership style is universally effective and that leadership effectiveness depends on 
the interaction between leadership behaviour, organisational culture, employee expectations, and 
environmental uncertainty. 

Furthermore, the reviewed evidence indicates that while autocratic leadership may improve 
short-term organisational performance through efficiency, discipline, and rapid execution of 
decisions, its long-term sustainability is constrained by its limited capacity to promote 
organisational learning, employee development, innovation, and resilience. Contemporary 
organisations increasingly operate in dynamic and uncertain environments where adaptability, 
knowledge sharing, and collaborative problem-solving have become critical sources of 
competitive advantage. Consequently, leadership approaches that encourage employee 
participation and shared decision-making are generally better positioned to sustain organisational 
resilience and long-term performance. 

Overall, the literature reviewed in this chapter suggests that autocratic leadership should not 
be viewed as inherently effective or ineffective. Rather, its effectiveness is contingent upon the 
organisational context, the urgency of decision-making, the complexity of tasks, and employee 
expectations. Consistent with contingency leadership theory, organisations are likely to achieve 
superior outcomes by adopting a flexible or hybrid leadership approach that combines the 
decisiveness and efficiency of autocratic leadership during periods of crisis with the participation, 
empowerment, and innovation associated with democratic and transformational leadership during 
periods of organisational stability. Such an adaptive leadership approach enables organisations to 
respond effectively to immediate operational challenges while simultaneously fostering employee 
engagement, organisational resilience, and sustainable long-term performance. 
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Chapter 4: 

BUREAUCRATIC LEADERSHIP 

4.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept, evolution, and application of bureaucratic leadership 
across diverse organisational contexts. The review evaluates the theoretical foundations and 
practical implications of bureaucratic leadership by integrating classical administrative theories 
with contemporary empirical research to explain how bureaucratic leadership influences 
organisational efficiency, employee behaviour, decision-making processes, organisational 
stability, and institutional performance. Although often criticised for excessive rigidity and 
resistance to change, bureaucratic leadership remains highly relevant in contemporary 
organisations where accountability, standardisation, regulatory compliance, and operational 
consistency are essential (Weber, 1947; Du Gay, 2000; Northouse, 2022). 

The chapter begins by critically examining the theoretical foundations of bureaucratic 
leadership, tracing its origins to the work of Weber’s (1947) theory of bureaucracy. Weber 
conceptualised bureaucracy as a rational-legal form of authority based on clearly defined roles, 
formal rules, hierarchical structures, specialised responsibilities, and impersonal decision-making 
processes. According to Weber (1947), bureaucratic organisations achieve effectiveness through 
systematic coordination, predictable procedures, and the consistent application of organisational 
policies. These principles established the foundation for bureaucratic leadership, where leaders 
focus on maintaining organisational order, ensuring procedural compliance, and achieving 
efficiency through structured administrative systems (Du Gay, 2000). 

Contemporary research has expanded the understanding of bureaucratic leadership by 
examining both its functional and dysfunctional characteristics. Studies indicate that bureaucratic 
leadership can enhance organisational reliability, accountability, and performance in environments 
requiring high levels of precision and regulatory control, including healthcare, government 
institutions, financial services, education, and public administration (Adler & Borys, 1996; 
Merton, 1968). Through clearly established procedures and formal authority structures, 
bureaucratic leaders provide employees with role clarity and predictable expectations, which can 
reduce uncertainty and improve operational effectiveness (Blau & Meyer, 1987). However, 
excessive bureaucratisation may limit employee autonomy, suppress creativity, and reduce 
organisational adaptability, particularly in dynamic environments characterised by innovation and 
rapid technological change (Burns & Stalker, 1961; Senge, 1990). 
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The reviewed literature demonstrates that bureaucratic leadership contributes significantly to 
organisational control, consistency, risk management, and institutional stability. Unlike 
transformational leadership approaches that emphasise inspiration and individual empowerment, 
bureaucratic leadership prioritises rational decision-making, adherence to established procedures, 
and the achievement of organisational objectives through formal systems (Northouse, 2022). This 
approach is particularly valuable in organisations where mistakes can have significant 
consequences and where compliance with laws, policies, and professional standards is essential, 
such as public-sector organisations, healthcare institutions, and regulated industries (Adler & 
Borys, 1996). 

The studies reviewed examine bureaucratic leadership across a wide range of organisational 
settings, including public administration, education, healthcare, manufacturing, multinational 
corporations, and governmental institutions. Analysing bureaucratic leadership across these 
sectors provides insight into how formal structures and administrative processes influence 
leadership effectiveness under different organisational conditions. Evidence suggests that 
bureaucratic leadership is most effective in stable environments where consistency, reliability, and 
procedural accuracy are prioritised, while its effectiveness may decline in organisations requiring 
flexibility, creativity, and rapid adaptation (Burns & Stalker, 1961; Mintzberg, 1983). 

In addition to examining the direct effects of bureaucratic leadership, this chapter critically 
analyses the mechanisms through which bureaucratic structures influence organisational 
outcomes. The reviewed studies identify organisational rules, formal communication systems, 
hierarchical authority, accountability mechanisms, and role specialisation as important factors 
shaping employee behaviour and organisational effectiveness (Weber, 1947; Blau & Meyer, 
1987). These mechanisms contribute to improved coordination and reduced ambiguity by 
establishing clear expectations regarding employee responsibilities and performance standards. 
However, excessive reliance on bureaucratic processes may create organisational inertia, reduce 
employee motivation, and discourage innovative behaviours by limiting discretion and personal 
initiative (Merton, 1968). 

Furthermore, the chapter evaluates the relationship between bureaucratic leadership and 
organisational change. Traditional interpretations often associate bureaucracy with resistance to 
innovation; however, recent research suggests that bureaucratic systems can support successful 
organisational change when combined with adaptive leadership practices and strategic flexibility 
(Adler & Borys, 1996; Burns & Stalker, 1961). Effective bureaucratic leaders can facilitate change 
by maintaining organisational stability while ensuring that new initiatives are implemented 
through structured planning, monitoring, and evaluation processes. Therefore, bureaucracy should 
not necessarily be viewed as incompatible with innovation but rather as a framework that requires 
appropriate adaptation to changing organisational environments. 

The cross-cultural applicability of bureaucratic leadership is also examined by comparing 
research findings across different geographical and institutional contexts. Bureaucratic leadership 
practices may be interpreted differently depending on cultural values, political systems, and 
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organisational traditions. In societies characterised by high power distance, hierarchical structures 
may be more readily accepted, whereas cultures that emphasise individual autonomy may perceive 
bureaucratic practices as restrictive (Hofstede, 2001). Consequently, the effectiveness of 
bureaucratic leadership depends significantly on contextual factors, including national culture, 
organisational purpose, employee expectations, and environmental uncertainty. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and research gaps within the bureaucratic leadership literature. The 
synthesis of existing studies highlights that bureaucratic leadership remains an important area of 
organisational research because many modern institutions continue to depend on formal structures, 
accountability systems, and regulatory frameworks. However, further research is required to 
explore how bureaucratic leadership can be integrated with contemporary leadership approaches, 
including digital leadership, agile management, and participative leadership, to balance efficiency 
with innovation and employee engagement (Northouse, 2022; Senge, 1990). 

Overall, this chapter demonstrates that bureaucratic leadership remains a significant and 
influential leadership approach within organisational studies. While traditional bureaucratic 
systems have been criticised for limiting creativity and adaptability, evidence indicates that 
bureaucratic leadership continues to provide valuable contributions through enhanced 
coordination, accountability, consistency, and operational reliability. Its relevance is particularly 
evident in complex organisations operating within highly regulated and risk-sensitive 
environments. The insights generated from this literature review provide a theoretical and 
empirical foundation for understanding how bureaucratic leadership can be strategically applied 
alongside modern leadership approaches to support sustainable organisational performance. 

4.2 Overview of Bureaucratic Leadership 

Bureaucratic leadership represents one of the earliest and most influential approaches to 
organisational management, emerging from the principles of rational-legal authority and formal 
organisational structures. The foundation of bureaucratic leadership is strongly associated with the 
work of Max Weber, who conceptualised bureaucracy as a system based on clearly defined roles, 
hierarchical authority, formal procedures, and rule-based decision-making (Weber, 1947). Unlike 
transformational leadership, which emphasises vision, innovation, and employee empowerment, 
bureaucratic leadership prioritises stability, predictability, consistency, and compliance through 
established organisational systems and procedures. This approach became particularly influential 
in large-scale public institutions, government organisations, healthcare systems, and regulated 
industries where accountability, standardisation, and reliability are essential (Du Gay, 2020). 

Weber’s bureaucratic model proposed that organisational effectiveness could be achieved 
through a structured administrative system characterised by division of labour, formal rules, 
professional competence, hierarchical coordination, and impersonal decision-making (Weber, 
1947). Bureaucratic leaders rely on clearly established policies, authority structures, and 
procedural frameworks to ensure that organisational activities are conducted consistently and 
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efficiently. Rather than motivating employees primarily through inspiration or personal influence, 
bureaucratic leaders achieve organisational objectives by maintaining order, enforcing standards, 
and ensuring compliance with institutional expectations (Adler, 2022). Consequently, bureaucratic 
leadership remains highly relevant in environments where errors, inconsistency, or uncontrolled 
decision-making may create significant risks. 

Contemporary definitions of bureaucratic leadership describe it as a leadership approach that 
emphasises formal authority, adherence to organisational rules, centralised decision-making, and 
procedural control to achieve operational reliability and institutional stability (Northouse, 2022). 
Although often criticised for restricting creativity and flexibility, bureaucratic leadership provides 
important organisational advantages, particularly through accountability, transparency, and 
consistency. Recent research suggests that bureaucratic structures are not inherently ineffective; 
rather, their effectiveness depends on how leaders balance formal control mechanisms with 
employee participation and adaptive practices (Kellner et al., 2022). 

One of the major contributions of bureaucratic leadership is its ability to create organisational 
stability and operational efficiency. In complex organisations involving multiple departments, 
professional groups, and regulatory requirements, bureaucratic leadership ensures that 
responsibilities are clearly defined and decisions follow established procedures. This is particularly 
valuable in public administration and healthcare settings where consistency, ethical accountability, 
and compliance with legal requirements are fundamental (Hansen & Bentzen, 2021). For example, 
healthcare organisations frequently depend on bureaucratic leadership practices to maintain patient 
safety standards, clinical protocols, and regulatory compliance, ensuring that essential services are 
delivered reliably (Janssen et al., 2023). 

Bureaucratic leadership also plays an important role in risk management and organisational 
governance. Formal procedures and hierarchical accountability systems enable organisations to 
monitor performance, manage uncertainty, and reduce operational risks. Recent studies indicate 
that bureaucratic mechanisms can strengthen organisational resilience by providing clear decision-
making processes during crises, particularly in highly regulated environments such as government 
institutions, financial services, and healthcare systems (Kallio et al., 2022). During periods of 
uncertainty, bureaucratic leadership can provide employees with clarity regarding responsibilities, 
reporting relationships, and expected behaviours. 

Despite these advantages, bureaucratic leadership has received considerable criticism because 
of its potential to reduce organisational flexibility, employee autonomy, and innovation. Excessive 
reliance on rules and hierarchical authority may create organisational rigidity, slow decision-
making processes, and discourage employees from challenging existing practices (Adler, 2022). 
In rapidly changing environments, excessive bureaucracy may prevent organisations from 
responding effectively to technological disruption, competitive pressures, and evolving 
stakeholder expectations. Consequently, scholars increasingly argue that bureaucratic leadership 
should not be eliminated but rather integrated with more adaptive leadership approaches to achieve 
a balance between control and innovation (Kellner et al., 2022). 
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Innovation represents one of the key challenges associated with bureaucratic leadership. 
Because bureaucratic systems emphasise compliance and standardisation, employees may 
perceive limited opportunities for experimentation and creative problem-solving. However, recent 
research suggests that bureaucracy can support innovation when formal structures provide 
coordination, knowledge management, and strategic direction rather than excessive restrictions 
(Diefenbach & Sillince, 2021). This indicates that bureaucratic leadership effectiveness depends 
not only on the presence of rules but also on leaders’ ability to create flexible systems that 
encourage improvement while maintaining organisational control. 

The relationship between bureaucratic leadership and employee motivation is complex. 
Traditional bureaucratic approaches often rely on extrinsic motivation mechanisms, including 
formal rewards, promotion systems, and performance evaluations. However, contemporary 
research indicates that employees may experience reduced engagement when bureaucratic 
leadership is characterised by excessive supervision and limited participation (Hansen & Bentzen, 
2021). Conversely, when bureaucratic leaders provide fairness, role clarity, and procedural justice, 
employees may develop stronger organisational commitment because they perceive the 
organisation as predictable and equitable (Colquitt et al., 2022). Therefore, the impact of 
bureaucratic leadership on employee outcomes depends significantly on how rules and authority 
structures are implemented. 

Bureaucratic leadership remains particularly significant within public sector organisations and 
developing economies, where institutional capacity, accountability, and governance structures are 
critical concerns. Research demonstrates that bureaucratic leadership can improve administrative 
effectiveness by strengthening transparency, reducing arbitrary decision-making, and promoting 
professional standards (Du Gay, 2020; Awaale, 2024). However, excessive bureaucratic control 
may also contribute to organisational inefficiency when rigid procedures prevent adaptation and 
innovation. Therefore, public organisations increasingly require leaders who can combine 
bureaucratic discipline with transformational capabilities to achieve both stability and change. 

In education, bureaucratic leadership has demonstrated both positive and negative outcomes. 
Formal structures can support institutional accountability, curriculum implementation, and 
consistent administrative practices. However, highly centralised decision-making may limit 
teacher autonomy and reduce opportunities for innovation in teaching and learning (Bush, 2021). 
Recent educational leadership research suggests that effective school leaders increasingly adopt 
hybrid approaches, combining bureaucratic coordination with participative and transformational 
behaviours to promote institutional improvement (Harris & Jones, 2022). 

Within healthcare organisations, bureaucratic leadership continues to be essential because of 
the importance of regulations, professional standards, and patient safety requirements. Healthcare 
leaders must ensure compliance with clinical guidelines, ethical requirements, and government 
policies while managing complex professional teams (Janssen et al., 2023). Nevertheless, 
healthcare systems increasingly recognise that bureaucratic control alone cannot address 
challenges such as workforce shortages, innovation demands, and employee burnout. Therefore, 
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contemporary healthcare leadership increasingly combines bureaucratic governance with 
transformational and relational leadership practices. 

Digital transformation has further challenged traditional bureaucratic leadership models. The 
increasing need for agility, collaboration, and rapid decision-making has encouraged organisations 
to reconsider highly centralised structures. Recent research suggests that effective modern 
organisations require “adaptive bureaucracy,” where formal systems remain important but are 
complemented by flexibility, employee involvement, and continuous learning (Kellner et al., 
2022). This approach allows organisations to maintain accountability while responding effectively 
to changing environments. 

Overall, the literature indicates that bureaucratic leadership remains an important 
organisational approach rather than an outdated management practice. Its emphasis on structure, 
accountability, consistency, and procedural fairness provides significant benefits in complex and 
highly regulated environments. However, its effectiveness depends on leaders’ ability to prevent 
excessive rigidity and incorporate flexibility, employee participation, and innovation-oriented 
practices. While transformational leadership may be better suited for environments requiring 
creativity and rapid change, bureaucratic leadership remains essential for maintaining 
organisational reliability, governance, and operational excellence. Therefore, contemporary 
organisations should view bureaucratic leadership not as an alternative to adaptive leadership 
approaches, but as a complementary capability that supports sustainable organisational 
performance. 

4.3 Bureaucratic Leadership 

Bureaucratic leadership remains an important leadership approach within organisations 
characterised by high levels of regulation, formal procedures, accountability, and operational 
consistency. Rooted in Weber's (1947) theory of bureaucracy, bureaucratic leadership emphasises 
hierarchical authority, clearly defined roles, adherence to organisational policies, and decision-
making based on established rules rather than personal discretion. Although contemporary 
leadership research often associates bureaucratic leadership with rigidity and reduced 
organisational flexibility, recent studies argue that it continues to play a significant role in sectors 
where compliance, risk management, quality assurance, and procedural standardisation are 
essential, particularly within healthcare, public administration, financial institutions, and 
government organisations (Northouse, 2022; Al-Hawary & Al-Khalidi, 2023). Rather than 
viewing bureaucratic leadership solely as an obstacle to innovation, contemporary scholarship 
increasingly recognises its contribution to organisational stability, accountability, and operational 
reliability. 

Recent research by Al-Hawary and Al-Khalidi (2023) demonstrates that bureaucratic 
leadership contributes positively to organisational effectiveness by strengthening procedural 
consistency, regulatory compliance, and employee role clarity. Their study suggests that clearly 
defined organisational structures reduce ambiguity regarding responsibilities and decision-making 
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authority, thereby improving employee coordination and reducing operational errors. These 
findings support Weber's classical bureaucratic theory, which argues that formal authority and 
established procedures enable organisations to achieve efficiency through predictable and rational 
administrative processes (Weber, 1947). Rather than relying on individual managerial discretion, 
bureaucratic leaders ensure that organisational decisions are guided by documented policies that 
promote fairness, consistency, and accountability. 

The study further indicates that procedural standardisation enhances employee confidence by 
establishing transparent performance expectations and reducing uncertainty in organisational 
decision-making. Employees operating within clearly defined bureaucratic systems experience 
greater consistency in supervision, performance evaluation, and organisational communication, 
thereby reducing perceptions of favouritism and managerial bias. These findings reinforce 
previous research suggesting that bureaucratic leadership promotes organisational justice through 
the consistent application of formal rules and administrative procedures (Northouse, 2022; Bush, 
2022). However, Al-Hawary and Al-Khalidi (2023) also acknowledge that excessive procedural 
control may reduce organisational responsiveness by limiting employees' autonomy and 
discretionary decision-making, particularly within dynamic environments requiring rapid 
adaptation. 

Similarly, Bush (2022) argues that bureaucratic leadership remains particularly effective 
within educational institutions and public sector organisations because these environments require 
consistency, accountability, and adherence to statutory regulations. Educational leaders operating 
within bureaucratic systems are responsible not only for organisational performance but also for 
ensuring compliance with national policies, professional standards, and legal requirements. 
Bureaucratic leadership therefore provides an administrative framework that supports equitable 
decision-making while ensuring that institutional objectives are achieved within established 
governance structures. Rather than restricting leadership effectiveness, formal administrative 
procedures can strengthen organisational legitimacy by ensuring transparency and accountability 
across decision-making processes. 

Bush (2022) further suggests that bureaucratic leadership promotes organisational stability by 
reducing uncertainty during routine administrative operations. Clearly defined reporting 
relationships, formal communication channels, and standardised procedures enable organisations 
to coordinate complex activities efficiently while minimising operational inconsistencies. These 
characteristics become particularly valuable within large public organisations where multiple 
departments must operate according to uniform standards. Nevertheless, the study acknowledges 
that excessive bureaucratic control may discourage innovation by limiting employees' 
opportunities to exercise creativity and independent judgement. Consequently, effective 
bureaucratic leadership requires balancing procedural compliance with sufficient managerial 
flexibility to accommodate changing organisational circumstances. 

Recent empirical evidence also highlights the relationship between bureaucratic leadership 
and organisational risk management. Alshurideh et al. (2024) argue that bureaucratic leadership 
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contributes significantly to organisational resilience by ensuring that decision-making processes 
remain consistent during periods of uncertainty. Through clearly established contingency 
procedures, documented responsibilities, and hierarchical communication structures, bureaucratic 
organisations can respond systematically to operational disruptions while maintaining regulatory 
compliance. Rather than encouraging improvisation, bureaucratic leaders minimise organisational 
risk by ensuring that employees follow predefined protocols designed to safeguard organisational 
continuity. These findings extend traditional bureaucratic theory by demonstrating that procedural 
standardisation may strengthen organisational resilience under conditions requiring coordinated 
institutional responses. 

An important contribution of Alshurideh et al. (2024) lies in recognising that bureaucratic 
leadership supports organisational sustainability through governance rather than innovation alone. 
The authors argue that effective governance structures improve organisational performance by 
reducing administrative errors, strengthening accountability, and ensuring consistent 
implementation of organisational policies. Particularly within highly regulated sectors such as 
healthcare and financial services, bureaucratic leadership enables organisations to maintain quality 
standards while complying with increasingly complex legal and ethical requirements. 
Consequently, bureaucratic leadership contributes to long-term organisational effectiveness by 
protecting institutional integrity and reducing operational risk. 

Conversely, recent studies continue to identify significant limitations associated with 
bureaucratic leadership, particularly regarding organisational innovation and employee 
engagement. Khan et al. (2023) found that highly bureaucratic organisational environments may 
reduce employees' innovative work behaviour by restricting participation in decision-making and 
limiting opportunities for creative problem-solving. Strict adherence to formal procedures can 
discourage employees from proposing alternative solutions because organisational cultures 
prioritise procedural compliance over experimentation. These findings are consistent with 
contemporary leadership theory suggesting that excessive centralisation may reduce organisational 
adaptability within rapidly changing business environments (Northouse, 2022). 

Khan et al. (2023) further argue that bureaucratic leadership may weaken intrinsic motivation 
by limiting employee autonomy. Employees who possess limited discretion over work processes 
often become less engaged because organisational procedures determine both decision-making 
authority and acceptable methods of task completion. While bureaucratic systems enhance 
consistency, they may simultaneously reduce employees' perceptions of empowerment and 
ownership. This observation supports self-determination theory, which suggests that autonomy 
represents a critical psychological need influencing employee motivation and performance. 
Consequently, organisations relying exclusively on bureaucratic leadership may experience 
reduced innovation despite achieving high levels of operational consistency. 

Recent research within healthcare settings similarly demonstrates both the strengths and 
limitations of bureaucratic leadership. Gebreheat et al. (2023) found that structured leadership 
systems improve patient safety by ensuring adherence to clinical protocols, professional standards, 
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and evidence-based procedures. Within hospitals, bureaucratic leadership supports quality 
assurance through clearly defined reporting relationships, documentation requirements, and 
accountability mechanisms that reduce medical errors and enhance patient outcomes. Such 
findings illustrate that bureaucratic leadership remains particularly valuable in environments 
where deviations from established procedures may produce significant organisational or societal 
consequences. 

However, Gebreheat et al. (2023) also report that excessive bureaucratic control may reduce 
healthcare professionals' responsiveness to rapidly changing clinical situations. Strict procedural 
requirements can delay decision-making, particularly during emergencies requiring immediate 
clinical judgement. Consequently, the authors recommend combining bureaucratic governance 
with more participative leadership approaches that allow healthcare professionals sufficient 
flexibility to respond effectively to complex patient needs. This perspective reflects a growing 
consensus that bureaucratic leadership functions most effectively when complemented by adaptive 
leadership behaviours capable of balancing regulatory compliance with professional discretion. 

Collectively, contemporary research demonstrates that bureaucratic leadership continues to 
provide important organisational benefits despite increasing emphasis on transformational and 
participative leadership models. Recent studies consistently identify procedural consistency, 
accountability, governance, regulatory compliance, and operational stability as key strengths of 
bureaucratic leadership, particularly within highly regulated organisational contexts (Bush, 2022; 
Al-Hawary & Al-Khalidi, 2023; Alshurideh et al., 2024). At the same time, evidence suggests that 
excessive bureaucratic control may reduce organisational innovation, employee empowerment, 
and adaptability by limiting autonomy and discouraging creative problem-solving (Khan et al., 
2023). Consequently, contemporary leadership scholarship increasingly views bureaucratic 
leadership not as an outdated management approach but as a context-dependent leadership style 
whose effectiveness depends upon organisational objectives, environmental stability, and the 
degree to which procedural control is balanced with flexibility. Rather than replacing bureaucratic 
leadership entirely, modern organisations increasingly integrate bureaucratic structures with 
transformational, participative, and adaptive leadership approaches to achieve both organisational 
stability and continuous improvement. 

Recent scholarship has reaffirmed the continued relevance of bureaucratic leadership in 
organisations that operate within highly regulated and policy-driven environments. Bureaucratic 
leadership is characterised by formal authority, clearly defined organisational hierarchies, strict 
adherence to rules and procedures, and standardised decision-making processes that promote 
consistency, accountability, and administrative efficiency (Northouse, 2022). Rather than 
emphasising employee inspiration or organisational transformation, bureaucratic leadership 
focuses on ensuring that organisational objectives are achieved through procedural compliance, 
role clarity, and institutional governance. Contemporary public administration research similarly 
demonstrates that formal administrative structures remain essential for maintaining organisational 
legitimacy, accountability, and service quality, particularly within public-sector institutions 
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operating under extensive regulatory oversight (Backhaus & Vogel, 2022; Rimkutė & Van der 
Voet, 2024).  

Research examining governance within higher education demonstrates that bureaucratic 
leadership strengthens institutional effectiveness by ensuring that strategic plans are translated into 
operational activities through formal administrative structures, clearly defined responsibilities, and 
systematic monitoring procedures (Bush, 2020). Increasing demands for accreditation, quality 
assurance, financial accountability, and regulatory compliance have reinforced the importance of 
hierarchical governance and procedural consistency in universities. Recent analyses of higher 
education governance indicate that expanding administrative systems have become central 
mechanisms for coordinating institutional activities, ensuring compliance with national 
regulations, and maintaining organisational stability despite increasing environmental complexity 
(Andersson et al., 2024; Ehrich & English, 2024).  

Strategic planning remains an important mechanism linking bureaucratic leadership with 
organisational performance. Rather than motivating employees through vision or personal 
influence, bureaucratic leaders implement strategic objectives by developing formal procedures, 
enforcing organisational regulations, establishing performance standards, and monitoring policy 
implementation (DuBrin, 2022). This systematic approach enables academic and administrative 
staff to perform their responsibilities according to clearly defined organisational expectations, 
thereby improving institutional coordination, accountability, and administrative effectiveness. 
Consequently, bureaucratic leadership supports organisational performance by ensuring 
consistency in policy implementation and reducing operational ambiguity. Evidence from public 
administration further demonstrates that clearly defined administrative authority and hierarchical 
coordination strengthen organisational performance by improving governance, decision 
consistency, and institutional accountability (Backhaus & Vogel, 2022).  

These findings reinforce bureaucratic leadership theory by demonstrating that organisational 
effectiveness depends upon formal governance systems, administrative discipline, and procedural 
standardisation. Bureaucratic leaders facilitate strategy implementation through clearly defined 
organisational hierarchies, established communication channels, and strict compliance with 
institutional policies rather than through employee empowerment or organisational transformation 
(Northouse, 2022). Consequently, bureaucratic leadership represents an important organisational 
capability that strengthens governance, enhances policy implementation, and promotes 
institutional stability, particularly within highly regulated organisational environments. 
Contemporary leadership research similarly recognises that formal leadership structures continue 
to play an essential role in achieving positive organisational outcomes where regulatory 
compliance, accountability, and risk management are organisational priorities (Backhaus & Vogel, 
2022).  

Furthermore, strategic planning alone is insufficient to achieve organisational objectives 
without the administrative controls embedded within bureaucratic leadership. While strategic 
plans establish organisational direction, bureaucratic leaders ensure effective implementation by 
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allocating responsibilities, enforcing regulations, monitoring compliance, and maintaining 
accountability across organisational levels (Bush, 2020). This reinforces the argument that 
successful strategy implementation depends not only upon planning but also upon leadership 
behaviours that ensure consistency, procedural fairness, and organisational discipline. 
Administrative competence, policy enforcement, regulatory compliance, and systematic 
supervision therefore become essential leadership competencies that enable organisations to bridge 
the gap between strategic intentions and operational execution (DuBrin, 2022). Empirical evidence 
from European public-sector organisations similarly demonstrates that bureaucratic 
responsiveness depends upon clearly established administrative authority, structured decision-
making processes, and formal governance mechanisms that ensure effective implementation of 
organisational policies (Rimkutė & Van der Voet, 2024).  

Within the Nigerian higher education sector, bureaucratic leadership is particularly relevant 
because institutions operate within environments characterised by limited financial resources, 
extensive regulatory requirements, hierarchical governance structures, and increasing demands for 
accountability (Bush, 2020). Under these circumstances, bureaucratic leaders play an important 
role in ensuring compliance with institutional policies, coordinating administrative processes, and 
maintaining organisational stability despite environmental uncertainty. Rather than responding to 
organisational challenges through transformational change initiatives, bureaucratic leaders 
strengthen institutional performance by promoting procedural consistency, administrative order, 
and effective governance. Similar conclusions have been reported in comparative studies of public 
organisations, where formal organisational structures enable leaders to coordinate increasingly 
complex administrative systems while ensuring policy compliance and organisational 
accountability (van der Hoek & Kuipers, 2024).  

Evidence from service-oriented organisations similarly demonstrates that bureaucratic 
leadership contributes positively to operational performance where standardisation and service 
consistency are organisational priorities. Formal procedures, clearly defined employee roles, and 
structured supervision reduce service variability, strengthen organisational accountability, and 
improve compliance with operational standards (DuBrin, 2022). Although bureaucratic leadership 
may limit employee discretion and creativity, contemporary public administration research 
indicates that procedural leadership remains highly effective in organisations responsible for 
delivering essential public services where consistency, transparency, and legal compliance 
outweigh flexibility (Backhaus & Vogel, 2022).  

Similarly, research on large-scale public governance indicates that bureaucratic leadership 
supports organisational coordination through clearly defined governance structures, formal 
reporting systems, and hierarchical decision-making processes. Bureaucratic systems establish 
accountability mechanisms, standard operating procedures, and systematic monitoring processes 
that reduce uncertainty and strengthen organisational coordination across multiple stakeholders 
(OECD, 2023; Rimkutė & Van der Voet, 2024).  
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An important contribution of contemporary bureaucratic leadership research is the recognition 
that effective administration depends not solely upon individual leadership characteristics but also 
upon the quality of organisational systems, governance frameworks, and institutional procedures. 
Leadership effectiveness therefore emerges from the successful integration of formal authority, 
organisational structure, policy compliance, and administrative accountability. Recent scholarship 
on public-sector leadership further argues that effective leadership within bureaucratic 
organisations is increasingly shaped by institutional context, governance arrangements, and 
administrative systems rather than solely by individual leader behaviours (Backhaus & Vogel, 
2022; Ehrich & English, 2024). 

Recent studies indicate that bureaucratic leadership contributes to organisational effectiveness 
by promoting administrative consistency, regulatory compliance, procedural fairness, and 
institutional stability, particularly within public-sector organisations and highly regulated 
environments (OECD, 2023; World Bank, 2023). Unlike transformational leadership, bureaucratic 
leadership emphasises formal authority, hierarchical reporting structures, standard operating 
procedures, and adherence to organisational policies, thereby ensuring that employees perform 
their responsibilities according to established regulations rather than individual discretion 
(Northouse, 2022). This leadership approach is particularly valuable in organisations where 
accountability, transparency, and legal compliance are fundamental organisational priorities. 

Recent research on public governance demonstrates that bureaucratic leadership supports 
employee well-being indirectly by creating structured work environments characterised by clearly 
defined responsibilities, predictable decision-making processes, and procedural justice (OECD, 
2023). Employees working within organisations governed by formal administrative procedures 
experience greater role clarity and lower levels of role ambiguity because organisational 
expectations, reporting relationships, and operational standards are explicitly defined. 
Consequently, bureaucratic leadership contributes to organisational stability by reducing 
uncertainty and promoting equitable treatment through the consistent application of organisational 
policies (World Bank, 2023). 

Contemporary governance research further demonstrates that bureaucratic leadership remains 
effective across diverse national and institutional contexts because administrative systems rely 
upon universal principles of hierarchy, accountability, legal-rational authority, and procedural 
standardisation (United Nations, 2022). Although administrative structures differ between 
countries, organisations consistently depend upon formal rules, documentation, and institutional 
oversight to ensure transparency, reduce administrative discretion, and strengthen public trust. 
These findings support Weber's theory of bureaucracy, which argues that organisational 
effectiveness is enhanced through rational-legal authority rather than personal influence or 
charismatic leadership (Weber, 1978; Northouse, 2022). 

Furthermore, employee satisfaction within bureaucratic organisations is strongly influenced 
by perceptions of procedural fairness, consistency in decision-making, and equitable 
implementation of organisational policies (OECD, 2023). Employees are more likely to trust 
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organisational leadership when recruitment, promotion, performance evaluation, and disciplinary 
procedures are conducted according to transparent regulations rather than subjective managerial 
judgement. This reinforces institutional legitimacy while strengthening organisational 
commitment through fairness and accountability instead of personal motivation or inspirational 
leadership (Bush, 2020). 

Evidence from humanitarian organisations and crisis management also highlights the 
continued importance of bureaucratic leadership during periods of uncertainty. The United Nations 
(2022) argues that emergency response organisations rely heavily on formal command structures, 
standard operating procedures, clearly defined authority, and coordinated administrative systems 
to ensure effective service delivery under crisis conditions. During emergencies, bureaucratic 
leadership enhances organisational resilience by maintaining operational continuity, ensuring 
compliance with emergency protocols, coordinating inter-agency collaboration, and facilitating 
accountability across multiple stakeholders. 

Within educational institutions, bureaucratic leadership continues to play a significant role in 
supporting institutional governance through structured supervision, policy implementation, quality 
assurance, and regulatory compliance (Bush, 2020). School administrators and university 
managers rely on formal governance systems to coordinate curriculum implementation, staff 
appraisal, accreditation processes, and financial accountability. Rather than encouraging 
individual innovation, bureaucratic leadership promotes educational effectiveness by ensuring 
consistency, administrative discipline, and compliance with national education standards. 

Similarly, contemporary public administration research demonstrates that bureaucratic 
leadership contributes positively to employee performance by providing clearly defined job roles, 
structured supervision, and formal performance management systems (World Bank, 2023). 
Employees perform more effectively when organisational procedures specify responsibilities, 
reporting relationships, and performance expectations. While bureaucratic leadership may reduce 
employee autonomy and creativity, it enhances organisational reliability by ensuring that 
organisational objectives are achieved through procedural compliance and systematic 
administrative control (Northouse, 2022). 

Recent reviews of governance in developing economies further indicate that bureaucratic 
leadership remains essential for strengthening institutional capacity, improving public-sector 
accountability, and reducing administrative inefficiency (World Bank, 2023). Public organisations 
operating under resource constraints frequently depend upon hierarchical management systems to 
coordinate service delivery, monitor financial expenditure, and ensure adherence to government 
regulations. Rather than relying upon individual leadership charisma, bureaucratic leaders improve 
organisational performance by strengthening governance frameworks, enforcing administrative 
discipline, and maintaining institutional order. 

Research also suggests that bureaucratic leadership supports organisational resilience by 
ensuring continuity during leadership transitions and organisational change (OECD, 2023). 
Because organisational knowledge is embedded within formal procedures, regulations, and 
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administrative systems rather than individual leaders, organisations governed through bureaucratic 
structures are better able to maintain operational stability despite personnel changes. This 
institutional continuity reduces organisational risk while promoting long-term sustainability 
through established governance mechanisms. 

Recent scholarship therefore recognises bureaucratic leadership as an important governance 
approach that complements contemporary management practices rather than representing an 
outdated leadership style (Farazmand, 2022; OECD, 2023). While transformational leadership 
encourages innovation and organisational change, bureaucratic leadership provides the 
administrative infrastructure necessary to ensure accountability, policy implementation, legal 
compliance, and institutional consistency. Consequently, organisations operating within highly 
regulated sectors—including public administration, higher education, healthcare, and government 
agencies—continue to depend upon bureaucratic leadership to strengthen governance, improve 
organisational performance, and sustain institutional legitimacy. 

4.4 Conclusion 

Bureaucratic leadership, characterised by formal authority, clearly defined organisational 
hierarchies, adherence to established rules, standardised procedures, and structured decision-
making, continues to demonstrate its relevance in promoting organisational stability, 
accountability, regulatory compliance, and administrative efficiency across highly regulated 
organisational environments. The literature reviewed indicates that bureaucratic leadership is not 
simply a traditional leadership style but an essential governance mechanism that enables 
organisations to maintain operational consistency, institutional legitimacy, and sustainable 
performance in complex and policy-driven environments. 

A consistent finding across the reviewed studies is the positive relationship between 
bureaucratic leadership and organisational performance through enhanced governance, policy 
implementation, and administrative coordination. Bureaucratic leaders establish formal reporting 
structures, allocate responsibilities clearly, enforce organisational policies, and ensure that 
employees perform their duties according to established regulations and professional standards. 
Rather than relying on personal influence or employee inspiration, bureaucratic leadership 
promotes organisational effectiveness by strengthening procedural compliance, accountability, 
and consistency in organisational operations. 

The review also demonstrates that bureaucratic leadership plays a critical role in 
organisational stability and strategic implementation. Within organisations operating under strict 
regulatory frameworks, bureaucratic leaders ensure that strategic objectives are translated into 
operational activities through structured planning, formal communication channels, systematic 
supervision, and performance monitoring. Effective implementation therefore depends not only on 
strategic planning but also on administrative control mechanisms that ensure compliance with 
institutional policies, minimise operational uncertainty, and coordinate organisational activities 
efficiently. 
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Governance and accountability emerged as dominant themes throughout the literature. Studies 
consistently show that bureaucratic leadership strengthens organisational governance by 
establishing clear authority structures, transparent decision-making processes, documented 
procedures, and formal accountability mechanisms. These governance arrangements reduce 
ambiguity, improve organisational coordination, facilitate regulatory compliance, and support 
effective risk management, particularly in public-sector institutions, healthcare organisations, 
educational institutions, and government agencies where legal and policy requirements are 
extensive. 

The literature further demonstrates that bureaucratic leadership contributes significantly to 
organisational reliability and service consistency. Leaders who enforce standard operating 
procedures, maintain procedural fairness, and ensure compliance with organisational regulations 
create stable working environments characterised by predictability, operational discipline, and 
administrative order. Although bureaucratic leadership may restrict employee autonomy and 
creativity in some settings, evidence suggests that it remains particularly valuable in organisations 
where service quality, safety, fairness, and legal compliance depend upon consistent application 
of established procedures. 

Another important contribution of the reviewed literature is the continued relevance of 
bureaucratic leadership within public administration and higher education. Studies conducted 
across government institutions, universities, and public-sector organisations indicate that 
bureaucratic leadership enhances institutional effectiveness by ensuring compliance with 
regulatory frameworks, strengthening governance systems, improving financial accountability, 
and facilitating policy implementation despite resource limitations and increasing institutional 
complexity. These findings demonstrate that bureaucratic leadership remains indispensable where 
transparency, institutional legitimacy, and public accountability are organisational priorities. 

The review also highlights the strategic importance of bureaucratic leadership within 
developing economies and resource-constrained environments. Evidence from higher education, 
healthcare, and public administration indicates that bureaucratic leadership enables organisations 
to maintain institutional stability despite financial constraints, political uncertainty, and complex 
governance challenges. Through clearly defined authority structures, administrative discipline, and 
procedural consistency, bureaucratic leaders strengthen organisational resilience while ensuring 
continuity of operations and effective service delivery under difficult conditions. 

Furthermore, the literature indicates that bureaucratic leadership contributes directly to 
organisational sustainability by promoting institutional continuity, regulatory compliance, ethical 
governance, and effective resource management. Formal governance structures ensure that 
organisational decisions are transparent, legally compliant, and aligned with long-term 
institutional objectives. Consequently, bureaucratic leadership supports sustainable organisational 
performance by strengthening governance capacity, reducing administrative risks, and maintaining 
organisational legitimacy within increasingly complex regulatory environments. 
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Overall, the evidence reviewed confirms that bureaucratic leadership remains an important 
and empirically relevant leadership approach within contemporary organisational research. Its 
contributions extend beyond maintaining organisational order to strengthening governance, 
accountability, policy implementation, institutional resilience, and long-term organisational 
sustainability across multiple sectors. Although bureaucratic leadership may be less effective in 
highly innovative or rapidly changing environments where flexibility and creativity are essential, 
the evidence consistently demonstrates its value as a strategic governance capability for 
organisations operating within formal regulatory and administrative systems. 

Consequently, organisations operating in highly regulated sectors should continue investing 
in leadership development programmes that strengthen bureaucratic leadership competencies, 
including policy implementation, administrative accountability, regulatory compliance, ethical 
governance, strategic planning, risk management, and institutional oversight. As organisations 
face increasing regulatory complexity, public scrutiny, governance reforms, and accountability 
demands, bureaucratic leadership will remain an essential capability for ensuring organisational 
stability, effective governance, procedural consistency, and sustainable organisational success. 
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Chapter 5: 

CHARISMATIC LEADERSHIP 

5.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of charismatic leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating classical leadership theories with recent empirical evidence to explain 
how charismatic leadership influences organisational performance, employee commitment, 
organisational change, innovation, and follower behaviour. As one of the foundational leadership 
theories, charismatic leadership has gained renewed attention in contemporary organisations 
because of its emphasis on visionary leadership, emotional influence, trust-building, ethical 
conduct, and the ability to inspire followers to achieve collective organisational goals (Northouse, 
2022; Banks et al., 2023). 

The chapter begins by critically examining the theoretical foundations of charismatic 
leadership, tracing its evolution from Weber's (1947) concept of charismatic authority to House's 
(1977) behavioural theory of charismatic leadership and subsequent organisational applications 
developed by Conger and Kanungo (1998). Weber (1947) conceptualised charisma as a form of 
authority derived from followers' perceptions of a leader's extraordinary qualities rather than 
formal position or legal authority. House (1977) later expanded this perspective by proposing that 
charismatic leaders influence followers through visionary communication, confidence, role 
modelling, and sensitivity to follower needs. Conger and Kanungo (1998) further refined the 
theory by identifying key behavioural dimensions of charismatic leadership, including strategic 
vision, unconventional behaviour, personal risk-taking, environmental sensitivity, and 
inspirational communication. These theoretical perspectives provide the analytical framework for 
evaluating the selected studies throughout this chapter. 

The reviewed literature consistently demonstrates that charismatic leadership contributes 
significantly to employee motivation, organisational commitment, trust, job satisfaction, 
innovation, organisational citizenship behaviour, and overall organisational effectiveness (Banks 
et al., 2023; Antonakis et al., 2016). Through compelling vision, emotional appeal, and strong 
interpersonal influence, charismatic leaders encourage employees to identify with organisational 
goals, strengthen collective commitment, and exert greater discretionary effort. Consequently, 
charismatic leadership has become particularly valuable in organisational environments 
characterised by uncertainty, strategic transformation, crisis management, and increasing 
competitive pressures (Northouse, 2022; Haslam et al., 2020). 
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The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, multinational 
corporations, non-governmental organisations (NGOs), and small and medium-sized enterprises 
(SMEs). Examining charismatic leadership across these diverse sectors provides a comprehensive 
understanding of how charismatic behaviours influence organisational outcomes within different 
institutional, organisational, and cultural contexts. Although the core principles of charismatic 
leadership remain consistent across sectors, evidence suggests that leadership effectiveness is 
shaped by organisational culture, governance structures, employee expectations, and contextual 
conditions (Banks et al., 2023). 

In addition to examining the direct effects of charismatic leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
charismatic leadership influences organisational outcomes. The reviewed studies identify 
employee trust, organisational identification, psychological safety, leader credibility, emotional 
intelligence, organisational culture, and social identity as important mechanisms through which 
charismatic leadership affects employee performance and organisational effectiveness (Haslam et 
al., 2020; Antonakis et al., 2016; Banks et al., 2023). Understanding these underlying mechanisms 
provides a more comprehensive explanation of why charismatic leadership produces positive 
organisational outcomes while highlighting the organisational conditions necessary for its 
successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of charismatic leadership 
by comparing findings from studies conducted in Africa, Europe, Asia, North America, and the 
Middle East. Although charismatic leadership has consistently been associated with positive 
organisational outcomes across different national contexts, cultural values, institutional 
environments, and societal expectations influence how charismatic behaviours are perceived and 
enacted (House et al., 2004; Banks et al., 2023). For example, visionary leadership and emotional 
communication may be interpreted differently in collectivist and individualist cultures or in 
organisations characterised by high power distance. Consequently, the review recognises the 
importance of adapting charismatic leadership behaviours to local cultural and organisational 
contexts while preserving the fundamental principles of vision, trust, and inspirational influence. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the charismatic leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding charismatic leadership outcomes while identifying areas requiring 
further investigation. Particular attention is given to emerging issues such as ethical charismatic 
leadership, digital leadership, organisational resilience, employee well-being, crisis leadership, 
and sustainable organisational performance, all of which have become increasingly important 
within contemporary leadership research (Banks et al., 2023; Northouse, 2022). 

Overall, this chapter demonstrates that charismatic leadership remains one of the most 
influential and empirically supported leadership theories within organisational studies. Its 
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emphasis on visionary communication, trust-building, emotional influence, ethical conduct, and 
follower commitment makes it particularly relevant for organisations operating in increasingly 
dynamic, uncertain, and knowledge-intensive environments. The insights generated from this 
literature review provide the theoretical and empirical foundation for the subsequent chapters by 
informing the discussion, interpretation, and application of the present study's findings. 
Furthermore, the review contributes to a deeper understanding of how charismatic leadership can 
be integrated into leadership development programmes, organisational governance, and strategic 
management initiatives to enhance employee commitment, organisational resilience, innovation, 
and sustainable organisational success. 

5.2 Overview of Charismatic Leadership 

Charismatic leadership has emerged as one of the most influential leadership theories in 
organisational research, emphasising the ability of leaders to inspire, influence, and motivate 
followers through exceptional personal qualities, compelling vision, and emotional appeal. The 
concept was originally introduced by Weber (1947), who described charisma as a form of authority 
derived from followers' perceptions of a leader's extraordinary qualities rather than formal 
organisational position or legal authority. Unlike bureaucratic leadership, which relies on formal 
rules and hierarchical authority, charismatic leadership is based on the leader's ability to inspire 
commitment, build trust, and encourage followers to pursue collective goals with enthusiasm and 
confidence (Conger & Kanungo, 1998). 

House (1977) further developed charismatic leadership theory by proposing that charismatic 
leaders influence followers through visionary communication, confidence, unconventional 
behaviour, and sensitivity to followers' needs. According to House's theory, charismatic leaders 
create strong emotional bonds with followers by articulating an inspiring vision, demonstrating 
confidence in achieving organisational goals, and acting as role models during periods of 
uncertainty and organisational change. Contemporary leadership research continues to regard 
charismatic leadership as an important leadership approach capable of strengthening employee 
commitment, organisational resilience, and strategic performance across diverse organisational 
settings (Northouse, 2022). 

Charismatic leadership is defined as a leadership approach whereby leaders influence 
followers through personal appeal, visionary communication, confidence, and emotional 
connection, encouraging employees to exceed expected performance by identifying with 
organisational goals and the leader's vision (Northouse, 2022). Rather than relying primarily on 
formal authority or transactional exchanges, charismatic leaders inspire trust, loyalty, and 
commitment while motivating employees to embrace organisational objectives and navigate 
uncertainty with confidence (Antonakis et al., 2016). Consequently, charismatic leadership is 
particularly valuable in organisations experiencing strategic transformation, crisis, innovation, or 
significant organisational change. 
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Recent studies consistently demonstrate that charismatic leadership positively influences 
employee engagement, organisational commitment, job satisfaction, and individual performance. 
For example, Hoch et al. (2018) found that charismatic leadership significantly enhances employee 
motivation and organisational commitment by strengthening followers' emotional attachment to 
organisational goals and increasing trust in leadership. Similarly, Banks et al. (2023) reported that 
charismatic leadership behaviours contribute positively to employee engagement, organisational 
citizenship behaviour, and overall organisational effectiveness across multiple industries. These 
findings are consistent with social identity theory, which suggests that employees become more 
committed when they identify strongly with leaders who communicate an inspiring organisational 
vision and represent shared organisational values (Haslam et al., 2020). 

Visionary communication represents one of the defining characteristics of charismatic 
leadership. Charismatic leaders inspire employees by articulating ambitious organisational goals 
while fostering confidence that such objectives are achievable. Research indicates that employees 
are more willing to accept organisational change, demonstrate discretionary effort, and remain 
committed during periods of uncertainty when leaders communicate a compelling vision supported 
by confidence, optimism, and emotional conviction (Shamir et al., 1993; Banks et al., 2023). These 
leadership behaviours strengthen organisational resilience by encouraging collective commitment 
and reducing employee uncertainty during organisational transformation. 

The effectiveness of charismatic leadership is particularly evident during organisational crises 
and periods of environmental uncertainty. Contemporary research suggests that charismatic 
leaders are capable of sustaining employee morale, strengthening organisational cohesion, and 
promoting adaptive behaviour by providing emotional reassurance and strategic direction during 
challenging circumstances (Antonakis et al., 2016; Northouse, 2022). Employees who perceive 
their leaders as charismatic often report higher levels of trust, confidence, and willingness to 
support organisational initiatives despite external pressures and uncertainty. 

Research further indicates that organisational culture and contextual factors influence the 
effectiveness of charismatic leadership. While charismatic leadership consistently enhances 
employee motivation and organisational commitment, its effectiveness depends upon 
organisational trust, ethical leadership, and supportive institutional cultures that reinforce leader 
credibility (Banks et al., 2023). Organisations characterised by high levels of transparency, 
employee participation, and ethical governance are more likely to benefit from charismatic 
leadership because followers perceive leaders' vision as authentic and aligned with organisational 
values (Conger & Kanungo, 1998). 

Within the healthcare and public service sectors, charismatic leadership has demonstrated 
positive outcomes for both employees and organisational performance. Research indicates that 
charismatic leaders improve healthcare professionals' job satisfaction, organisational commitment, 
teamwork, and service quality by strengthening interpersonal trust, communication, and employee 
confidence (Specchia et al., 2021). Similarly, public-sector organisations benefit from charismatic 
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leadership because visionary leaders motivate employees to pursue public service objectives 
despite institutional constraints and resource limitations (Banks et al., 2023). 

Beyond organisational performance, charismatic leadership has increasingly been associated 
with organisational resilience, ethical leadership, and sustainable organisational development. 
Ethical charismatic leaders encourage employees to adopt shared organisational values, 
demonstrate organisational citizenship behaviours, and participate actively in long-term 
organisational improvement initiatives (Northouse, 2022). Through vision, integrity, and 
emotional influence, charismatic leaders contribute to organisational sustainability by 
strengthening employee commitment, stakeholder confidence, and organisational adaptability in 
increasingly complex environments. 

Empirical evidence from different geographical regions further demonstrates the international 
relevance of charismatic leadership. Studies conducted across Europe, Asia, Africa, and North 
America consistently report positive relationships between charismatic leadership, employee 
motivation, organisational commitment, innovation, and organisational effectiveness (Banks et al., 
2023; Antonakis et al., 2016). Although cultural differences influence how charismatic behaviours 
are expressed and interpreted, the fundamental principles of visionary leadership, trust-building, 
and emotional influence remain effective across diverse organisational contexts (Haslam et al., 
2020). 

Despite its numerous advantages, charismatic leadership is not without limitations. Excessive 
dependence on the personal qualities of individual leaders may create organisational vulnerability 
if leadership succession is poorly managed or if charismatic influence becomes personalised rather 
than institutionalised (Northouse, 2022). Additionally, charismatic leadership may become 
ineffective or potentially harmful when leaders misuse their influence for personal gain rather than 
organisational benefit, highlighting the importance of ethical leadership, accountability, and strong 
governance systems (Conger & Kanungo, 1998). Nevertheless, extensive empirical evidence 
demonstrates that charismatic leadership enhances employee motivation, organisational 
commitment, resilience, innovation, and long-term organisational performance. Its emphasis on 
visionary communication, emotional influence, trust-building, and ethical leadership makes it an 
important leadership approach for organisations operating in increasingly dynamic and uncertain 
environments. 

5.3 Charismatic Leadership 

Charismatic leadership continues to attract considerable scholarly attention because of its 
demonstrated capacity to inspire followers, strengthen organisational commitment, enhance 
employee performance, and facilitate organisational change across diverse organisational contexts 
(Northouse, 2022; Banks et al., 2023). Originally conceptualised by House (1977) and further 
developed by Conger and Kanungo (1987; 1998), charismatic leadership is characterised by 
leaders' ability to articulate an inspiring vision, demonstrate exceptional confidence, communicate 
symbolic values, and build strong emotional bonds with followers. Unlike leadership approaches 
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that rely primarily on formal authority or organisational procedures, charismatic leaders influence 
employees through personal appeal, visionary communication, and the ability to inspire trust and 
collective commitment (Conger & Kanungo, 1998). Recent empirical research demonstrates that 
charismatic leadership influences organisational outcomes both directly and indirectly through 
several psychological and organisational mechanisms. 

Zhang et al. (2023) provide compelling evidence of the relationship between charismatic 
leadership and employees' innovative work behaviour by examining the mediating role of 
organisational identification and the moderating influence of psychological safety. Their findings 
indicate that charismatic leaders stimulate innovation by inspiring employees to identify strongly 
with organisational goals while creating an emotionally supportive work environment. Rather than 
relying on formal control mechanisms, charismatic leaders cultivate emotional attachment and 
shared purpose, encouraging employees to contribute creative ideas voluntarily. These findings 
are consistent with charismatic leadership theory, which proposes that visionary communication 
and emotional influence strengthen followers' commitment to organisational objectives (House, 
1977; Northouse, 2022). 

The study further demonstrates that organisational identification serves as an important 
psychological mechanism through which charismatic leadership enhances innovative behaviour. 
Employees who admire and trust charismatic leaders develop stronger emotional attachment to 
organisational values and become more willing to support organisational change and innovation. 
Furthermore, psychological safety significantly strengthens the positive relationship between 
charismatic leadership and employee creativity, indicating that charismatic influence is most 
effective when employees feel safe to express new ideas without fear of criticism (Zhang et al., 
2023). These findings reinforce social identity theory by demonstrating that employees who 
identify closely with their organisation are more likely to engage in behaviours that promote 
organisational effectiveness (Haslam et al., 2020). 

Similarly, Li and Chen (2024) provide important insights into the psychological mechanisms 
through which charismatic leadership enhances employee performance by examining the 
mediating role of psychological empowerment. Their study demonstrates that charismatic leaders 
strengthen employees' confidence, optimism, and intrinsic motivation through inspirational 
communication, symbolic behaviour, and strong interpersonal relationships. Unlike leadership 
styles that depend primarily on supervision or formal authority, charismatic leadership develops 
employees' internal psychological resources, enabling them to perform challenging tasks with 
greater confidence and resilience (Li & Chen, 2024). 

The study identifies self-efficacy and psychological empowerment as significant mediators 
linking charismatic leadership with employee performance. By communicating an attractive future 
vision, expressing confidence in employees' capabilities, and recognising individual contributions, 
charismatic leaders encourage followers to exceed routine performance expectations. These 
findings support earlier evidence suggesting that charismatic leadership enhances employee 
engagement by strengthening followers' emotional commitment and personal confidence (Banks 
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et al., 2023; Northouse, 2022). Consequently, charismatic leadership functions not only as a 
motivational process but also as a mechanism for building long-term organisational capability 
through employee development. 

An important contribution of Li and Chen (2024) is their focus on organisations operating 
under resource constraints and competitive pressure. Their findings indicate that charismatic 
leadership becomes particularly valuable when organisations face uncertainty because leaders 
compensate for structural limitations by inspiring confidence, resilience, and collective 
commitment. Rather than depending exclusively on financial or technological resources, 
charismatic leaders strengthen organisational performance by mobilising employees around a 
compelling organisational vision. This perspective broadens charismatic leadership theory by 
highlighting psychological empowerment as a strategic organisational resource capable of 
sustaining performance under challenging conditions. 

Kim and Park (2025) further extend charismatic leadership research by investigating 
organisational resilience as the mechanism through which charismatic leadership enhances 
organisational adaptability and innovation. Their findings demonstrate that charismatic leaders 
improve resilience by promoting collective optimism, shared identity, and confidence in 
overcoming organisational challenges. Rather than focusing solely on motivating individual 
employees, charismatic leaders strengthen organisational capability by encouraging collaboration, 
learning, and adaptability during periods of environmental uncertainty. 

The concept of organisational resilience closely aligns with charismatic leadership theory. 
Leaders exhibiting charismatic behaviours inspire confidence, communicate optimism during 
crises, and reinforce employees' belief in the organisation's future success. By reframing 
organisational challenges as opportunities for collective achievement, charismatic leaders create 
resilient teams capable of sustaining innovation despite environmental disruptions (Northouse, 
2022). These findings are particularly relevant given increasing technological disruption, 
economic uncertainty, and organisational complexity. 

Kim and Park (2025) further demonstrate that environmental uncertainty strengthens the 
positive relationship between charismatic leadership and organisational resilience. During periods 
of economic instability, digital transformation, or market disruption, employees increasingly rely 
on charismatic leaders for reassurance, strategic direction, and emotional support. Under such 
conditions, charismatic leadership becomes especially influential because it reduces uncertainty, 
strengthens organisational cohesion, and encourages adaptive behaviour. These findings support 
contemporary leadership research suggesting that charismatic leadership is particularly effective 
during organisational crises because visionary leadership enhances employee confidence and 
collective resilience (Banks et al., 2023). 

Collectively, the studies by Zhang et al. (2023), Li and Chen (2024), and Kim and Park (2025) 
reinforce the multidimensional nature of charismatic leadership. They demonstrate that 
charismatic leadership influences organisational innovation through psychological, behavioural, 
and organisational mechanisms, including organisational identification, psychological 
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empowerment, employee confidence, and organisational resilience. These findings extend 
traditional charismatic leadership theory beyond leader–follower attraction by illustrating how 
charismatic leaders shape organisational culture, strengthen employees' psychological resources, 
and build adaptive organisational capabilities. Consequently, charismatic leadership should be 
viewed not merely as an individual leadership trait but as a strategic organisational capability that 
promotes innovation, resilience, and sustainable organisational performance within increasingly 
dynamic organisational environments. 

The findings of Kim and Park (2025) further demonstrate that charismatic leadership becomes 
particularly valuable during periods of environmental uncertainty when organisations require 
resilience, adaptability, and employee commitment to remain competitive. By communicating an 
inspiring vision, reinforcing employees' confidence, and creating emotional commitment, 
charismatic leaders encourage followers to embrace organisational change while maintaining high 
performance. Such leadership behaviours strengthen organisational learning, innovation, and long-
term adaptability, enabling organisations to respond effectively to rapidly changing business 
environments (Northouse, 2022). Organisational resilience therefore emerges as a critical 
mechanism through which charismatic leadership enhances sustainable organisational 
performance. 

A notable contribution of recent charismatic leadership research is the integration of 
charismatic leadership with organisational resilience and psychological empowerment theories. 
Contemporary scholars argue that charismatic leaders influence organisational effectiveness not 
only through personal influence but also by strengthening organisational capabilities, employee 
confidence, and adaptive organisational systems (Banks et al., 2023; Li & Chen, 2024). This 
perspective extends classical charismatic leadership theory by demonstrating that leadership 
effectiveness depends upon developing resilient organisational cultures alongside emotionally 
committed employees. Consequently, charismatic leadership should be regarded as a strategic 
organisational capability that strengthens innovation, resilience, employee engagement, and 
sustainable organisational success. 

Recent evidence from healthcare organisations also demonstrates the practical relevance of 
charismatic leadership. Tsapnidou et al. (2024) reported that leaders displaying charismatic 
behaviours significantly improve employee engagement, organisational commitment, workforce 
retention, and quality of patient care by communicating a compelling vision, demonstrating 
confidence, and fostering strong interpersonal relationships. Through inspirational communication 
and symbolic leadership, charismatic leaders strengthen professional commitment and encourage 
collaborative behaviours that improve organisational effectiveness. These findings reinforce the 
growing consensus that charismatic leadership functions not simply as a source of personal 
influence but as a strategic leadership approach capable of promoting organisational sustainability, 
employee well-being, and high-quality service delivery within increasingly complex 
organisational environments. 
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Recent scholarship has extended charismatic leadership theory by examining how charismatic 
leaders influence organisational sustainability and employees' pro-environmental behaviour. 
Drawing on House's (1977) theory of charismatic leadership and the behavioural framework 
developed by Conger and Kanungo (1998), contemporary studies argue that charismatic leaders 
promote sustainability by articulating an inspiring environmental vision, modelling 
environmentally responsible behaviours, and cultivating followers' emotional commitment to 
sustainable organisational values. Unlike bureaucratic approaches that emphasise regulatory 
compliance, charismatic leaders encourage employees to internalise environmental responsibility 
as a shared organisational purpose, thereby fostering voluntary participation in sustainability 
initiatives (Northouse, 2022; Robertson & Barling, 2021). 

Recent evidence suggests that charismatic leaders strengthen organisational sustainability by 
communicating a compelling vision that motivates employees to perceive environmental 
stewardship as an integral component of organisational success rather than an externally imposed 
obligation. Through persuasive communication, symbolic actions, and role modelling, charismatic 
leaders create emotionally engaging organisational cultures in which employees willingly adopt 
environmentally responsible behaviours and contribute to sustainability objectives. This value-
driven leadership approach reinforces ethical leadership while strengthening organisational 
commitment towards sustainable development (Robertson & Barling, 2021; Banks et al., 2023). 

Studies further demonstrate that environmental awareness functions as an important 
psychological mechanism through which charismatic leadership influences employees' pro-
environmental behaviour. Rather than relying exclusively on formal environmental policies and 
administrative controls, charismatic leaders stimulate employees' environmental consciousness by 
encouraging innovative thinking, promoting shared environmental values, and reinforcing the 
long-term benefits of sustainable organisational practices. Employees who identify with 
charismatic leaders are more likely to demonstrate organisational citizenship behaviours that 
support environmental sustainability because they perceive sustainability as part of the 
organisation's collective mission (Kim et al., 2023; Robertson & Barling, 2021). These findings 
suggest that charismatic leadership facilitates behavioural change by influencing employees' 
beliefs, values, and emotional commitment rather than through direct supervision alone. 

Importantly, recent studies indicate that employee psychological well-being moderates the 
effectiveness of charismatic leadership. Although charismatic leaders inspire commitment and 
enthusiasm, employees experiencing emotional exhaustion, occupational stress, or burnout may 
respond less positively to charismatic influence. Consequently, leadership effectiveness depends 
not only upon leaders' visionary communication but also upon employees' psychological resources 
and organisational support systems. This finding reinforces contemporary leadership theory, which 
identifies emotional intelligence, empathy, and supportive workplace relationships as essential 
competencies for sustaining charismatic influence and organisational performance (Northouse, 
2022; Banks et al., 2023). Organisations seeking to achieve sustainability through charismatic 
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leadership should therefore integrate leadership development with employee well-being 
programmes to maximise long-term effectiveness. 

Recent research also demonstrates the strategic contribution of charismatic leadership to 
organisational performance within higher education institutions. Habeeb and Eyupoglu (2024) 
argue that visionary leadership enhances institutional effectiveness by translating strategic plans 
into operational outcomes through strong leader–follower relationships, shared organisational 
purpose, and employee commitment. Although their study focuses on strategic leadership more 
broadly, its findings align closely with charismatic leadership theory by demonstrating that leaders 
who communicate an inspiring institutional vision and foster collective commitment strengthen 
strategic implementation and organisational performance. Given increasing pressures associated 
with digital transformation, international competition, accreditation requirements, and educational 
reforms, charismatic leadership provides universities with a leadership approach capable of 
promoting institutional adaptability, collaboration, and long-term sustainability (Habeeb & 
Eyupoglu, 2024). 

The study identifies strategic planning as an important mechanism linking charismatic 
leadership with organisational performance. Rather than viewing leadership and strategic planning 
as separate organisational processes, charismatic leaders integrate strategic objectives with 
compelling organisational narratives that inspire employees to align their personal aspirations with 
institutional goals. Through persuasive communication, symbolic leadership, and emotional 
engagement, charismatic leaders encourage academic and administrative staff to demonstrate 
stronger organisational commitment, thereby improving institutional coordination, organisational 
effectiveness, and strategic implementation (Conger & Kanungo, 1998; Northouse, 2022). 

These findings reinforce charismatic leadership theory by demonstrating that effective 
strategic leadership extends beyond administrative planning to include vision communication, 
organisational identification, and employee engagement. Charismatic leaders facilitate strategy 
implementation by inspiring confidence, strengthening organisational culture, and encouraging 
employees to embrace institutional goals as shared responsibilities rather than managerial 
directives. Consequently, charismatic leadership represents a strategic organisational capability 
that enhances institutional resilience, strategic execution, and sustainable organisational 
performance, particularly within increasingly competitive higher education environments (Banks 
et al., 2023). 

Furthermore, the findings of Habeeb and Eyupoglu (2024) indicate that strategic planning 
alone is insufficient to achieve sustainable organisational success without the relational and 
motivational competencies associated with charismatic leadership. While strategic plans provide 
organisational direction, charismatic leaders translate these plans into meaningful organisational 
action by communicating an inspiring vision, demonstrating confidence, and fostering employees' 
emotional commitment to institutional objectives. This reinforces the argument that successful 
strategy implementation depends not only upon formal planning but also upon leadership 
behaviours that inspire trust, commitment, collaboration, and organisational identification 



75 

(Northouse, 2022). Vision articulation, emotional intelligence, persuasive communication, and 
leader credibility therefore become essential leadership competencies that bridge the gap between 
strategic intentions and operational execution (Banks et al., 2023). 

Within the Nigerian higher education sector, these charismatic leadership competencies are 
particularly important because institutions operate under conditions characterised by financial 
constraints, hierarchical governance structures, increasing accountability requirements, and socio-
political uncertainty (Habeeb & Eyupoglu, 2024). Under such circumstances, charismatic leaders 
play a pivotal role in aligning institutional missions with employees' aspirations while fostering 
organisational cohesion and collective responsibility. Rather than responding passively to 
institutional challenges, charismatic leaders inspire confidence, reinforce shared organisational 
values, and cultivate adaptive organisational cultures capable of sustaining long-term institutional 
performance. Consequently, charismatic leadership emerges as a strategic organisational 
capability that strengthens institutional resilience, enhances strategic implementation, and 
promotes sustainable organisational development in resource-constrained higher education 
environments (Banks et al., 2023; Northouse, 2022). 

Kim, Yang, and Lee (2023) contribute to the charismatic leadership literature by examining 
the influence of charismatic leaders within the hospitality industry, where service quality depends 
heavily on employee behaviour, creativity, and customer interactions. Drawing on charismatic 
leadership theory, the authors argue that leaders who communicate an inspiring vision, display 
confidence, demonstrate exemplary behaviour, and inspire emotional commitment significantly 
enhance employee creativity, organisational identification, and task performance (Conger & 
Kanungo, 1998; House, 1977). Their findings indicate that charismatic leadership strengthens 
employees' willingness to exceed formal job requirements by fostering emotional attachment to 
both the leader and the organisation, thereby reinforcing its strategic importance within customer-
oriented organisations (Kim et al., 2023). 

A particularly important contribution of Kim et al. (2023) is the identification of 
organisational identification as a mediating mechanism linking charismatic leadership with 
employee performance. Charismatic leaders cultivate employees' psychological attachment to 
organisational values by articulating a compelling vision, demonstrating confidence during 
uncertainty, and building meaningful interpersonal relationships. As employees increasingly 
identify with the organisation's mission and values, they demonstrate stronger organisational 
commitment, greater discretionary effort, and higher levels of creative performance. These 
findings are consistent with social identity theory, which suggests that individuals derive 
motivation and self-esteem from belonging to valued groups and organisations (Haslam et al., 
2020). Consequently, charismatic leadership enhances employee performance by strengthening 
employees' emotional connection to organisational goals rather than relying solely on formal 
authority or external rewards. 

The study further demonstrates that charismatic leadership stimulates creativity by 
encouraging employees to embrace ambitious goals, challenge conventional practices, and 
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contribute innovative solutions within highly competitive service industries. Through inspirational 
communication and role modelling, charismatic leaders create organisational cultures 
characterised by confidence, optimism, and continuous improvement. Such leadership behaviours 
contribute to sustained competitive advantage because employee creativity and service innovation 
directly influence customer satisfaction and organisational performance (Kim et al., 2023). These 
findings reinforce charismatic leadership theory, which argues that leaders inspire extraordinary 
follower performance by communicating an attractive future vision and fostering collective 
confidence in achieving organisational objectives (Conger & Kanungo, 1998). 

Al-Subaie et al. (2021) provide a strategic perspective by examining charismatic leadership 
within megaproject environments characterised by complexity, uncertainty, and multiple 
stakeholder interests. Using Interpretive Structural Modelling (ISM) and MICMAC analysis, the 
study identifies organisational and leadership factors required to develop effective leadership 
capabilities within large-scale infrastructure and development projects. From a charismatic 
leadership perspective, the findings suggest that successful project leaders inspire commitment by 
communicating a compelling vision, demonstrating confidence during uncertainty, and motivating 
multidisciplinary teams to pursue challenging organisational objectives despite complex project 
environments (House, 1977; Conger & Kanungo, 1998). 

The findings demonstrate that charismatic leaders function as visionary architects who 
provide strategic direction, coordinate diverse stakeholder interests, facilitate collaboration, and 
inspire employees to overcome uncertainty through confidence and optimism. Within megaproject 
environments, charismatic leadership becomes particularly valuable because employees frequently 
encounter ambiguity, competing priorities, and changing project demands. Under such conditions, 
followers are more likely to respond positively to leaders who project confidence, communicate 
clear goals, and inspire collective commitment (Al-Subaie et al., 2021). These findings reinforce 
charismatic leadership theory by demonstrating that visionary communication and emotional 
influence are critical mechanisms through which leaders maintain stakeholder engagement and 
project performance. 

An important contribution of the study is its identification of leadership development enablers 
through structural modelling techniques. Vision articulation, trust-building, inspirational 
communication, and employee empowerment emerged as high-impact drivers of effective 
leadership capability. These findings suggest that charismatic leadership should not be regarded 
solely as an innate personal characteristic but as a leadership capability that can be strengthened 
through leadership development, communication training, and organisational support systems. 
This perspective extends charismatic leadership theory by highlighting the interaction between 
leader characteristics, organisational context, and deliberate leadership development initiatives 
(Banks et al., 2023). 

Lindert et al. (2023) provide a valuable longitudinal examination of leadership and employees' 
psychological well-being, offering insights that are equally applicable to charismatic leadership. 
Their study suggests that charismatic leaders contribute to healthier psychological work 
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environments by creating trust, emotional support, and meaningful interpersonal relationships 
through inspirational communication and positive role modelling. By demonstrating confidence, 
recognising employee contributions, and reinforcing a shared organisational purpose, charismatic 
leaders foster employee engagement, psychological safety, and a stronger sense of belonging 
(Conger & Kanungo, 1998; Lindert et al., 2023). 

Unlike many previous cross-sectional studies, Lindert et al. (2023) employ a longitudinal 
research design to investigate how leadership behaviours influence employee well-being over 
time. Their findings indicate that although leadership behaviours positively influence workplace 
relationships, changes in leadership alone do not necessarily produce substantial long-term 
improvements in psychological well-being. Instead, employees' baseline mental health and 
workplace social capital emerged as stronger predictors of sustained well-being outcomes. 

These findings suggest that charismatic leadership contributes indirectly to employee well-
being through broader organisational mechanisms rather than functioning as an independent 
determinant of psychological health. While charismatic leaders inspire confidence, optimism, and 
emotional commitment, organisational factors such as supportive workplace relationships, 
employee assistance programmes, and positive organisational culture remain essential for 
sustaining employee well-being (Lindert et al., 2023). Consequently, organisations seeking to 
improve employee well-being should integrate charismatic leadership with broader organisational 
strategies that promote psychological health and social support. 

Caza, Caza, and Posner (2021) provide compelling evidence regarding the cross-cultural 
applicability of charismatic leadership by examining followers' perceptions across diverse 
countries, industries, and organisational contexts. Their research addresses the longstanding debate 
concerning whether charismatic leadership represents a universally effective leadership style or 
whether its effectiveness depends upon cultural and institutional contexts. Despite differences in 
national culture, organisational structure, and societal norms, charismatic leadership behaviours—
including vision articulation, confidence, inspiration, and exemplary role modelling—were 
consistently associated with positive follower perceptions and leadership effectiveness (Caza et 
al., 2021). 

The findings suggest that charismatic leadership transcends cultural boundaries because its 
core behaviours satisfy universal psychological needs for meaning, inspiration, trust, and 
belonging (House, 1977; Conger & Kanungo, 1998). Employees across diverse cultures respond 
positively to leaders who communicate an inspiring vision, demonstrate personal confidence, and 
create a sense of collective identity. These findings support contemporary leadership research 
suggesting that although leadership behaviours require cultural adaptation, the fundamental 
principles of charismatic leadership possess broad international relevance (Banks et al., 2023). 

Nevertheless, the study acknowledges that cultural values influence how charismatic 
leadership behaviours are expressed and interpreted. Leaders operating within collectivist 
societies, high power-distance cultures, or contexts characterised by strong uncertainty avoidance 
may need to adapt their communication styles, motivational strategies, and decision-making 
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approaches to align with local cultural expectations. Consequently, charismatic leadership 
combines universal leadership principles with contextual sensitivity, enabling leaders to remain 
effective across increasingly globalised organisational environments (Northouse, 2022). 

A notable contribution of Caza et al. (2021) is their emphasis on followers' perceptions as a 
fundamental determinant of charismatic leadership effectiveness. Their findings indicate that 
charismatic leaders achieve organisational success not only through task accomplishment but also 
by cultivating trust, loyalty, emotional commitment, and psychological safety among followers. 
Leadership effectiveness therefore depends heavily on followers accepting the leader's vision and 
identifying emotionally with organisational goals. These findings reinforce charismatic leadership 
theory, which conceptualises leadership as a social influence process grounded in followers' 
perceptions rather than formal authority alone (House, 1977; Conger & Kanungo, 1998). 

Salameh-Ayanian et al. (2025) extend charismatic leadership research by examining 
leadership effectiveness within Lebanese non-governmental organisations operating under 
conditions of prolonged crisis, political instability, and resource scarcity. Their findings suggest 
that charismatic leadership is particularly valuable during humanitarian crises because charismatic 
leaders inspire resilience, strengthen organisational commitment, and maintain employee 
motivation despite severe environmental uncertainty. Compared with more transactional 
leadership approaches, charismatic leadership generated stronger improvements in employee 
performance, organisational commitment, and job satisfaction by fostering hope, shared purpose, 
and emotional resilience (Salameh-Ayanian et al., 2025). 

The authors argue that charismatic leaders contribute to organisational resilience by creating 
psychologically safe environments in which employees remain committed to a shared 
humanitarian mission despite external challenges. Through visionary communication, 
inspirational motivation, and personal example, charismatic leaders strengthen collective efficacy 
and encourage employees to perceive organisational challenges as opportunities for shared 
achievement rather than insurmountable obstacles. These findings are consistent with charismatic 
leadership theory, which proposes that leaders inspire extraordinary follower commitment by 
fostering confidence, optimism, and emotional attachment to organisational objectives (House, 
1977; Conger & Kanungo, 1998). 

An important theoretical contribution of the study is its challenge to the assumption that job 
satisfaction alone predicts employee performance. Instead, Salameh-Ayanian et al. (2025) 
demonstrate that charismatic leadership exerts a direct influence on employee performance by 
strengthening commitment to organisational values, shared purpose, and intrinsic motivation. 
Particularly within crisis environments, employees remain highly committed when inspired by 
charismatic leaders who provide hope, meaning, and confidence during uncertainty. Consequently, 
charismatic leadership should be regarded not only as a leadership style that promotes 
organisational growth and innovation but also as a critical organisational capability that 
strengthens resilience, employee well-being, and sustainable organisational performance during 
periods of instability. 
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Lin, Yin, and Liu (2022) investigate charismatic leadership within educational settings by 
examining how school leaders influence teachers' sustainable professional development through 
the mediating role of teacher self-efficacy. Their findings indicate that charismatic leadership 
significantly enhances teachers' confidence in their professional capabilities, thereby promoting 
continuous learning, instructional innovation, and long-term professional growth. The study 
demonstrates that school leaders who communicate an inspiring educational vision and act as 
credible role models exert a stronger influence on teachers' professional development than 
individual characteristics such as growth mindset alone, highlighting the central role of charismatic 
leadership in creating supportive educational environments (Lin et al., 2022; House, 1977). 

The positive relationship between charismatic leadership and teacher self-efficacy reflects the 
central principles of charismatic leadership theory, particularly vision articulation, role modelling, 
confidence-building, and inspirational communication (Conger & Kanungo, 1998; House, 1977). 
School leaders who communicate a compelling educational mission, encourage professional 
reflection, and demonstrate confidence in teachers' abilities strengthen teachers' belief in their 
capacity to improve instructional practice and student learning outcomes (Lin et al., 2022). As 
teachers become increasingly confident in their professional capabilities, they are more willing to 
adopt innovative teaching methods, engage in collaborative learning, and participate actively in 
continuous professional development. 

The mediating role of teacher self-efficacy represents one of the study's most significant 
theoretical contributions because it explains the psychological mechanism through which 
charismatic leadership influences professional behaviour. Rather than relying on directive 
supervision or bureaucratic control, charismatic leaders inspire teachers by strengthening their 
confidence, professional identity, and commitment to educational excellence. This finding aligns 
with Social Cognitive Theory, which identifies self-efficacy as a critical determinant of 
motivation, persistence, and performance (Bandura, 1997). Consequently, sustainable teacher 
development depends not only on formal professional development programmes but also on 
leadership behaviours that cultivate confidence, intrinsic motivation, and psychological 
empowerment. 

Furthermore, Lin et al. (2022) demonstrate that charismatic leadership has both direct and 
indirect effects on teachers' professional attitudes and instructional practices. These findings 
reinforce the growing consensus that charismatic leadership is essential for developing adaptive, 
innovative, and future-oriented educational organisations capable of responding effectively to 
changing educational demands. Accordingly, leadership development programmes within schools 
should prioritise charismatic leadership competencies such as inspirational communication, vision 
creation, emotional intelligence, and relationship-building to encourage collaboration, innovation, 
and lifelong professional learning. 

Khan et al. (2020) provide valuable insights into the relationship between charismatic 
leadership, employee performance, burnout, social loafing, and intrinsic motivation. Their findings 
indicate that charismatic leadership significantly improves employee performance by 
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strengthening intrinsic motivation, supporting the proposition that employees perform more 
effectively when inspired by meaningful organisational goals rather than by external rewards 
alone. This finding is consistent with charismatic leadership theory, which emphasises 
inspirational vision, confidence, and emotional influence as mechanisms for promoting 
exceptional employee performance (Conger & Kanungo, 1998; House, 1977). 

A major contribution of the study is its identification of intrinsic motivation as the principal 
psychological mechanism through which charismatic leadership influences employee 
performance. Charismatic leaders create meaningful work experiences by communicating an 
attractive organisational vision, demonstrating personal confidence, and encouraging employees 
to perceive organisational objectives as personally significant, thereby strengthening commitment, 
confidence, and responsibility for organisational success (Khan et al., 2020). Through inspirational 
communication, emotional support, and role modelling, charismatic leaders enhance employees' 
intrinsic desire to perform, innovate, and contribute beyond formal job requirements. 

However, the study also reports that charismatic leadership demonstrates only moderate 
indirect effects on burnout and social loafing. These findings suggest that although charismatic 
leadership effectively enhances motivation and performance, it cannot independently eliminate all 
negative workplace outcomes. Factors such as excessive workload, inadequate organisational 
support, employee mental health, and work-life imbalance may continue to contribute to burnout 
and disengagement despite effective leadership (Khan et al., 2020). This highlights the importance 
of integrating charismatic leadership with broader organisational well-being strategies, including 
employee assistance programmes, workload management, and psychological support initiatives. 

Overall, the study advances charismatic leadership theory by demonstrating that leadership 
effectiveness depends not only on influencing employee behaviour but also on strengthening 
employees' psychological resources. Organisations seeking sustainable improvements in employee 
performance should therefore invest in leadership development programmes that cultivate 
visionary communication, emotional intelligence, psychological empowerment, and supportive 
leader–employee relationships while simultaneously addressing organisational factors 
contributing to employee stress and burnout (Banks et al., 2023; Northouse, 2022). 

The findings of Khan et al. (2020) further highlight the pivotal role of intrinsic motivation as 
the principal psychological mechanism through which charismatic leadership enhances employee 
performance. Rather than relying on authority, supervision, or external rewards, charismatic 
leaders inspire employees to believe in their own capabilities and pursue organisational goals with 
enthusiasm and commitment. This leadership approach fosters psychological empowerment by 
creating meaningful work experiences, communicating an inspiring vision, and demonstrating 
confidence in employees' abilities (Conger & Kanungo, 1998; Khan et al., 2020). Consequently, 
employees develop stronger self-confidence, greater ownership of organisational objectives, and 
a willingness to exceed formal job requirements. 

Furthermore, the study emphasises that effective charismatic leaders possess high levels of 
emotional intelligence, interpersonal competence, and situational awareness, enabling them to 
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understand employees' aspirations, workplace challenges, and developmental needs. Such 
relational competence strengthens trust, enhances intrinsic motivation, and promotes long-term 
organisational commitment. These findings reinforce contemporary leadership research, which 
argues that charismatic leadership is fundamentally a people-centred influence process in which 
inspiration, trust, and emotional attachment drive sustained organisational performance (Banks et 
al., 2023; Northouse, 2022). 

Ayandibu (2024) provides a comprehensive synthesis of contemporary charismatic leadership 
research by examining its influence across individual, team, departmental, and organisational 
levels. The review demonstrates that charismatic leadership consistently produces positive effects 
on employee motivation, job satisfaction, organisational commitment, innovation, and team 
cohesion by inspiring followers through compelling vision, exemplary leadership, and emotional 
influence. These findings reinforce the multidimensional nature of charismatic leadership and 
illustrate its adaptability across diverse organisational settings and functional levels (Ayandibu, 
2024). 

A significant contribution of the review is its recognition that charismatic leadership is not a 
rigid or prescriptive leadership model but a context-sensitive leadership approach requiring leaders 
to adapt their behaviours according to organisational circumstances. Vision articulation 
encourages employees to embrace organisational goals, while exemplary role modelling enables 
leaders to build trust, credibility, and emotional commitment among followers (Conger & 
Kanungo, 1998). Similarly, charismatic leaders promote employee well-being through mentoring, 
encouragement, and personalised support, thereby strengthening organisational commitment and 
psychological engagement. 

Importantly, Ayandibu (2024) acknowledges that implementing charismatic leadership may 
be challenging within highly bureaucratic or hierarchical organisations where rigid structures 
restrict employee autonomy, creativity, and leader–follower interaction. The review therefore 
highlights the importance of organisational culture, structural flexibility, and cultural intelligence 
in determining leadership effectiveness. This perspective aligns with recent leadership scholarship, 
which argues that charismatic leadership effectiveness depends upon organisational context and 
cultural expectations rather than producing universally identical outcomes (Banks et al., 2023). 
Consequently, leadership development initiatives should incorporate contextual awareness, 
communication competence, and organisational readiness alongside traditional charismatic 
leadership competencies. 

Atoko (2023) extends charismatic leadership research by focusing specifically on 
organisations operating within developing economies, thereby addressing a significant gap in 
mainstream leadership literature. Through an extensive review of empirical evidence, the study 
demonstrates that charismatic leadership serves as a strategic leadership approach capable of 
enhancing organisational performance, employee motivation, innovation, and adaptability in 
environments characterised by institutional instability, resource constraints, and rapid socio-
economic change. 
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Rather than conceptualising charismatic leadership solely as an interpersonal leadership style, 
Atoko (2023) presents it as a strategic organisational capability that facilitates transformation 
through vision creation, employee inspiration, confidence-building, and organisational learning. 
These leadership behaviours enable organisations to respond proactively to environmental 
uncertainty while encouraging innovation and continuous improvement. Such findings are 
particularly relevant for developing countries, where organisational agility and adaptive leadership 
are essential for overcoming structural challenges and maintaining competitiveness. 

An important contribution of the study is its emphasis on leadership's role in strategic planning 
and organisational policy development. Charismatic leaders are portrayed as architects of 
organisational transformation who align institutional strategies with employee commitment and 
organisational values through persuasive communication and emotional influence. This systems-
oriented perspective extends charismatic leadership theory by demonstrating that leadership 
influences not only individual behaviour but also organisational structures, policies, and long-term 
strategic direction. Consequently, Atoko (2023) recommends institutionalising leadership 
development programmes tailored to local socio-economic contexts while preserving the core 
principles of charismatic leadership. Such recommendations are especially valuable in developing 
economies, where leadership capacity-building initiatives often remain fragmented or 
insufficiently aligned with organisational priorities. 

Awaale (2024) investigates the contribution of charismatic leadership to organisational 
performance within Somalia's public sector through a comprehensive desk review. The study 
identifies visionary communication, inspirational motivation, ethical role modelling, and 
personalised employee support as the principal charismatic leadership behaviours responsible for 
improving employee morale, organisational commitment, innovation, and public service delivery. 
Within the context of Somalia's institutionally fragile and resource-constrained public sector, 
charismatic leadership is presented as a practical mechanism for overcoming bureaucratic inertia 
while promoting organisational resilience, employee engagement, and institutional reform. 

The review demonstrates that charismatic leaders strengthen organisational effectiveness by 
developing shared organisational visions, inspiring employees, and fostering collaborative 
workplace cultures characterised by trust, commitment, and innovation. Such leadership practices 
significantly improve employee motivation, organisational citizenship behaviour, and stakeholder 
engagement, ultimately enhancing service delivery within public institutions (Awaale, 2024). 
These findings are particularly important in post-conflict governance contexts where effective 
leadership is essential for rebuilding institutional capacity, restoring public confidence, and 
promoting sustainable public sector performance. 

Furthermore, Awaale (2024) highlights the contextual sensitivity of charismatic leadership by 
demonstrating that leadership effectiveness depends on adapting leaders' behaviours to 
institutional realities and socio-political conditions. Even within highly formalised bureaucratic 
environments, charismatic leaders can inspire creativity, innovation, and organisational 
commitment by articulating an attractive vision, demonstrating confidence, and building strong 
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interpersonal relationships with followers. These behaviours encourage employees to identify with 
organisational goals and remain motivated despite institutional constraints (Northouse, 2022; 
Antonakis et al., 2016). Consequently, charismatic leadership has emerged as an effective 
governance approach for improving public-sector performance, particularly in developing 
countries facing institutional instability and complex administrative challenges (Banks et al., 
2023). 

Awaale (2024) further argues that charismatic leadership positively influences organisational 
citizenship behaviour (OCB), employee motivation, and organisational performance within 
public-sector institutions. Charismatic leaders foster employee engagement by communicating an 
inspiring vision, demonstrating confidence during uncertainty, and encouraging employees to 
exceed formal job expectations. Such leadership behaviours strengthen organisational 
commitment, improve collaboration, and enhance service delivery, particularly in public 
organisations where employee attitudes directly affect service quality and stakeholder satisfaction 
(Awaale, 2024; Conger & Kanungo, 1998). 

One of the major strengths of Awaale's (2024) review is its contextual analysis of leadership 
within Somalia's post-conflict public sector. Operating in an environment characterised by 
governance challenges, institutional fragility, and limited resources, charismatic leadership 
provides an adaptive approach that motivates employees through personal influence rather than 
positional authority. By cultivating trust, optimism, and confidence, charismatic leaders promote 
organisational resilience and encourage employees to participate actively in organisational 
development. These findings support contemporary leadership literature, which argues that 
charismatic leadership is particularly valuable during periods of uncertainty because followers 
seek leaders who provide hope, confidence, and strategic direction (Shamir et al., 1993; Banks et 
al., 2023). Consequently, charismatic leadership represents a valuable governance strategy for 
improving public-sector effectiveness in fragile and developing states. 

Ahwireng Koomson et al. (2022) examined leadership behaviours, employee motivation, and 
organisational performance within selected Ghanaian public-sector institutions. Although their 
study focused primarily on transformational leadership, the findings provide important insights 
into the role of charismatic leadership, particularly because charisma forms one of the core 
dimensions underpinning transformational leadership (Bass & Riggio, 2006). The authors found 
that charismatic leadership significantly influences employee performance by increasing 
followers' confidence in leadership, strengthening organisational commitment, and encouraging 
employees to pursue organisational objectives enthusiastically. Employees were more willing to 
demonstrate discretionary effort when leaders communicated confidence, competence, and an 
inspiring organisational vision (Ahwireng Koomson et al., 2022). 

Interestingly, the study revealed that charismatic leadership was one of the strongest 
predictors of employee performance, despite inspirational motivation exerting greater influence 
on employee motivation. This finding suggests that charismatic leadership contributes more 
directly to behavioural outcomes by enhancing employees' trust in leadership and willingness to 
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follow organisational direction. These results support Weber's (1947) original conception of 
charisma as a form of authority grounded in followers' belief in the leader's exceptional qualities, 
while also reinforcing House's (1977) argument that charismatic leaders inspire extraordinary 
follower commitment through vision, confidence, and exemplary behaviour. 

Within the Ghanaian public sector, where bureaucratic structures and administrative 
complexity frequently limit organisational flexibility, charismatic leadership enables leaders to 
overcome institutional barriers by strengthening employees' emotional commitment and 
confidence in organisational objectives. The authors therefore recommend leadership development 
programmes that enhance charismatic communication, vision articulation, emotional intelligence, 
and contextual awareness to improve employee performance and organisational effectiveness 
(Ahwireng Koomson et al., 2022). 

Ogonegbu and Kyongo (2023) provide a comprehensive systematic review of leadership and 
organisational performance across developing economies. While much of the reviewed evidence 
relates to transformational leadership, several findings highlight the significance of charismatic 
leadership in improving organisational effectiveness. The review concludes that leaders who 
demonstrate confidence, communicate compelling visions, and build strong emotional connections 
with followers consistently improve employee engagement, organisational commitment, 
innovation, and strategic alignment. These outcomes are consistent with charismatic leadership 
theory, which emphasises emotional influence, leader credibility, and followers' identification with 
organisational goals (Conger & Kanungo, 1998; Antonakis et al., 2016). 

The review further demonstrates that charismatic leadership contributes to organisational 
performance by shaping organisational culture, strengthening trust, encouraging innovation, and 
promoting shared purpose across diverse organisational settings. Rather than functioning solely as 
an interpersonal leadership style, charismatic leadership emerges as a strategic capability that 
enables organisations to adapt to environmental change while maintaining employee motivation 
and organisational cohesion (Ogonegbu & Kyongo, 2023). Moreover, the authors report that 
charismatic leadership remains effective across different cultural and institutional environments, 
although leaders must adapt their communication styles to local cultural expectations. These 
findings reinforce recent leadership scholarship suggesting that charismatic leadership possesses 
considerable cross-cultural relevance while requiring contextual sensitivity to maximise 
effectiveness (Banks et al., 2023). 

Cao and Le (2024) extend leadership research by examining the relationship between 
leadership and organisational change capability through the mediating role of employee trust. 
Although their work is situated within transformational leadership, the findings are highly relevant 
to charismatic leadership because trust is a fundamental mechanism through which charismatic 
leaders influence followers. The study demonstrates that charismatic leaders facilitate 
organisational change by cultivating authentic relationships, encouraging open communication, 
and establishing psychological safety. Employees who perceive leaders as trustworthy, confident, 
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and visionary become more willing to embrace organisational change and participate actively in 
innovation initiatives (Cao & Le, 2024; House, 1977). 

The authors distinguish between disclosure-based trust and reliance-based trust, finding that 
disclosure-based trust has a stronger influence on organisational change capability. Charismatic 
leaders strengthen disclosure-based trust by communicating honestly, expressing confidence 
during uncertainty, and demonstrating genuine concern for employees. Such behaviours encourage 
followers to share ideas, collaborate more effectively, and support organisational transformation. 
These findings reinforce charismatic leadership theory by illustrating that leadership effectiveness 
depends not only on visionary communication but also on the quality of interpersonal relationships 
established between leaders and followers (Antonakis et al., 2016). 

The study's examination of Chinese small and medium-sized enterprises (SMEs) also expands 
understanding of charismatic leadership beyond Western organisational contexts. SMEs often 
operate in highly competitive environments characterised by uncertainty and limited resources, 
making charismatic leadership particularly valuable for maintaining employee confidence and 
organisational adaptability. Consequently, employee trust should be regarded as both an outcome 
of charismatic leadership and a strategic organisational resource that enhances innovation, 
organisational resilience, and long-term competitiveness (Banks et al., 2023; Cao & Le, 2024). 

Nasir et al. (2022) investigated leadership within Pakistani SMEs by examining its 
relationships with employee performance, organisational innovation, creativity, and workplace 
stressors. Although grounded in transformational leadership, their findings illustrate several 
important characteristics of charismatic leadership. Leaders who demonstrated confidence, 
optimism, and compelling vision significantly enhanced employee innovation, creativity, and 
organisational commitment. By inspiring employees to view organisational challenges as 
opportunities rather than obstacles, charismatic leaders promoted resilience, proactive behaviour, 
and continuous learning despite resource constraints (Nasir et al., 2022). 

The study identifies inspirational communication and visionary leadership as particularly 
influential behaviours for stimulating creative problem-solving and organisational innovation. 
Charismatic leaders encourage employees to embrace organisational goals by creating emotional 
commitment and fostering confidence in future success. These leadership behaviours create 
organisational cultures where innovation, collaboration, and knowledge sharing become integral 
components of organisational performance. Such findings are especially important within SMEs, 
where competitive advantage frequently depends upon employee creativity, flexibility, and 
adaptability (Conger & Kanungo, 1998; Nasir et al., 2022). 

Furthermore, Nasir et al. (2022) demonstrate that charismatic leadership positively influences 
employees' responses to workplace stress by promoting optimism, confidence, and psychological 
resilience. Through emotionally engaging communication and strong leader–follower 
relationships, charismatic leaders reduce uncertainty and encourage employees to persevere during 
organisational challenges. Collectively, these findings reinforce the proposition that charismatic 
leadership functions as a strategic organisational capability that strengthens employee motivation, 
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organisational innovation, resilience, and sustainable organisational performance in increasingly 
dynamic and competitive business environments. 

5.4 Conclusion 

Charismatic leadership, characterised by a leader's exceptional vision, confidence, emotional 
appeal, and ability to inspire strong follower commitment, has consistently demonstrated its 
capacity to improve employee performance, organisational innovation, adaptability, resilience, 
and psychological well-being across diverse organisational contexts. The literature reviewed 
indicates that charismatic leadership is not merely an influential leadership style but a strategic 
organisational capability that enables organisations to navigate uncertainty, foster sustainable 
growth, and maintain long-term competitiveness. 

A consistent finding across the reviewed studies is the positive relationship between 
charismatic leadership and employee performance and motivation. Charismatic leaders 
communicate compelling visions, inspire confidence, and align followers' personal values with 
organisational objectives, thereby strengthening employee commitment, engagement, and 
discretionary effort. Rather than relying primarily on formal authority or transactional rewards, 
charismatic leaders motivate employees through emotional influence, trust, and organisational 
identification, leading to sustained improvements in productivity, service quality, and 
organisational performance. These positive outcomes have been reported across sectors including 
healthcare, hospitality, education, public administration, higher education, and small and medium-
sized enterprises. 

The review also demonstrates that charismatic leadership plays a significant role in 
organisational adaptability and change management. During periods of uncertainty and 
organisational transformation, charismatic leaders provide strategic direction, communicate 
optimism, and build followers' confidence, enabling employees to embrace organisational change 
rather than resist it. Trust consistently emerged as an important mediating mechanism linking 
charismatic leadership with organisational change capability, suggesting that leadership 
effectiveness depends not only on a leader's vision but also on the quality of leader–follower 
relationships. Similarly, research within educational institutions indicates that charismatic school 
leaders strengthen teachers' confidence, professional commitment, and continuous learning, 
thereby enhancing long-term organisational capability and educational effectiveness. 

Innovation and creativity also emerged as dominant themes throughout the reviewed 
literature. Studies consistently indicate that charismatic leaders encourage innovative thinking by 
inspiring employees to challenge established practices, pursue ambitious goals, and participate 
actively in organisational problem-solving. By articulating an attractive vision of the future and 
demonstrating confidence in employees' abilities, charismatic leaders foster organisational cultures 
characterised by creativity, learning, and continuous improvement. These findings reinforce 
charismatic leadership theory, which proposes that leaders stimulate extraordinary follower 
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performance by encouraging commitment to shared organisational aspirations rather than 
compliance with formal rules. 

The literature further demonstrates that charismatic leadership contributes significantly to 
employee psychological well-being and organisational resilience. Leaders who demonstrate 
empathy, confidence, emotional support, and genuine concern for followers create healthier 
working environments characterised by greater job satisfaction, resilience, organisational 
commitment, and reduced psychological strain. However, the evidence also suggests that these 
outcomes are influenced by contextual factors such as organisational support, workplace social 
capital, emotional exhaustion, and employee trust, indicating that charismatic leadership is most 
effective when supported by positive organisational climates. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of charismatic leadership. Studies conducted across Europe, Asia, 
Africa, the Middle East, and North America demonstrate that charismatic leadership behaviours 
are consistently associated with positive employee attitudes and organisational outcomes despite 
differences in national culture and institutional environments. This suggests that charismatic 
leadership addresses fundamental psychological needs such as purpose, confidence, recognition, 
trust, and belonging while allowing sufficient flexibility to accommodate cultural differences in 
leadership expectations. 

The review also highlights the strategic importance of charismatic leadership within public-
sector organisations and developing economies. Evidence from Somalia, Ghana, Nigeria, Pakistan, 
and other developing contexts demonstrates that charismatic leadership improves employee 
motivation, organisational commitment, innovation, resilience, and service delivery despite 
institutional constraints and limited organisational resources. These findings reinforce the 
argument that charismatic leadership is particularly valuable in organisations facing governance 
challenges, institutional uncertainty, and increasing demands for accountability because 
charismatic leaders inspire confidence and collective commitment during periods of organisational 
instability. 

Furthermore, the literature indicates that charismatic leadership contributes directly to 
organisational sustainability by inspiring employees to support broader economic, social, and 
environmental objectives. Charismatic leaders strengthen environmental awareness, encourage 
ethical behaviour, and promote sustainable organisational practices by communicating compelling 
visions that align organisational success with social responsibility. Similarly, charismatic 
leadership enhances institutional sustainability through effective strategic planning, innovation 
capability, and long-term organisational development within higher education institutions and 
other knowledge-intensive organisations. These findings position charismatic leadership as an 
important mechanism for strengthening organisational resilience while contributing to 
sustainability initiatives and the achievement of the Sustainable Development Goals. 

Overall, the evidence reviewed confirms that charismatic leadership remains one of the most 
influential and empirically supported leadership theories in contemporary organisational research. 
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Its positive effects extend beyond improving employee performance to strengthening 
organisational innovation, resilience, adaptability, sustainability, and long-term competitiveness 
across multiple sectors and cultural settings. Although contextual variables such as employee trust, 
organisational culture, emotional exhaustion, and psychological safety influence leadership 
effectiveness, the overall evidence consistently supports charismatic leadership as a strategic 
organisational capability rather than merely a personal leadership trait. 

Consequently, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate charismatic leadership competencies, including 
visionary communication, emotional intelligence, ethical leadership, confidence, relationship 
building, strategic thinking, and inspirational influence. As organisations continue to experience 
technological disruption, global competition, environmental challenges, and increasing 
uncertainty, charismatic leadership will remain an essential capability for promoting resilience, 
innovation, employee engagement, and sustainable organisational success. 
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Chapter 6:  

LAISSEZ-FAIRE LEADERSHIP 

6.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of laissez-faire leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating classical leadership theories with recent empirical evidence to explain 
how laissez-faire leadership influences organisational performance, employee behaviour, 
innovation, job satisfaction, and organisational effectiveness. Although laissez-faire leadership has 
traditionally been regarded as the least effective leadership style within the Full Range Leadership 
Model (Bass & Avolio, 1994), recent research suggests that its effectiveness is highly contingent 
upon organisational context, employee competence, task complexity, and levels of autonomy 
(Northouse, 2022; Banks et al., 2023). 

The chapter begins by critically examining the theoretical foundations of laissez-faire 
leadership, tracing its development from early leadership research to its incorporation within Bass 
and Avolio's Full Range Leadership Theory. Unlike transformational and transactional leadership, 
laissez-faire leadership is characterised by the absence of active leadership, delayed decision-
making, avoidance of responsibility, and minimal intervention in employees' work (Bass, 1985; 
Bass & Avolio, 1994). Leaders adopting this style provide substantial autonomy by allowing 
employees to make decisions independently with limited supervision or direction (Northouse, 
2022). While this approach has frequently been criticised as ineffective leadership, contemporary 
research indicates that laissez-faire leadership may produce positive outcomes in highly skilled, 
self-managed, and knowledge-intensive work environments where employees value independence 
and professional discretion (Banks et al., 2023). 

The reviewed literature demonstrates mixed evidence regarding the effects of laissez-faire 
leadership on organisational outcomes. Numerous studies associate laissez-faire leadership with 
lower employee motivation, reduced organisational commitment, role ambiguity, decreased job 
satisfaction, and weaker organisational performance because employees often experience 
insufficient guidance and support (Skogstad et al., 2015; Banks et al., 2023). Conversely, research 
conducted within professional environments such as higher education, information technology, 
research institutions, and creative industries suggests that limited managerial interference may 
encourage employee autonomy, innovation, creativity, and independent decision-making when 
employees possess high levels of expertise and intrinsic motivation (Northouse, 2022; Wang et al., 
2023). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, small and medium-sized 
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enterprises (SMEs), multinational corporations, and knowledge-based organisations. Examining 
laissez-faire leadership across these diverse sectors provides valuable insight into how passive 
leadership behaviours influence organisational performance under varying contextual conditions. 
The literature consistently suggests that the effectiveness of laissez-faire leadership depends less 
on the leadership style itself and more on organisational culture, employee competence, team 
maturity, and the complexity of organisational tasks (Banks et al., 2023). 

In addition to examining the direct effects of laissez-faire leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions this 
leadership style affects organisational outcomes. The reviewed studies identify employee self-
efficacy, psychological empowerment, professional autonomy, organisational trust, task 
interdependence, organisational culture, and employee competence as important mechanisms 
influencing the relationship between laissez-faire leadership and organisational performance 
(Wang et al., 2023; Banks et al., 2023). These findings suggest that passive leadership may 
generate positive outcomes when employees possess strong self-management capabilities but may 
become detrimental where employees require guidance, coaching, and active supervision. 

Furthermore, the chapter evaluates the cross-cultural applicability of laissez-faire leadership 
by comparing findings from studies conducted in Africa, Europe, Asia, the Middle East, and North 
America. Although laissez-faire leadership is generally associated with less favourable 
organisational outcomes across cultures, cultural values and institutional environments 
significantly influence employees' acceptance of leadership autonomy. In cultures characterised 
by low power distance and greater individualism, employees may perceive leadership autonomy 
positively because it promotes independence and professional responsibility. Conversely, in high 
power-distance cultures where employees expect strong leadership direction, laissez-faire 
leadership may be interpreted as ineffective management or leader neglect (House et al., 2004; 
Northouse, 2022). Consequently, the review highlights the importance of adapting leadership 
approaches to organisational and cultural contexts. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the laissez-faire leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding the positive and negative consequences of passive leadership 
while identifying areas requiring further investigation. Particular attention is given to emerging 
issues such as remote leadership, digital work environments, employee well-being, organisational 
resilience, self-managed teams, and knowledge-intensive work, all of which have become 
increasingly important within contemporary leadership research (Banks et al., 2023; Wang et al., 
2023). 

Overall, this chapter demonstrates that laissez-faire leadership remains one of the most 
debated leadership styles within organisational studies. While extensive evidence associates 
passive leadership with reduced employee motivation, weaker organisational commitment, and 
lower organisational performance, recent studies indicate that laissez-faire leadership may be 
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beneficial when employees possess high levels of competence, experience, intrinsic motivation, 
and professional autonomy. Rather than being universally ineffective, laissez-faire leadership 
should therefore be understood as a context-dependent leadership approach whose effectiveness 
depends upon employee capability, organisational culture, and environmental conditions 
(Northouse, 2022; Banks et al., 2023). The insights generated from this literature review provide 
the theoretical and empirical foundation for the subsequent chapters by informing the discussion, 
interpretation, and application of the present study's findings. Furthermore, the review contributes 
to a deeper understanding of how organisations can determine when leadership intervention is 
necessary and when employee autonomy can be leveraged to enhance organisational effectiveness. 

6.2 Overview of Laissez-Faire Leadership 

Laissez-faire leadership has emerged as an important leadership theory within organisational 
research because of its distinctive non-interventionist approach to leadership. Unlike 
transformational and transactional leadership, laissez-faire leadership is characterised by minimal 
leader involvement in decision-making, limited supervision, and substantial autonomy granted to 
employees (Bass & Avolio, 1994; Northouse, 2022). The concept originates from the French 
phrase laissez-faire, meaning "let do" or "let them do," reflecting a leadership philosophy in which 
employees are given considerable freedom to determine how they perform their work. While 
traditionally regarded as the absence of leadership, contemporary research suggests that laissez-
faire leadership may produce both positive and negative organisational outcomes depending on 
employee competence, organisational culture, and contextual conditions (Skogstad et al., 2007; 
Banks et al., 2023). 

Laissez-faire leadership is commonly defined as a passive leadership style in which leaders 
avoid direct involvement in employees' daily activities, delegate decision-making authority, and 
intervene only when problems become unavoidable (Northouse, 2022). Rather than directing 
employees through close supervision or motivational strategies, laissez-faire leaders provide 
employees with independence and discretion in completing organisational tasks. This leadership 
style assumes that highly skilled, experienced, and self-motivated employees are capable of 
regulating their own performance without continuous managerial oversight (Yukl, 2020). 

Recent studies indicate that the effectiveness of laissez-faire leadership varies considerably 
across organisational settings. In highly specialised and knowledge-intensive organisations, 
employee autonomy can encourage creativity, independent decision-making, and innovation 
because employees have greater flexibility to apply their expertise without excessive managerial 
interference (Banks et al., 2023). Research has shown that professionals working in research 
institutions, higher education, information technology, and creative industries often value 
leadership approaches that provide autonomy, trust, and freedom to experiment with new ideas 
(Harms et al., 2018). Under these circumstances, laissez-faire leadership may contribute positively 
to employee satisfaction and intrinsic motivation by supporting self-management and professional 
independence. 
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Employee autonomy represents one of the principal advantages associated with laissez-faire 
leadership. By avoiding excessive supervision, leaders encourage employees to assume 
responsibility for their own performance, solve problems independently, and develop confidence 
in their professional abilities (Yukl, 2020). Such autonomy promotes self-efficacy, accountability, 
and organisational learning, particularly when employees possess high levels of competence and 
experience. Consequently, laissez-faire leadership may strengthen organisational innovation by 
allowing employees sufficient freedom to explore creative solutions without restrictive managerial 
control (Banks et al., 2023). 

However, extensive empirical evidence also highlights significant limitations associated with 
laissez-faire leadership. Unlike transformational or charismatic leadership, laissez-faire leaders 
often fail to provide clear direction, timely feedback, or adequate support for employees. As a 
result, employees may experience uncertainty regarding organisational objectives, reduced role 
clarity, and lower organisational commitment (Skogstad et al., 2007). Northouse (2022) argues 
that laissez-faire leadership is frequently associated with ineffective leadership because leaders 
avoid responsibility, delay important decisions, and fail to address organisational problems before 
they escalate. 

Research further demonstrates that laissez-faire leadership is often negatively associated with 
employee motivation, job satisfaction, and organisational performance. Employees working under 
passive leaders may perceive a lack of guidance, recognition, and support, leading to reduced 
engagement and increased workplace frustration (Harms et al., 2018). Unlike transformational 
leaders, who inspire employees through vision and encouragement, laissez-faire leaders provide 
limited emotional or professional support, reducing opportunities for employee development and 
organisational learning. Consequently, passive leadership frequently contributes to lower 
productivity, weaker collaboration, and diminished organisational effectiveness. 

Organisational change represents another area in which laissez-faire leadership demonstrates 
important limitations. Contemporary organisations operate within increasingly dynamic 
environments characterised by technological advancement, global competition, and continuous 
organisational transformation. During periods of uncertainty, employees typically require strategic 
direction, effective communication, and decisive leadership. Because laissez-faire leaders avoid 
active involvement in organisational change, employees may experience increased uncertainty, 
resistance to change, and reduced confidence in organisational leadership (Yukl, 2020). 
Consequently, laissez-faire leadership is generally considered less effective than transformational, 
servant, or charismatic leadership during periods of organisational disruption and strategic change. 

Contextual factors nevertheless play an important role in determining the effectiveness of 
laissez-faire leadership. Studies suggest that the leadership style may be appropriate where 
employees possess advanced technical expertise, high levels of professional maturity, and strong 
intrinsic motivation (Banks et al., 2023). Within academic institutions, research organisations, 
engineering firms, and creative industries, employees often prefer greater independence in 
performing specialised tasks. In such environments, minimal managerial interference may 
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encourage innovation, professional development, and higher levels of job satisfaction. Conversely, 
organisations characterised by inexperienced employees, complex coordination requirements, or 
highly regulated procedures generally require more active leadership approaches to maintain 
organisational performance (Northouse, 2022). 

Within healthcare and public-sector organisations, laissez-faire leadership has generally been 
associated with less favourable organisational outcomes. Research indicates that passive 
leadership contributes to reduced communication, lower employee morale, weaker organisational 
commitment, and poorer service quality because employees receive insufficient guidance and 
managerial support (Harms et al., 2018). Similarly, studies examining nursing leadership suggest 
that passive leadership behaviours are associated with increased burnout, workplace stress, and 
reduced patient safety when compared with more active leadership styles (Specchia et al., 2021). 
These findings highlight the importance of active leadership within organisations where effective 
coordination, communication, and accountability directly influence organisational performance 
and public outcomes. 

Cross-cultural research further suggests that the acceptance of laissez-faire leadership varies 
across national cultures. In cultures characterised by high power distance, employees generally 
expect leaders to provide clear direction, supervision, and decision-making authority. Under such 
circumstances, passive leadership may be interpreted as managerial incompetence or a lack of 
commitment (House et al., 2004). Conversely, employees working within low power-distance 
cultures may appreciate greater autonomy and decentralised decision-making, making laissez-faire 
leadership relatively more acceptable in organisations that value independence, innovation, and 
self-management. 

Despite its limitations, contemporary scholars argue that laissez-faire leadership should not 
always be viewed as ineffective. Instead, its success depends upon organisational context, 
employee competence, task complexity, and organisational culture (Banks et al., 2023). When 
combined with highly capable employees and clearly defined organisational objectives, laissez-
faire leadership may support creativity, professional autonomy, and innovation. Nevertheless, 
excessive reliance on passive leadership frequently reduces organisational coordination, 
accountability, employee engagement, and long-term organisational effectiveness. 

Overall, laissez-faire leadership remains one of the most debated leadership theories in 
organisational research. Although the leadership style offers advantages through employee 
autonomy, independence, and flexibility, extensive empirical evidence indicates that its 
effectiveness is highly contingent upon contextual and organisational factors. In most 
organisational settings, particularly those characterised by uncertainty, complexity, or rapid 
change, laissez-faire leadership is generally less effective than more proactive leadership 
approaches because it provides insufficient guidance, motivation, and organisational direction 
(Northouse, 2022; Banks et al., 2023). Consequently, organisations should ensure that leaders 
possess the ability to balance employee autonomy with appropriate supervision, communication, 
accountability, and strategic leadership to achieve sustainable organisational performance. 
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6.3 Laissez-Faire Leadership 

Laissez-faire leadership has received increasing scholarly attention in contemporary 
organisational research because of its contrasting effects on employee autonomy, innovation, 
organisational performance, and workplace well-being. Unlike transformational and transactional 
leadership, laissez-faire leadership is characterised by a passive approach in which leaders avoid 
decision-making, provide minimal supervision, and grant employees substantial freedom to 
manage their own responsibilities (Bass & Avolio, 1994; Northouse, 2022). Although traditionally 
regarded as the least effective leadership style within the Full Range Leadership Model, recent 
studies suggest that laissez-faire leadership may produce positive outcomes in organisations where 
employees possess high levels of expertise, intrinsic motivation, and self-management capabilities 
(Banks et al., 2023). 

Recent empirical research demonstrates that the effects of laissez-faire leadership are highly 
dependent on organisational context and employee characteristics rather than the leadership style 
itself. For example, Wang, Li, and Chen (2023) investigated the relationship between laissez-faire 
leadership and employees' innovative work behaviour by examining the mediating role of 
employee autonomy and the moderating influence of organisational support for innovation. Their 
findings suggest that laissez-faire leadership can encourage innovation when employees are highly 
skilled and operate within supportive organisational environments. Rather than directing 
employees through close supervision, laissez-faire leaders encourage independent problem-
solving by allowing employees discretion over how they accomplish organisational objectives 
(Wang et al., 2023). 

The study further demonstrates that employee autonomy functions as an important 
psychological mechanism through which laissez-faire leadership promotes innovative behaviour. 
Employees who experience greater freedom in decision-making become more willing to 
experiment with new ideas, develop creative solutions, and assume responsibility for 
organisational outcomes. These findings support self-determination theory, which proposes that 
autonomy enhances intrinsic motivation, creativity, and work engagement (Deci & Ryan, 2000). 
However, Wang et al. (2023) also found that organisational support significantly strengthens this 
relationship, suggesting that autonomy alone is insufficient unless employees receive adequate 
organisational resources, communication, and institutional support. 

Consequently, Wang et al.'s (2023) study extends contemporary understanding of laissez-faire 
leadership by demonstrating that passive leadership may contribute positively to organisational 
innovation when employees possess sufficient competence and organisations foster supportive 
work environments. Rather than viewing laissez-faire leadership solely as ineffective leadership, 
the findings suggest that limited managerial intervention can encourage creativity, ownership, and 
independent thinking among experienced employees. 

Similarly, Skogstad et al. (2015) provide important insights into the psychological 
mechanisms through which laissez-faire leadership influences employee behaviour. Their 
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longitudinal study examined the relationship between passive leadership, role ambiguity, and 
employee stress. Unlike research emphasising employee autonomy, Skogstad et al. (2015) found 
that laissez-faire leadership often creates uncertainty because employees receive limited guidance, 
delayed feedback, and inadequate managerial support. This lack of leadership intervention 
increases role ambiguity, workplace stress, and job dissatisfaction, particularly in organisations 
where employees depend upon leadership direction. 

The study identifies role ambiguity as a significant mediator explaining the negative 
relationship between laissez-faire leadership and employee well-being. When leaders avoid 
making decisions or clarifying responsibilities, employees frequently become uncertain about 
organisational expectations and performance standards. Consequently, employees experience 
higher levels of psychological strain, reduced organisational commitment, and lower job 
satisfaction (Skogstad et al., 2015). These findings reinforce leadership theory suggesting that 
although autonomy may benefit experienced professionals, the absence of leadership becomes 
problematic when employees require coordination, guidance, and organisational support. 

An important contribution of Skogstad et al.'s (2015) research lies in demonstrating that the 
effectiveness of laissez-faire leadership varies according to employee competence and 
organisational complexity. Within highly structured organisations characterised by interdependent 
tasks, passive leadership may reduce coordination and weaken organisational performance. 
Conversely, within self-managed teams where employees possess specialised expertise and 
professional independence, minimal leadership intervention may encourage greater initiative and 
responsibility. This perspective broadens laissez-faire leadership theory by highlighting the 
importance of matching leadership behaviours with organisational context and employee 
capability. 

Recent scholarship has also examined the relationship between laissez-faire leadership and 
organisational resilience. Banks et al. (2023) argue that passive leadership generally weakens 
organisational adaptability because leaders fail to provide strategic direction during periods of 
uncertainty. Organisations experiencing economic instability, technological disruption, or 
organisational change require leaders capable of making timely decisions, coordinating resources, 
and maintaining employee confidence. Under such conditions, laissez-faire leadership may 
contribute to slower organisational responses, reduced employee confidence, and weaker 
resilience. 

The concept of organisational resilience therefore presents a significant challenge for laissez-
faire leadership. Unlike active leadership approaches, laissez-faire leaders often allow employees 
to manage crises independently with limited intervention. Although this approach may encourage 
independent decision-making among experienced professionals, it may simultaneously reduce 
organisational coordination and increase uncertainty during complex organisational challenges 
(Northouse, 2022). Consequently, recent evidence suggests that laissez-faire leadership is 
considerably less effective during organisational crises than leadership styles characterised by 
active communication, strategic direction, and employee support (Banks et al., 2023). 
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Collectively, the studies by Wang et al. (2023), Skogstad et al. (2015), and Banks et al. (2023) 
demonstrate the multidimensional nature of laissez-faire leadership. Rather than producing 
universally positive or negative outcomes, laissez-faire leadership influences organisational 
innovation, employee well-being, and organisational performance through psychological and 
organisational mechanisms, including employee autonomy, role ambiguity, organisational 
support, and employee competence. These findings extend traditional leadership theory by 
illustrating that passive leadership may enhance innovation in highly autonomous environments 
while simultaneously increasing employee stress and reducing organisational effectiveness where 
greater leadership involvement is required. 

The findings of recent studies further demonstrate that laissez-faire leadership becomes 
particularly effective only under specific organisational conditions where employees possess 
strong professional competence, intrinsic motivation, and the ability to work independently. By 
allowing employees considerable discretion in decision-making, laissez-faire leaders can 
encourage experimentation, creativity, and professional ownership without excessive managerial 
control (Wang et al., 2023). However, the absence of leadership intervention may also contribute 
to confusion, inconsistent decision-making, and reduced organisational coordination where 
employees require clear direction and support (Skogstad et al., 2015). 

Overall, contemporary research suggests that laissez-faire leadership should not simply be 
regarded as ineffective leadership but rather as a context-dependent approach whose success 
depends on employee maturity, organisational culture, task complexity, and environmental 
stability. While employee autonomy can foster innovation and creativity in knowledge-intensive 
organisations, organisations operating under conditions of uncertainty or requiring high levels of 
coordination generally benefit from more active leadership styles (Banks et al., 2023; Northouse, 
2022). 

Banks et al. (2023) argue that laissez-faire leadership is generally associated with weaker 
organisational resilience because leaders avoid active decision-making, strategic intervention, and 
timely guidance during periods of uncertainty. Unlike transformational leadership, which 
strengthens organisational adaptability through proactive leadership behaviours, laissez-faire 
leadership often leaves employees to navigate organisational challenges independently. While this 
approach may encourage autonomy among highly competent professionals, it may also reduce 
organisational coordination and increase uncertainty during periods of environmental turbulence. 
Consequently, leadership effectiveness under laissez-faire leadership depends largely on 
employees' capability to self-manage and collaborate without continuous managerial oversight 
(Northouse, 2022). 

Recent research has increasingly examined laissez-faire leadership within healthcare 
organisations, where leadership effectiveness directly influences employee well-being and patient 
outcomes. Specchia et al. (2021) conducted a systematic review of leadership styles in healthcare 
and found that laissez-faire leadership was generally associated with lower staff engagement, 
reduced communication, weaker teamwork, and poorer patient-care outcomes when compared 
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with more active leadership approaches. Because healthcare environments require timely decision-
making, multidisciplinary collaboration, and continuous supervision, passive leadership often 
contributes to uncertainty and inconsistent service delivery (Specchia et al., 2021). 

The review identifies deficiencies in communication and leadership support as key 
mechanisms through which laissez-faire leadership negatively affects healthcare performance. 
Leaders who avoid providing direction, feedback, and professional guidance may inadvertently 
reduce employees' confidence, organisational commitment, and willingness to collaborate 
effectively. These findings are consistent with previous research demonstrating that passive 
leadership contributes to role ambiguity, workplace stress, and reduced employee satisfaction 
(Skogstad et al., 2015; Northouse, 2022). 

Furthermore, laissez-faire leadership may weaken organisational resilience by limiting 
mentoring, coaching, and continuous professional development. Without active leadership 
involvement, healthcare professionals may receive insufficient support to adapt to technological 
advances, evolving clinical practices, and changing patient needs. Consequently, organisations led 
through laissez-faire approaches may experience greater difficulty maintaining consistent service 
quality and organisational effectiveness, particularly during periods of crisis or workforce 
shortages (Specchia et al., 2021). 

An important contribution of Specchia et al. (2021) is the recognition that laissez-faire 
leadership may only be appropriate within healthcare environments where highly experienced 
professionals possess substantial clinical autonomy and require minimal managerial supervision. 
Even under such conditions, however, passive leadership should be complemented by effective 
organisational systems, clear communication channels, and supportive institutional policies to 
ensure patient safety and service quality. 

Recent studies have also explored the relationship between laissez-faire leadership and 
organisational sustainability. Wang et al. (2023) examined how passive leadership influences 
employees' environmental and innovative behaviours within knowledge-intensive organisations. 
Their findings suggest that laissez-faire leadership can encourage employees to develop 
independent solutions to sustainability challenges by granting considerable autonomy over 
decision-making. Rather than directing environmental initiatives through close supervision, 
laissez-faire leaders provide employees with discretion to identify environmentally responsible 
practices independently (Wang et al., 2023). 

The study further identifies employee autonomy as a significant mediating mechanism 
through which laissez-faire leadership influences pro-environmental behaviour. Employees who 
possess strong environmental values and professional competence are more likely to initiate 
sustainable practices when afforded greater independence. However, the study also demonstrates 
that organisational support remains essential. Without adequate organisational resources, 
communication, and shared sustainability goals, employee autonomy alone may fail to generate 
meaningful environmental outcomes (Wang et al., 2023). 
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Importantly, Wang et al. (2023) also found that employee emotional exhaustion moderates the 
effectiveness of laissez-faire leadership. Employees experiencing high levels of stress or burnout 
were less able to utilise the autonomy provided by passive leadership effectively. These findings 
suggest that laissez-faire leadership depends heavily upon employees' psychological well-being, 
self-confidence, and resilience. Consequently, organisations seeking to encourage sustainability 
through employee autonomy must also invest in employee well-being and organisational support 
systems to maximise leadership effectiveness (Banks et al., 2023). 

Within higher education, Habeeb and Eyupoglu (2024) demonstrate that strategic planning 
and organisational performance depend substantially upon active leadership involvement. Their 
findings indicate that while academic professionals often value autonomy, the absence of 
leadership direction associated with laissez-faire leadership may weaken strategy implementation 
by reducing coordination between institutional objectives and employee activities. Without clear 
communication, vision, and managerial oversight, strategic initiatives may become fragmented 
and inconsistently implemented across academic departments (Habeeb & Eyupoglu, 2024). 

The study identifies leadership coordination as a critical factor linking strategic planning with 
organisational effectiveness. Rather than viewing leadership as unnecessary within highly 
educated institutions, the findings suggest that even autonomous academic staff benefit from 
leadership that facilitates communication, resource allocation, and organisational alignment. 
Consequently, laissez-faire leadership may be less effective within higher education institutions 
undertaking significant organisational reforms, technological transformation, or policy 
implementation (Northouse, 2022). 

These findings reinforce leadership theory by demonstrating that employee autonomy should 
not be confused with leadership absence. Although professional independence remains important 
within universities, effective organisational performance requires leaders who coordinate 
institutional goals, facilitate collaboration, and resolve organisational challenges. Laissez-faire 
leadership may therefore contribute to weaker strategic implementation when organisational 
environments require active coordination and collective action (Banks et al., 2023). 

Within Nigerian higher education institutions, these leadership challenges become even more 
pronounced because universities often operate under financial constraints, bureaucratic structures, 
and increasing pressures for institutional accountability (Habeeb & Eyupoglu, 2024). Under such 
circumstances, passive leadership may delay decision-making, reduce organisational 
responsiveness, and limit institutional adaptability. Consequently, recent evidence suggests that 
while employee autonomy remains valuable, completely withdrawing leadership involvement may 
undermine long-term organisational resilience and strategic performance. 

Recent research has also examined laissez-faire leadership within customer-oriented 
industries. Kim et al. (2023) investigated leadership behaviours within the hospitality sector and 
found that passive leadership generally resulted in lower organisational identification, weaker 
employee engagement, and reduced creativity when compared with more participative leadership 
approaches. Employees working within hospitality environments often require continuous 
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communication, coaching, and performance feedback to deliver consistent customer service. 
Consequently, limited managerial involvement may reduce employees' confidence, motivation, 
and commitment to organisational objectives. 

A particularly important contribution of Kim et al. (2023) is the identification of 
organisational identification as a psychological mechanism explaining employee performance. 
Under laissez-faire leadership, employees may experience weaker psychological attachment to 
organisational goals because leaders provide fewer opportunities for communication, recognition, 
and relationship-building. As organisational identification declines, employees demonstrate lower 
discretionary effort, weaker organisational commitment, and reduced innovative behaviour (Kim 
et al., 2023; Haslam et al., 2020). 

The study further demonstrates that creativity within highly competitive service industries 
depends upon balancing employee autonomy with appropriate managerial guidance. While 
independent decision-making can encourage innovative thinking, the complete absence of 
leadership support may reduce collaboration, knowledge sharing, and coordinated service 
improvement. Consequently, recent evidence suggests that laissez-faire leadership functions 
effectively only when employees possess substantial expertise, intrinsic motivation, and clearly 
defined organisational objectives. Without these supporting conditions, passive leadership may 
negatively influence employee performance, creativity, and organisational competitiveness (Banks 
et al., 2023; Northouse, 2022). 

Recent research suggests that laissez-faire leadership produces markedly different 
organisational outcomes from more active leadership approaches. Unlike transformational 
leadership, laissez-faire leadership is characterised by leader avoidance, delayed decision-making, 
limited supervision, and minimal involvement in employee activities (Northouse, 2022). Although 
this leadership style may encourage autonomy among highly experienced employees, empirical 
evidence generally associates it with reduced organisational effectiveness, particularly in 
environments requiring coordination, innovation, and strategic direction (Banks et al., 2018). 

Within complex project environments, leadership presence is essential for coordinating 
multiple stakeholders, managing uncertainty, and maintaining strategic alignment. Research on 
infrastructure and project management consistently demonstrates that passive leadership 
behaviours characteristic of laissez-faire leadership often contribute to role ambiguity, 
communication failures, and delayed decision-making, thereby increasing project risk and 
reducing overall performance (Müller et al., 2021). Rather than acting as strategic coordinators, 
laissez-faire leaders frequently delegate responsibility without providing sufficient guidance, 
creating uncertainty among project teams and limiting collaborative problem-solving (Northouse, 
2022). 

Employee psychological well-being is also influenced by leadership involvement. 
Longitudinal evidence indicates that passive leadership behaviours are associated with lower 
workplace support, increased role conflict, higher emotional exhaustion, and reduced employee 
well-being (Skogstad et al., 2014). Because laissez-faire leaders often avoid providing feedback 
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or addressing interpersonal problems, employees may experience greater stress and uncertainty, 
particularly in demanding organisational environments. Recent leadership research therefore 
argues that leader availability and timely intervention are important predictors of psychological 
safety and employee resilience (Banks et al., 2018). 

Cross-cultural leadership studies similarly suggest that although perceptions of effective 
leadership differ across societies, employees consistently value leaders who provide direction, 
communication, and support (House et al., 2004; Northouse, 2022). Passive leadership behaviours 
associated with laissez-faire leadership are generally evaluated less favourably because they fail 
to satisfy followers' expectations for guidance, decision-making, and organisational coordination. 
While some highly autonomous professional settings may tolerate greater leadership distance, 
prolonged leader absence is typically associated with lower organisational commitment and 
weaker employee performance (Banks et al., 2018). 

Overall, contemporary evidence indicates that laissez-faire leadership is most effective only 
under limited circumstances where employees possess high levels of expertise, intrinsic 
motivation, and task independence. In most organisational contexts, however, the absence of active 
leadership reduces communication, weakens accountability, and undermines organisational 
effectiveness. Consequently, recent leadership literature generally regards laissez-faire leadership 
as the least effective leadership style within the Full Range Leadership Model (Northouse, 2022; 
Banks et al., 2018). 

Recent research suggests that follower perceptions play a crucial role in determining the 
effectiveness of laissez-faire leadership. Unlike active leadership approaches, laissez-faire 
leadership is characterised by leader avoidance, delayed decision-making, minimal supervision, 
and limited engagement with employees (Northouse, 2022). Employees frequently perceive these 
behaviours as a lack of leadership rather than the deliberate delegation of authority, resulting in 
lower trust, weaker organisational commitment, and reduced job satisfaction (Skogstad et al., 
2014). Studies consistently demonstrate that employees value leaders who provide direction, 
feedback, and support, indicating that prolonged leader absence negatively influences both 
employee attitudes and organisational effectiveness (Banks et al., 2018). 

The relational nature of leadership suggests that leadership effectiveness depends not only on 
leaders' behaviours but also on how followers interpret those behaviours. Within laissez-faire 
leadership, followers often experience uncertainty regarding organisational priorities, role 
expectations, and decision-making responsibilities because leaders avoid active involvement in 
organisational processes (Northouse, 2022). Consequently, employee perceptions of inadequate 
leadership frequently translate into lower psychological safety, weaker organisational 
identification, and reduced confidence in management. Cross-cultural leadership research further 
suggests that although cultural expectations differ internationally, employees consistently expect 
leaders to provide guidance, communication, and accountability, making laissez-faire leadership 
one of the least favourably evaluated leadership styles across organisational contexts (House et al., 
2004; Banks et al., 2018). 
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Within humanitarian and non-governmental organisations operating under conditions of 
crisis, effective leadership becomes particularly important because employees frequently work 
under high levels of uncertainty, emotional pressure, and resource constraints. Contemporary 
leadership research indicates that passive leadership behaviours associated with laissez-faire 
leadership may weaken organisational resilience by delaying decision-making, reducing 
communication, and limiting employee support during periods of instability (Northouse, 2022). 
Without visible leadership, employees may experience increased role ambiguity, emotional 
exhaustion, and uncertainty regarding organisational priorities, reducing both individual and 
organisational performance (Skogstad et al., 2014). Consequently, laissez-faire leadership is 
generally regarded as inappropriate in crisis environments where rapid coordination, emotional 
support, and strategic decision-making are required. 

Educational research similarly highlights the importance of active leadership in supporting 
teachers' professional development and self-efficacy. School leaders who fail to provide guidance, 
mentoring, or performance feedback may inadvertently reduce teachers' confidence in their 
professional abilities and willingness to adopt innovative teaching practices (Bandura, 1997). 
Although experienced teachers may appreciate greater professional autonomy, prolonged 
leadership absence can limit collaborative learning, reduce knowledge sharing, and weaken 
organisational commitment (Northouse, 2022). Consequently, contemporary educational 
leadership literature generally concludes that completely passive leadership is less effective than 
leadership approaches that combine autonomy with appropriate guidance and professional support. 

Research examining employee motivation and workplace performance also identifies 
important limitations associated with laissez-faire leadership. Passive leaders rarely communicate 
organisational expectations, provide developmental feedback, or recognise employee 
achievements, reducing opportunities for employees to develop intrinsic motivation and 
organisational commitment (Banks et al., 2018). The absence of leadership intervention may 
further contribute to burnout, role conflict, workplace stress, and social loafing because employees 
receive insufficient direction or support when facing organisational challenges (Skogstad et al., 
2014). These findings suggest that although employee autonomy may be beneficial for highly 
skilled professionals, autonomy without leadership support often results in reduced accountability, 
inconsistent performance, and declining employee engagement. 

Nevertheless, some scholars argue that laissez-faire leadership may be appropriate in limited 
organisational contexts characterised by highly experienced, self-directed, and intrinsically 
motivated employees. In research-intensive organisations, specialist professional environments, 
and highly autonomous teams, minimal leader intervention may encourage independent decision-
making, creativity, and professional ownership (Yukl, 2020). However, even within these settings, 
effective leaders remain available to provide strategic guidance, resolve conflicts, and support 
employees when required. Consequently, recent leadership scholarship views laissez-faire 
leadership not as a universally effective leadership approach but as a situational style whose 
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effectiveness depends heavily on employee competence, task complexity, organisational culture, 
and environmental stability (Northouse, 2022). 

Overall, contemporary evidence indicates that laissez-faire leadership generally produces 
weaker organisational outcomes than more active leadership styles. Although limited leader 
intervention may encourage autonomy under specific circumstances, prolonged leadership 
avoidance is consistently associated with lower employee satisfaction, reduced organisational 
commitment, poorer communication, increased workplace stress, and diminished organisational 
performance (Banks et al., 2018; Skogstad et al., 2014). Organisations seeking sustainable 
performance improvements should therefore ensure that employee autonomy is balanced with 
accessible leadership, timely decision-making, and appropriate organisational support rather than 
relying exclusively on laissez-faire leadership behaviours. 

Ayandibu (2024) highlights that leadership effectiveness depends on selecting leadership 
behaviours that match organisational needs and contextual demands. In contrast to 
transformational leadership, laissez-faire leadership is characterised by leaders' avoidance of 
decision-making, limited supervision, delayed feedback, and minimal involvement in employees' 
daily activities (Northouse, 2022). Although this passive leadership approach may encourage 
autonomy among highly experienced and self-directed employees, empirical evidence generally 
associates laissez-faire leadership with lower employee motivation, weaker organisational 
commitment, reduced team effectiveness, and poorer organisational performance (Banks et al., 
2023; Skogstad et al., 2021). 

Atoko (2023) emphasises that organisations operating in developing economies require 
proactive leadership capable of responding to environmental uncertainty and institutional 
challenges. Within such contexts, laissez-faire leadership is generally considered ineffective 
because leaders fail to provide strategic direction, support, or timely decision-making. The absence 
of active leadership may increase uncertainty, reduce employee confidence, and weaken 
organisational adaptability, particularly where employees rely on leadership guidance during 
organisational change (Atoko, 2023; Northouse, 2022). 

Similarly, Awaale (2024) argues that effective public-sector leadership requires active 
engagement, clear communication, and employee support to improve organisational performance 
and public service delivery. A laissez-faire approach may undermine these objectives because 
limited supervision and delayed intervention can reduce accountability, coordination, and 
organisational commitment. In resource-constrained public institutions, passive leadership may 
contribute to role ambiguity, lower employee morale, and reduced service quality (Awaale, 2024). 

Within post-conflict and institutionally fragile environments, leadership is expected to provide 
vision, stability, and employee support. Laissez-faire leadership, however, often leaves employees 
without sufficient guidance during periods of organisational uncertainty. Previous studies indicate 
that passive leadership is associated with increased workplace conflict, reduced trust in 
management, and weaker organisational resilience compared with more active leadership 
approaches (Banks et al., 2023; Skogstad et al., 2021). 
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Ahwireng Koomson et al. (2022) demonstrate that active leadership behaviours are important 
determinants of employee motivation and organisational performance within Ghanaian public-
sector institutions. From a laissez-faire perspective, the absence of regular communication, 
feedback, and performance monitoring may reduce employees' intrinsic motivation and 
commitment because individuals receive limited recognition, coaching, or strategic direction. 
Although highly skilled professionals may appreciate increased autonomy, most employees 
perform more effectively when leaders remain accessible and provide appropriate support 
(Northouse, 2022). 

Ogonegbu and Kyongo (2023) emphasise that effective leadership strengthens organisational 
performance through employee engagement, strategic alignment, and continuous organisational 
learning. Conversely, laissez-faire leadership has generally been associated with lower 
organisational effectiveness because leaders avoid involvement in decision-making and 
performance management. Without active leadership, organisations may experience weaker 
coordination, slower organisational learning, and reduced innovation, particularly during periods 
of change (Banks et al., 2023). 

Research examining organisational change similarly suggests that passive leadership provides 
limited support for successful change implementation. Cao and Le (2024) identify trust as a key 
mechanism supporting organisational change. Under laissez-faire leadership, however, leaders 
may fail to establish the communication and interpersonal relationships necessary for developing 
employee trust. Consequently, employees may become less willing to support organisational 
change because of uncertainty regarding leadership expectations and organisational priorities (Cao 
& Le, 2024). 

Nasir et al. (2022) report that organisational innovation depends heavily on leadership 
behaviours that encourage creativity, learning, and employee engagement. Because laissez-faire 
leaders provide limited guidance or encouragement, employees may experience reduced 
collaboration, lower innovation, and weaker organisational commitment unless teams consist of 
highly autonomous and intrinsically motivated professionals. Consequently, laissez-faire 
leadership is generally regarded as less effective for promoting innovation and sustainable 
organisational performance than more proactive leadership styles (Northouse, 2022; Banks et al., 
2023). 

Overall, contemporary evidence suggests that laissez-faire leadership represents one of the 
least effective leadership approaches in most organisational settings. While the delegation of 
authority and employee autonomy may benefit highly experienced, self-managing teams, 
prolonged leader absence, limited communication, and avoidance of responsibility are generally 
associated with lower employee satisfaction, reduced organisational commitment, poorer 
performance, and diminished organisational effectiveness (Banks et al., 2023; Northouse, 2022; 
Skogstad et al., 2021). Consequently, organisations should exercise caution when adopting laissez-
faire leadership and ensure that employees possess the competence, experience, and self-
management skills necessary to function effectively with minimal supervision. 
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6.4 Conclusion 

Laissez-faire leadership is widely recognised as one of the most passive leadership styles in 
organisational research. Unlike transformational or transactional leadership, laissez-faire leaders 
avoid active involvement in decision-making, provide limited supervision, delay responding to 
problems, and allow employees substantial autonomy in managing their work. Although this 
leadership approach may be appropriate when employees possess high levels of expertise, self-
motivation, and independence, the literature generally indicates that laissez-faire leadership is 
associated with lower organisational performance, reduced employee engagement, weaker 
communication, and diminished organisational effectiveness when compared with more active 
leadership styles. 

A consistent finding across the reviewed studies is the relationship between laissez-faire 
leadership and reduced employee performance and motivation. The absence of leader guidance, 
timely feedback, and performance monitoring often creates uncertainty regarding organisational 
goals and expectations. Consequently, employees may experience lower job satisfaction, 
diminished organisational commitment, and reduced willingness to exert discretionary effort. 
While highly autonomous professionals may value the independence associated with laissez-faire 
leadership, many employees require leadership support, coaching, and communication to maintain 
high levels of motivation and productivity. 

The literature also demonstrates that laissez-faire leadership is generally ineffective in 
facilitating organisational adaptability and change management. During periods of organisational 
uncertainty, employees often depend on leaders to provide direction, reassurance, and strategic 
communication. However, laissez-faire leaders frequently avoid making critical decisions or 
addressing organisational challenges promptly, increasing ambiguity and reducing employees' 
confidence in organisational change initiatives. As a result, organisations led by passive leaders 
may experience slower implementation of change, greater employee resistance, and reduced 
organisational resilience. 

Innovation and creativity present a more complex picture within the laissez-faire leadership 
literature. Although the considerable autonomy provided by laissez-faire leaders may encourage 
creativity among highly skilled, self-directed employees, the absence of strategic guidance, 
constructive feedback, and coordinated support often limits collaborative innovation and 
organisational learning. Without active leadership to establish priorities, allocate resources, and 
encourage knowledge sharing, innovation may become fragmented and inconsistent across teams. 
Consequently, laissez-faire leadership appears to support innovation only under specific 
conditions where employees possess substantial expertise and intrinsic motivation. 

Research further indicates that laissez-faire leadership may negatively influence employee 
psychological well-being and organisational resilience. Passive leadership behaviours, including 
leader avoidance, delayed intervention, and limited communication, have been associated with 
increased role ambiguity, interpersonal conflict, workplace stress, and emotional exhaustion. 
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Employees who perceive their leaders as unavailable or unwilling to provide support are more 
likely to experience reduced trust, lower organisational commitment, and diminished 
psychological safety. These findings suggest that effective organisational resilience depends upon 
active leadership involvement rather than leader withdrawal. 

Another important theme emerging from the literature concerns the contextual nature of 
laissez-faire leadership. Studies conducted across Europe, Asia, Africa, and North America 
suggest that the effectiveness of passive leadership depends largely on employee competence, 
organisational culture, and task characteristics. In highly specialised environments, such as 
research institutions or professional consultancy firms, experienced employees may benefit from 
the autonomy associated with laissez-faire leadership. Conversely, organisations operating within 
highly regulated, service-oriented, or crisis-prone environments generally require more active 
leadership to coordinate activities, resolve problems, and maintain organisational performance. 

The review also highlights the limitations of laissez-faire leadership within public-sector 
organisations and developing economies. Organisations operating under resource constraints, 
institutional instability, or complex governance challenges typically require decisive leadership, 
strategic planning, and effective communication. Passive leadership may weaken organisational 
coordination, reduce employee accountability, and impair service delivery by allowing problems 
to remain unresolved for extended periods. Consequently, laissez-faire leadership is generally 
considered less suitable for organisations facing rapid environmental change, increasing public 
accountability, or significant operational uncertainty. 

Furthermore, the literature provides little evidence that laissez-faire leadership contributes 
positively to organisational sustainability. Unlike leadership approaches that actively promote 
innovation, ethical behaviour, and strategic planning, laissez-faire leadership rarely provides 
sufficient direction to integrate economic, social, and environmental objectives into organisational 
practice. The absence of active leadership may delay sustainability initiatives, reduce employee 
engagement with organisational goals, and weaken long-term organisational development. 
Consequently, organisations pursuing sustainable competitive advantage generally require leaders 
who actively coordinate organisational change and encourage continuous improvement. 

Overall, the evidence reviewed suggests that laissez-faire leadership is among the least 
effective leadership styles in contemporary organisational research. Although employee autonomy 
and minimal supervision may produce positive outcomes within highly experienced, self-managed 
teams, passive leadership is more frequently associated with lower employee performance, 
reduced motivation, weaker organisational commitment, poorer communication, and diminished 
organisational effectiveness. Leadership effectiveness therefore depends on balancing employee 
autonomy with appropriate levels of guidance, communication, and organisational support. 

Consequently, organisations seeking sustainable competitive advantage should apply laissez-
faire leadership selectively and only where employees possess the competence, confidence, and 
experience to operate independently. Leadership development programmes should instead 
emphasise leaders' ability to recognise when employee autonomy is appropriate while maintaining 
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accountability, communication, and strategic oversight. As organisations continue to experience 
technological disruption, global competition, and increasing environmental uncertainty, passive 
leadership alone is unlikely to provide the strategic direction, employee support, and organisational 
coordination necessary for long-term organisational resilience and sustainable success. 
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Chapter 7: 

PARTICIPATIVE LEADERSHIP 

7.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of participative leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating classical leadership theories with recent empirical evidence to explain 
how participative leadership influences organisational performance, employee behaviour, 
innovation, decision-making, and organisational effectiveness. As one of the most widely 
recognised democratic leadership approaches, participative leadership has become increasingly 
relevant in contemporary organisations because of its emphasis on employee involvement, shared 
decision-making, collaboration, empowerment, and collective responsibility (Northouse, 2022; 
Somech, 2006; Eva et al., 2019). 

The chapter begins by critically examining the theoretical foundations of participative 
leadership, tracing its development from the democratic leadership concepts proposed by Lewin, 
Lippitt, and White (1939) to more contemporary models of shared and participative decision-
making. Lewin et al. (1939) identified democratic leadership as a leadership style in which leaders 
actively involve followers in decision-making while maintaining overall responsibility for 
organisational outcomes. Later scholars expanded this perspective by conceptualising participative 
leadership as a process through which leaders encourage employees to contribute ideas, share 
responsibility, and participate actively in organisational decisions that affect their work (Yukl, 
2013; Northouse, 2022). These principles provide the conceptual framework for evaluating the 
selected studies throughout this chapter. 

The reviewed literature consistently demonstrates that participative leadership contributes 
significantly to employee motivation, organisational commitment, job satisfaction, innovation, 
knowledge sharing, psychological empowerment, and overall organisational effectiveness (Eva et 
al., 2019; Lam et al., 2015). By involving employees in organisational decision-making, 
participative leaders cultivate trust, strengthen communication, encourage collaboration, and 
enhance employees' sense of ownership over organisational goals. Consequently, participative 
leadership has become particularly valuable in organisational environments characterised by rapid 
technological advancement, knowledge-intensive work, and continuous organisational change 
(Northouse, 2022; Yukl, 2013). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, small and medium-sized 
enterprises (SMEs), multinational corporations, and non-governmental organisations. Examining 
participative leadership across these diverse sectors provides a comprehensive understanding of 
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how collaborative leadership behaviours are interpreted and implemented within different 
organisational, institutional, and cultural environments. Although the fundamental principles of 
participative leadership remain consistent, evidence suggests that leadership effectiveness varies 
according to organisational structure, employee competence, national culture, and contextual 
conditions (Huang et al., 2010; Newman et al., 2017). 

In addition to examining the direct effects of participative leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
participative leadership influences organisational outcomes. The reviewed studies identify 
employee trust, psychological empowerment, organisational justice, knowledge sharing, employee 
engagement, self-efficacy, and organisational culture as important mechanisms through which 
participative leadership affects employee performance and organisational effectiveness (Lam et 
al., 2015; Newman et al., 2017; Eva et al., 2019). Understanding these underlying mechanisms 
provides a more comprehensive explanation of why participative leadership produces different 
outcomes across organisations and highlights the contextual conditions necessary for its successful 
implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of participative leadership 
by comparing findings from studies conducted in Africa, Europe, Asia, the Middle East, and North 
America. Although participative leadership has been widely recognised as an effective leadership 
approach across different countries, cultural values, institutional arrangements, and societal norms 
influence how participative leadership behaviours are perceived and enacted (House et al., 2004; 
Northouse, 2022). For example, employee participation and shared decision-making may be more 
readily accepted in low power-distance cultures than in highly hierarchical societies. 
Consequently, the review acknowledges the importance of contextualising participative leadership 
practices to maximise their effectiveness across different organisational and national settings. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the participative leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding participative leadership outcomes while highlighting areas where 
further research remains necessary. Particular attention is given to emerging issues such as digital 
collaboration, employee well-being, inclusive leadership, organisational resilience, sustainable 
decision-making, and innovation-driven organisational performance, all of which have become 
increasingly important within contemporary leadership research (Eva et al., 2019; Northouse, 
2022). 

Overall, this chapter demonstrates that participative leadership remains one of the most 
influential and empirically supported leadership approaches within organisational studies. Its 
emphasis on employee involvement, shared decision-making, collaboration, empowerment, and 
organisational learning makes it particularly relevant for organisations operating in increasingly 
complex, knowledge-intensive, and rapidly evolving environments. The insights generated from 
this literature review provide the theoretical and empirical foundation for the subsequent chapters 
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by informing the discussion, interpretation, and application of the present study's findings. 
Furthermore, the review contributes to a deeper understanding of how participative leadership can 
be integrated into leadership development programmes, organisational policies, and strategic 
management initiatives to promote sustainable organisational success. 

7.2 Overview of Participative Leadership 

Participative leadership, also known as ‘Democratic Leadership’, has become one of the most 
influential leadership approaches in contemporary organisational research because of its emphasis 
on employee involvement, shared decision-making, collaboration, and collective responsibility. 
Unlike autocratic leadership, which centralises authority and decision-making within the leader, 
participative leadership encourages employees to contribute ideas, participate in problem-solving, 
and influence organisational decisions (Northouse, 2022). The theory is rooted in early democratic 
leadership research conducted by Lewin et al. (1939), who demonstrated that involving employees 
in decision-making enhances motivation, cooperation, and productivity. More recent leadership 
research continues to recognise participative leadership as an effective approach for improving 
organisational performance by strengthening employee commitment, trust, and innovation (Banks 
et al., 2023). 

Participative leadership is defined as a leadership style in which leaders actively involve 
employees in decision-making while retaining ultimate responsibility for organisational outcomes 
(Northouse, 2022). Rather than relying on authority or unilateral decision-making, participative 
leaders encourage open communication, consultation, collaboration, and knowledge sharing. 
Employees are empowered to express opinions, contribute expertise, and participate in 
organisational planning, resulting in stronger psychological ownership, greater organisational 
commitment, and improved decision quality (Yukl, 2020). Consequently, participative leadership 
is particularly effective in knowledge-intensive and dynamic organisational environments where 
innovation, collaboration, and employee expertise are essential for organisational success (Banks 
et al., 2023). 

Recent studies consistently demonstrate that participative leadership positively influences 
employee engagement, motivation, job satisfaction, and organisational commitment. Employees 
who are involved in organisational decision-making experience higher levels of psychological 
empowerment because they perceive their opinions to be valued and respected (Somech, 2021). 
Similarly, Kim and Beehr (2020) found that participative leadership enhances employee 
engagement by increasing perceptions of organisational support, trust in management, and 
procedural fairness. These findings support social exchange theory, which suggests that employees 
reciprocate supportive and inclusive leadership behaviours through greater organisational 
commitment and improved performance (Cropanzano et al., 2017). 

Innovation represents another significant outcome of participative leadership. By encouraging 
employees to contribute ideas and participate in organisational problem-solving, participative 
leaders create environments characterised by creativity, knowledge sharing, and continuous 
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learning. Employees are more willing to propose innovative solutions when they believe their 
contributions will be considered during organisational decision-making (Yukl, 2020). Research 
demonstrates that participative leadership improves organisational innovation by promoting 
collaborative learning, cross-functional teamwork, and employee involvement in strategic 
planning, thereby strengthening organisational adaptability and long-term competitiveness (Banks 
et al., 2023). 

The effectiveness of participative leadership is also evident in organisational change 
management. Employees are generally more willing to support organisational change when they 
are involved in planning and implementing change initiatives. Participative leaders reduce 
resistance by encouraging consultation, transparency, and shared responsibility throughout the 
change process (Northouse, 2022). Through open communication and collaborative decision-
making, employees develop stronger trust in leadership and become more committed to achieving 
organisational objectives. Consequently, participative leadership facilitates smoother 
organisational transitions while improving employee acceptance of change (Yukl, 2020). 

Research further indicates that contextual and cultural factors influence the effectiveness of 
participative leadership. Although participative leadership is widely associated with positive 
organisational outcomes, its effectiveness depends on organisational culture, employee 
competence, and national cultural values. Organisations characterised by openness, collaboration, 
and low power distance tend to benefit more from participative leadership because employees are 
encouraged to contribute ideas and challenge existing practices (Banks et al., 2023). Conversely, 
organisations operating within highly hierarchical or authoritarian cultures may experience 
challenges when implementing participative leadership because employees may be reluctant to 
participate in decision-making or question managerial authority (Northouse, 2022). 

Within the healthcare sector, participative leadership has demonstrated positive outcomes for 
both employees and patients. Studies indicate that involving nurses and healthcare professionals 
in clinical decision-making improves job satisfaction, organisational commitment, teamwork, and 
patient safety (Specchia et al., 2021). Participative leadership promotes interdisciplinary 
collaboration, enhances communication between healthcare professionals, and strengthens 
employees' commitment to delivering high-quality patient care. Such findings demonstrate that 
collaborative leadership contributes significantly to organisational effectiveness within complex 
healthcare environments. 

Beyond organisational performance, participative leadership has increasingly been associated 
with organisational sustainability and corporate responsibility. Leaders who involve employees in 
sustainability initiatives encourage greater ownership of environmental and social responsibilities, 
leading to stronger organisational citizenship behaviours and improved sustainability performance 
(Banks et al., 2023). Employee participation also improves organisational decision-making 
regarding environmental management because frontline employees often possess valuable 
operational knowledge that contributes to sustainable organisational practices (Northouse, 2022). 
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Empirical evidence from different geographical regions further demonstrates the broad 
applicability of participative leadership across diverse organisational settings. Studies conducted 
in Europe, Asia, Africa, and North America consistently report positive relationships between 
participative leadership and employee satisfaction, organisational commitment, innovation, and 
organisational effectiveness (Somech, 2021; Banks et al., 2023). Although leadership practices 
require adaptation to local organisational cultures and institutional contexts, the underlying 
principles of employee participation, consultation, and shared decision-making remain broadly 
applicable across sectors including education, healthcare, manufacturing, public administration, 
and private enterprise. 

Despite its numerous advantages, participative leadership is not without limitations. Effective 
implementation requires leaders to possess strong communication skills, emotional intelligence, 
conflict management abilities, and the capacity to facilitate collaborative decision-making 
(Northouse, 2022). Furthermore, participative leadership may be less appropriate in crises 
requiring rapid decision-making, highly regulated organisations with limited employee discretion, 
or environments where employees lack sufficient expertise to contribute effectively to strategic 
decisions (Yukl, 2020). Decision-making processes may also become slower because consultation 
requires additional time and coordination among stakeholders. 

Nevertheless, extensive empirical evidence demonstrates that participative leadership 
enhances employee motivation, organisational commitment, innovation, knowledge sharing, job 
satisfaction, and organisational performance across a wide range of industries and organisational 
contexts. Its emphasis on employee involvement, shared responsibility, collaborative problem-
solving, and inclusive decision-making makes participative leadership one of the most appropriate 
leadership approaches for organisations operating in today's increasingly knowledge-based, 
collaborative, and rapidly changing environment (Banks et al., 2023; Northouse, 2022). 

7.3 Participative Leadership 

Participative leadership continues to receive considerable scholarly attention because of its 
demonstrated capacity to enhance employee involvement, improve decision-making quality, 
stimulate innovation, and strengthen organisational performance across diverse organisational 
settings (Northouse, 2022; Eva et al., 2019). Rooted in Lewin, Lippitt, and White's (1939) 
democratic leadership model and later expanded by scholars such as Yukl (2013), participative 
leadership is characterised by shared decision-making, consultation, employee empowerment, and 
collaborative problem-solving. Rather than concentrating authority solely in the hands of 
managers, participative leaders actively involve employees in decisions affecting their work, 
thereby fostering trust, commitment, and collective responsibility (Northouse, 2022). Recent 
empirical studies further demonstrate that participative leadership influences organisational 
outcomes both directly and indirectly through several psychological and organisational 
mechanisms. 
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Lam, Huang, and Chan (2015) provide compelling evidence of the relationship between 
participative leadership and employees' innovative behaviour by examining the mediating role of 
psychological empowerment and the moderating influence of leader information sharing. Their 
findings suggest that participative leadership facilitates innovation by creating both psychological 
ownership and an open communication environment. Rather than merely directing employees to 
implement organisational change, participative leaders encourage employees to contribute ideas 
and become active participants in organisational decision-making. This finding is consistent with 
participative leadership theory, which proposes that employee involvement strengthens 
commitment to organisational objectives and improves the quality of decisions (Yukl, 2013; 
Northouse, 2022). 

The study further demonstrates that psychological empowerment functions as a critical 
mechanism through which participative leadership promotes innovative behaviour. Employees 
who are trusted to contribute to decision-making become more willing to share ideas, solve 
organisational problems, and support change initiatives. These findings reinforce previous 
research suggesting that participative leadership strengthens employees' intrinsic motivation, 
organisational commitment, and willingness to engage in innovative behaviours (Somech, 2006; 
Eva et al., 2019). Furthermore, Lam et al. (2015) found that leader information sharing strengthens 
the positive effects of participative leadership, indicating that employee participation is most 
effective when supported by transparent communication and access to relevant organisational 
information. This finding highlights that participative leaders influence innovation not only by 
encouraging involvement but also by creating organisational conditions that promote trust, 
collaboration, and knowledge sharing. 

Consequently, Lam et al.'s (2015) study extends participative leadership theory by 
demonstrating that sustainable innovation emerges through the interaction of employee 
participation, empowerment, and organisational communication. Their research contributes to 
explaining how participative leadership simultaneously strengthens employee engagement and 
organisational capability. This broader perspective reinforces the view that participative leadership 
is not simply a consultative leadership style but a strategic process that strengthens organisational 
learning, collaboration, and innovation capability. 

Similarly, Huang, Iun, Liu, and Gong (2010) provide important insights into the psychological 
mechanisms through which participative leadership enhances innovative work behaviour. Their 
study examines the mediating roles of trust and empowerment in explaining the relationship 
between participative leadership and employee performance. Unlike studies focusing solely on 
behavioural outcomes, Huang et al. (2010) demonstrate that participative leadership develops 
employees' confidence, autonomy, and sense of responsibility, enabling them to approach complex 
organisational tasks with greater commitment and initiative. These findings align with 
participative leadership theory, which emphasises employee involvement, shared responsibility, 
and collaborative decision-making as essential drivers of organisational effectiveness (Yukl, 
2013). 
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The study particularly identifies empowerment and interpersonal trust as significant mediators 
of employee innovation and performance. Participative leaders strengthen employees' confidence 
by encouraging them to express opinions, contribute to organisational decisions, and take 
responsibility for solving workplace challenges. As employees develop stronger beliefs in their 
capabilities and perceive greater trust from their leaders, they become more willing to experiment 
with new ideas, challenge established practices and engage in creative problem-solving. These 
findings support earlier evidence suggesting that participative leadership enhances employee 
creativity by fostering psychological empowerment and organisational commitment (Somech, 
2006; Eva et al., 2019). 

An important contribution of Huang et al.'s (2010) research lies in demonstrating that 
participative leadership is particularly valuable within organisations operating under complex and 
uncertain conditions. When employees are encouraged to share expertise and collaborate in solving 
organisational challenges, organisations become more adaptable and innovative. Rather than 
relying exclusively on managerial authority, participative leaders strengthen employees' 
confidence, resilience, and collaborative problem-solving capabilities. This perspective broadens 
participative leadership theory by highlighting the importance of trust and empowerment as 
strategic organisational resources capable of driving innovation and organisational adaptability. 

Recent evidence further extends participative leadership scholarship by investigating 
organisational resilience as a mechanism through which participative leadership promotes team 
innovation. Newman et al. (2017) found that participative leadership enhances organisational 
resilience by strengthening collaboration, shared learning, and employee engagement. Rather than 
focusing solely on motivating individual employees, participative leaders develop organisational 
systems that encourage collective problem-solving, knowledge exchange, and adaptive decision-
making, enabling teams to respond effectively to changing organisational environments. 

The concept of organisational resilience aligns closely with participative leadership principles. 
Leaders who encourage employee involvement maintain open communication during periods of 
uncertainty, promote collective learning, and empower employees to contribute solutions to 
organisational challenges. By framing organisational problems as shared responsibilities, 
participative leaders create resilient teams capable of sustaining high performance despite 
environmental uncertainty (Northouse, 2022). These findings are particularly significant given the 
increasing complexity and volatility characterising modern organisations. 

Newman et al. (2017) further demonstrate that environmental uncertainty strengthens the 
positive relationship between participative leadership and organisational innovation. During 
periods of technological disruption, economic instability, or organisational change, employees 
increasingly rely on participative leaders who encourage consultation, collaboration, and shared 
responsibility. Under such conditions, participative leadership becomes especially influential 
because it reduces uncertainty, strengthens trust, and encourages adaptive thinking. These findings 
are consistent with contemporary leadership research suggesting that participative leadership is 
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particularly effective during organisational change because it increases employee acceptance of 
change through involvement and collective decision-making (Eva et al., 2019). 

Collectively, the studies by Lam et al. (2015), Huang et al. (2010), and Newman et al. (2017) 
reinforce the multidimensional nature of participative leadership. They demonstrate that 
participative leadership influences organisational innovation through psychological, behavioural, 
and organisational mechanisms, including empowerment, trust, information sharing, 
collaboration, and organisational resilience. These findings extend traditional participative 
leadership theory beyond leader–follower interactions by illustrating how participative leaders 
strengthen organisational culture, develop employee capabilities, and create adaptive 
organisational systems. Consequently, participative leadership should be viewed not merely as a 
leadership style but as a strategic organisational capability that enables innovation, resilience, and 
sustainable organisational performance in increasingly complex and dynamic environments. 

The findings of Newman et al. (2017) further demonstrate that participative leadership 
becomes particularly valuable during periods of environmental uncertainty, when organisations 
require both innovation and resilience to remain competitive. By encouraging employee 
involvement, fostering trust, and creating psychologically safe environments, participative leaders 
enable employees to experiment with new ideas without fear of criticism. Such behaviours 
encourage continuous learning, adaptability, and collaborative problem-solving, all of which are 
essential for sustaining innovation in volatile organisational environments (Northouse, 2022). The 
study further identifies organisational resilience as a critical mediating mechanism through which 
participative leadership enhances team innovation. Rather than merely encouraging employee 
participation, participative leaders strengthen the organisation's ability to anticipate, adapt to, and 
recover from unexpected challenges, thereby creating conditions under which innovation can be 
sustained over time (Newman et al., 2017). 

A notable contribution of recent participative leadership research is its integration with 
organisational resilience theory. Scholars argue that participative leaders influence innovation not 
only through direct employee involvement but also by building collaborative structures, trust, and 
shared learning capabilities that enable organisations to withstand environmental turbulence (Eva 
et al., 2019). These findings extend participative leadership theory by demonstrating that 
leadership effectiveness depends on developing adaptive organisational systems alongside 
empowered employees. Consequently, participative leadership should be viewed as a strategic 
organisational capability that strengthens long-term organisational sustainability, resilience, and 
innovation. 

Within healthcare organisations, participative leadership has also demonstrated positive 
organisational outcomes. Recent systematic reviews indicate that participative leadership 
improves workforce retention, employee engagement, quality of patient care, and organisational 
sustainability by involving healthcare professionals in clinical and administrative decision-making 
(Specchia et al., 2021). Given the increasing complexity of healthcare systems, participative 
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leadership provides an effective framework for improving communication, strengthening 
teamwork, and promoting evidence-based practice. 

The literature identifies two interrelated dimensions through which participative leadership 
enhances healthcare performance: employee involvement and collaborative service delivery. 
Participative nurse leaders encourage employees to contribute ideas, participate in problem-
solving, and engage actively in organisational improvement initiatives, resulting in higher levels 
of job satisfaction, organisational commitment, and employee engagement (Specchia et al., 2021). 
These findings are consistent with previous research demonstrating that participative leadership 
strengthens employee motivation by fostering trust, empowerment, and professional autonomy 
(Northouse, 2022; Yukl, 2013). 

Furthermore, participative leadership contributes to organisational resilience by promoting 
continuous learning, multidisciplinary collaboration, and shared decision-making among 
healthcare professionals. Through open communication and employee involvement, participative 
leaders encourage innovation, evidence-based practice, and continuous quality improvement. Such 
leadership behaviours enable healthcare organisations to respond more effectively to changing 
patient needs, technological developments, and organisational challenges while maintaining high 
standards of patient care. Consequently, participative leadership not only improves employee 
outcomes but also enhances organisational effectiveness and patient safety (Specchia et al., 2021). 

Participative leadership has received increasing scholarly attention as organisations seek 
leadership approaches that promote employee involvement, shared decision-making, innovation, 
and organisational resilience in increasingly complex environments (Northouse, 2022; Yukl & 
Gardner, 2020). Unlike autocratic leadership, participative leadership encourages employees to 
contribute actively to organisational decisions, recognising that individuals closest to operational 
issues often possess valuable knowledge and experience. By involving employees in planning, 
problem-solving, and strategic decision-making, participative leaders create a collaborative 
organisational culture characterised by trust, openness, and shared responsibility (Somech, 2006; 
Wang et al., 2023). 

A growing body of research demonstrates that participative leadership positively influences 
organisational performance by strengthening employee commitment, motivation, and 
psychological empowerment. Employees who are given opportunities to contribute to 
organisational decisions experience greater ownership of organisational objectives, increased job 
satisfaction, and stronger organisational identification because they perceive their knowledge and 
opinions to be valued (Kim & Beehr, 2020; Northouse, 2022). Rather than relying solely on 
managerial authority, participative leaders distribute influence throughout the organisation, 
creating a sense of collective responsibility that encourages employees to contribute beyond their 
formal job requirements. 

Recent empirical evidence further suggests that participative leadership enhances 
organisational innovation by facilitating knowledge sharing and collaborative problem-solving. 
Wang et al. (2023) found that employee participation in decision-making significantly improves 
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innovative work behaviour because collaborative environments encourage employees to exchange 
ideas, challenge existing practices, and develop creative solutions to organisational problems. 
These findings support social exchange theory, which proposes that employees reciprocate 
supportive leadership behaviours through increased commitment, creativity, and discretionary 
effort (Blau, 1964). Consequently, participative leadership promotes innovation not simply 
through managerial direction but by creating organisational cultures that value collaboration, 
mutual respect, and continuous learning. 

Participation in organisational decision-making has also been associated with improved 
psychological well-being. Kim and Beehr (2020) reported that participative leadership strengthens 
employees' perceptions of autonomy and competence, reducing workplace stress while increasing 
engagement and organisational commitment. Employees who participate in organisational 
decisions experience greater control over their work, resulting in improved psychological safety 
and higher levels of intrinsic motivation. These findings align with Self-Determination Theory, 
which identifies autonomy, competence, and relatedness as essential psychological needs that 
contribute to employee well-being and performance (Deci & Ryan, 2000). 

Participative leadership has become particularly relevant within knowledge-intensive 
organisations where effective decision-making depends upon employees' expertise rather than 
hierarchical authority. In educational institutions, participative leadership encourages teachers to 
contribute to curriculum development, school improvement initiatives, and instructional decision-
making, thereby strengthening professional collaboration and organisational learning (Somech, 
2006). Similar benefits have been observed in healthcare organisations, where involving healthcare 
professionals in clinical and administrative decisions improves teamwork, employee engagement, 
and patient care quality (Northouse, 2022). 

Research further demonstrates that participative leadership contributes to organisational 
resilience during periods of uncertainty and change. Rather than imposing top-down decisions, 
participative leaders encourage employees to contribute ideas, evaluate alternatives, and 
collectively develop solutions to organisational challenges. This collaborative approach increases 
employee acceptance of organisational change because individuals are more likely to support 
decisions in which they have actively participated (Yukl & Gardner, 2020). Consequently, 
participative leadership reduces resistance to change while strengthening organisational 
adaptability and collective problem-solving capability. 

The effectiveness of participative leadership is, however, influenced by organisational culture 
and contextual factors. High levels of participation require organisational climates characterised 
by trust, open communication, and psychological safety. In highly bureaucratic organisations with 
rigid hierarchies or cultures characterised by high power distance, employees may be reluctant to 
express opinions or challenge managerial decisions, thereby limiting the effectiveness of 
participative leadership (Northouse, 2022). Similarly, time-sensitive situations or organisational 
crises may require more directive leadership approaches where rapid decision-making is essential. 



117 

Cross-cultural research suggests that although participative leadership is widely associated 
with positive organisational outcomes, cultural values influence employees' willingness to 
participate in organisational decision-making. Employees in collectivist cultures may readily 
embrace collaborative decision-making, whereas those working within high power-distance 
cultures may expect leaders to retain greater decision-making authority (House et al., 2004). 
Consequently, participative leadership should be adapted to organisational and cultural contexts 
while maintaining its core principles of collaboration, consultation, and shared responsibility. 

Another important strength of participative leadership is its contribution to employee 
empowerment and leadership development. By involving employees in organisational decisions, 
leaders develop employees' confidence, decision-making capabilities, and problem-solving skills. 
Over time, participative leadership creates opportunities for future leadership development by 
encouraging individuals to assume greater responsibility and develop strategic thinking 
capabilities (Yukl & Gardner, 2020). This distributed approach to leadership contributes to 
organisational sustainability by reducing dependence on individual leaders while strengthening 
collective organisational capability. 

Despite its many advantages, participative leadership also presents several limitations. 
Decision-making processes may become slower because consultation requires additional time to 
gather employee opinions and achieve consensus. Conflicting viewpoints may delay 
organisational decisions, particularly within large or diverse organisations. Furthermore, not all 
employees possess the expertise, motivation, or willingness to participate effectively in strategic 
decisions, making leader judgement essential in determining the appropriate level of participation 
(Northouse, 2022). Participative leadership is therefore most effective when leaders balance 
employee involvement with timely decision-making and clear organisational direction. 

Overall, contemporary evidence indicates that participative leadership remains one of the most 
effective approaches for promoting employee engagement, innovation, organisational learning, 
and sustainable organisational performance. Through shared decision-making, employee 
empowerment, collaborative problem-solving, and trust-based relationships, participative leaders 
create organisational environments where employees become active contributors to organisational 
success rather than passive recipients of managerial direction. As organisations continue to operate 
within increasingly dynamic, knowledge-intensive, and uncertain environments, participative 
leadership provides an effective framework for strengthening organisational resilience, improving 
decision quality, and enhancing long-term organisational performance (Northouse, 2022; Yukl & 
Gardner, 2020). 

Participative leadership has increasingly been recognised as an effective leadership approach 
for enhancing employee performance by promoting involvement in organisational decision-
making, strengthening psychological empowerment, and fostering intrinsic motivation. Kim and 
Beehr (2020) demonstrate that participative leadership positively influences employee 
performance because employees who are actively involved in decision-making perceive greater 
autonomy, responsibility, and ownership over organisational objectives. Rather than relying on 
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hierarchical authority or external rewards, participative leaders create opportunities for employees 
to contribute their expertise and influence organisational decisions, thereby increasing intrinsic 
motivation and organisational commitment. These findings support Self-Determination Theory, 
which argues that autonomy and competence are fundamental psychological needs that promote 
motivation and sustained performance (Deci & Ryan, 2000). 

A major contribution of Kim and Beehr's (2020) study is the identification of psychological 
empowerment as the principal mechanism through which participative leadership improves 
employee performance. By encouraging consultation, open communication, and collaborative 
problem-solving, participative leaders create meaningful work experiences in which employees 
perceive themselves as valued organisational contributors. This strengthens employees' 
confidence, commitment, and willingness to assume responsibility for organisational success. 
Employees consequently become more proactive, innovative, and committed to achieving 
organisational goals because they view organisational success as a collective responsibility rather 
than solely a managerial obligation (Kim & Beehr, 2020). 

However, participative leadership alone cannot eliminate negative workplace outcomes such 
as burnout, role ambiguity, or reduced employee engagement. Although employee involvement 
improves job satisfaction and organisational commitment, factors including excessive workloads, 
inadequate organisational support, interpersonal conflict, and poor work-life balance continue to 
influence employee well-being regardless of leadership style (Northouse, 2022). These findings 
suggest that participative leadership should be integrated with broader organisational well-being 
strategies, including employee support programmes, workload management initiatives, and 
psychologically healthy work environments to maximise organisational performance. 

Overall, contemporary research demonstrates that participative leadership enhances 
organisational effectiveness by strengthening employees' psychological resources rather than 
relying solely on managerial control. Organisations seeking sustainable improvements in 
employee performance should therefore invest in leadership development programmes that 
encourage collaborative decision-making, active listening, employee empowerment, and 
supportive leader–employee relationships while simultaneously addressing broader organisational 
factors that influence employee well-being (Yukl & Gardner, 2020; Northouse, 2022). 

The findings of Kim and Beehr (2020) further highlight intrinsic motivation as a key 
mechanism through which participative leadership enhances employee performance. Rather than 
directing employees through formal authority, participative leaders encourage individuals to 
contribute ideas, solve organisational problems collectively, and participate actively in strategic 
decision-making. This leadership approach strengthens employees' confidence in their own 
abilities while fostering greater ownership of organisational objectives. Consequently, employees 
become more willing to contribute beyond their formal job responsibilities, engage in collaborative 
problem-solving, and support organisational innovation (Kim & Beehr, 2020). 

Furthermore, participative leadership requires leaders to possess strong interpersonal skills, 
emotional intelligence, and communication competence to facilitate meaningful employee 
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involvement. Effective participative leaders create environments characterised by mutual trust, 
openness, and psychological safety, enabling employees to express ideas without fear of criticism 
or negative consequences. These findings reinforce contemporary leadership research, which 
conceptualises participative leadership as a collaborative social process in which leadership 
effectiveness depends upon high-quality leader–employee relationships, shared responsibility, and 
collective decision-making (Northouse, 2022; Yukl & Gardner, 2020). Consequently, 
organisations aiming to improve long-term performance should prioritise leadership development 
initiatives that cultivate communication skills, employee consultation, collaborative leadership, 
and participative decision-making practices. 

A comprehensive review by Sharma and Singh (2024) synthesises contemporary evidence 
demonstrating that participative leadership positively influences employee motivation, 
organisational commitment, innovation, and team effectiveness across diverse organisational 
settings. The review argues that participative leadership is not a prescriptive management style but 
a flexible leadership approach that adapts employee involvement according to organisational needs 
and contextual demands. Through consultation, shared decision-making, and collaborative 
problem-solving, participative leaders strengthen trust, organisational commitment, and employee 
engagement while encouraging continuous learning and innovation. 

An important contribution of Sharma and Singh (2024) is the recognition that participative 
leadership requires organisational cultures characterised by openness, trust, and effective 
communication. Employee participation is most effective where organisational structures 
encourage knowledge sharing and psychological safety. Conversely, highly bureaucratic 
organisations with rigid hierarchies may restrict meaningful employee involvement, thereby 
reducing the effectiveness of participative leadership. These findings reinforce recent leadership 
research suggesting that leadership effectiveness is strongly influenced by organisational culture, 
structural flexibility, and contextual factors rather than by leadership behaviours alone (Northouse, 
2022). 

Atoko (2023) similarly highlights the strategic importance of employee participation within 
organisations operating in developing economies. The review argues that involving employees in 
organisational planning and operational decision-making improves organisational adaptability, 
innovation, and performance under conditions of institutional uncertainty and limited resources. 
Participative leadership is presented as a strategic capability that enables organisations to utilise 
employees' knowledge, strengthen organisational learning, and improve responsiveness to 
environmental change. Such collaborative leadership practices are particularly valuable in 
developing countries where organisational flexibility and employee commitment are essential for 
overcoming structural challenges. 

The review further emphasises that participative leadership contributes to organisational 
strategy by aligning employees' knowledge and experience with organisational objectives. Rather 
than concentrating decision-making authority at senior management level, participative leaders 
encourage consultation across organisational levels, resulting in better-informed decisions, 
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stronger employee commitment, and improved implementation of organisational policies. 
Consequently, Atoko (2023) recommends institutionalising participative leadership through 
leadership development programmes that strengthen communication, collaborative decision-
making, and employee involvement while remaining responsive to local organisational contexts. 

Awaale (2024) examines collaborative leadership practices within Somalia's public sector and 
argues that participative leadership offers an effective approach for strengthening employee 
commitment, organisational performance, and public service delivery within resource-constrained 
environments. The review demonstrates that involving employees in organisational decisions 
improves morale, encourages organisational citizenship behaviours, and strengthens stakeholder 
engagement by creating greater transparency and trust throughout public institutions. 

The study further demonstrates that participative leadership enhances organisational resilience 
by encouraging employees to contribute ideas for improving public services despite institutional 
constraints. Rather than relying exclusively on bureaucratic authority, participative leaders foster 
collaborative workplace cultures characterised by open communication, employee involvement, 
and shared responsibility for organisational outcomes. These findings are particularly relevant 
within developing countries where institutional reform depends upon employee engagement, 
collaborative governance, and effective knowledge sharing (Awaale, 2024; Northouse, 2022). 

Finally, Awaale (2024) argues that the effectiveness of participative leadership depends upon 
leaders' ability to adapt consultation and employee involvement to organisational realities and 
socio-political contexts. Although public-sector organisations often operate within formal 
bureaucratic structures, meaningful employee participation remains capable of improving 
innovation, organisational commitment, and service quality when leaders create opportunities for 
consultation, shared problem-solving, and collective decision-making. This evidence supports the 
growing consensus that participative leadership represents an effective governance strategy for 
improving organisational performance, particularly within public-sector organisations operating 
under complex institutional and developmental conditions (Yukl & Gardner, 2020; Northouse, 
2022). 

Waale (2024) argues that participative leadership is an important driver of organisational 
citizenship behaviour (OCB), employee motivation, and improved organisational performance 
within public-sector institutions. The review demonstrates that participative leadership enhances 
employee engagement, strengthens organisational commitment, and improves service delivery by 
encouraging employees to participate actively in decision-making processes and organisational 
problem-solving. Through shared decision-making, open communication, and collaborative 
governance, participative leaders foster a sense of ownership and responsibility among employees, 
leading them to contribute beyond their formal job responsibilities (Awaale, 2024). These 
leadership behaviours are particularly valuable in service-oriented government organisations 
where collaboration, employee involvement, and shared accountability directly influence service 
quality and stakeholder satisfaction. 
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A notable strength of the review is its contextual analysis of participative leadership within 
Somalia's post-conflict public sector. Operating in an environment characterised by institutional 
fragility, limited resources, and governance challenges, participative leadership emerges as an 
adaptive leadership approach capable of rebuilding organisational capacity while promoting 
employee commitment and collaborative problem-solving. Rather than relying solely on 
hierarchical authority, participative leaders encourage consultation, knowledge sharing, and 
employee involvement in organisational decisions. These findings reinforce contemporary 
leadership scholarship, which argues that participative leadership is particularly effective in 
complex and uncertain environments because it promotes trust, collective responsibility, and 
organisational learning (Northouse, 2022; Yukl, 2020). Consequently, the review provides 
compelling evidence that participative leadership represents an important governance strategy for 
improving public-sector effectiveness in developing and post-conflict contexts. 

Ahwireng Koomson et al. (2022) examine the relationship between leadership practices, 
employee motivation, and organisational performance within selected Ghanaian public-sector 
institutions. Their findings indicate that participative leadership significantly improves employee 
motivation by involving staff in planning, decision-making, and organisational improvement 
initiatives. Employees who perceive that their opinions are valued demonstrate stronger 
commitment, higher job satisfaction, and increased willingness to contribute to organisational 
objectives. These findings are consistent with participative leadership theory, which proposes that 
employee involvement enhances intrinsic motivation by satisfying employees' needs for 
autonomy, competence, and belonging (Northouse, 2022). 

The study further suggests that participation in decision-making influences organisational 
outcomes differently depending on organisational context and employee expectations. While 
collaborative decision-making strongly enhances motivation and organisational commitment, 
leadership effectiveness also depends upon leaders' ability to balance employee participation with 
timely decision-making and organisational accountability. This finding contributes to a more 
nuanced understanding of participative leadership by demonstrating that employee involvement 
must be appropriately managed to maximise organisational performance while maintaining 
operational efficiency (Ahwireng Koomson et al., 2022). 

The Ghanaian public-sector context further strengthens the study's contribution to leadership 
scholarship. Public organisations frequently operate within bureaucratic structures characterised 
by administrative complexity, limited flexibility, and increasing demands for accountability. 
Under such conditions, participative leadership enables managers to improve employee 
commitment, strengthen collaboration, and enhance organisational performance despite 
institutional constraints. Consequently, the authors recommend leadership development 
programmes that strengthen collaborative decision-making, communication, and employee 
empowerment while recognising the importance of adapting leadership practices to organisational 
and cultural realities. 
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Ogonegbu and Kyongo (2023) provide a comprehensive systematic review synthesising 
recent empirical evidence on the relationship between participative leadership and organisational 
performance across developing economies. Drawing upon studies conducted in Nigeria, Pakistan, 
Jordan, and several African countries, the review confirms that participative leadership 
consistently improves employee engagement, organisational performance, innovation, and 
strategic effectiveness. Rather than concentrating decision-making authority exclusively in senior 
management, participative leadership distributes responsibility among organisational members, 
creating stronger commitment to organisational goals and improving implementation of strategic 
initiatives. 

The review demonstrates that participative leadership contributes to organisational 
effectiveness by strengthening communication, trust, collaboration, and employee ownership of 
organisational decisions. Beyond improving interpersonal relationships, participative leadership 
shapes organisational culture by encouraging shared responsibility, continuous learning, and 
inclusive governance. Consequently, leadership is conceptualised not merely as a managerial 
function but as a collaborative organisational capability that strengthens long-term organisational 
resilience and sustainable performance (Ogonegbu & Kyongo, 2023). 

A particularly valuable contribution of the review is its demonstration that participative 
leadership produces positive organisational outcomes across diverse cultural and institutional 
contexts. Although leadership behaviours require adaptation to local organisational norms and 
cultural expectations, the underlying principles of employee involvement, consultation, and 
collaborative decision-making remain consistently associated with improved organisational 
outcomes (Ogonegbu & Kyongo, 2023). The review therefore concludes that organisations should 
invest in participative leadership development as a strategic mechanism for enhancing 
organisational adaptability, innovation, employee engagement, and long-term competitiveness. 

Cao and Le (2024) extend participative leadership research by examining the relationship 
between participative leadership, employee trust, and organisational change capability. Their study 
demonstrates that participative leadership facilitates successful organisational change by 
encouraging transparent communication, consultation, and employee involvement throughout the 
change process. Trust emerges as the primary psychological mechanism linking participative 
leadership behaviours with employees' willingness to support organisational transformation and 
innovation. 

The authors distinguish between disclosure-based trust and reliance-based trust, 
demonstrating that disclosure-based trust—characterised by openness, honesty, and transparent 
communication—has the strongest influence on organisational change capability. Employees who 
perceive leaders as inclusive, approachable, and receptive to employee input are more likely to 
embrace organisational change, share innovative ideas, and participate actively in continuous 
improvement initiatives (Cao & Le, 2024). These findings reinforce participative leadership theory 
by highlighting that successful organisational change depends upon mutual trust, open 
communication, and collaborative leader–employee relationships. 
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The study also contributes significantly to the literature by examining small and medium-sized 
enterprises (SMEs) in China, where rapid environmental change and resource constraints require 
flexible and collaborative leadership approaches. SMEs often depend upon employee knowledge, 
creativity, and shared problem-solving to remain competitive. Consequently, participative 
leadership enables organisations to utilise employee expertise more effectively while 
strengthening organisational adaptability and resilience (Northouse, 2022). 

Nasir et al. (2022) investigate participative leadership within Pakistani SMEs by examining 
its relationships with employee performance, organisational innovation, creativity, and workplace 
resilience. Their findings demonstrate that participative leadership improves employee 
performance by encouraging active involvement in organisational decision-making, stimulating 
innovation, and strengthening employees' intrinsic motivation. Rather than responding passively 
to organisational challenges, employees working under participative leaders become more 
proactive, collaborative, and committed to continuous organisational improvement. 

The study highlights employee involvement and collaborative problem-solving as particularly 
influential leadership practices that encourage creativity and organisational innovation. By 
creating opportunities for employees to contribute ideas, participate in strategic discussions, and 
influence organisational decisions, participative leaders develop organisational cultures 
characterised by experimentation, knowledge sharing, and continuous learning. Such practices are 
particularly valuable within SMEs operating in highly competitive and uncertain environments 
where innovation and employee adaptability are essential for long-term success (Nasir et al., 
2022). 

Furthermore, the authors demonstrate that participative leadership positively influences 
employees' psychological responses to workplace stress by increasing perceived organisational 
support, autonomy, and control over work-related decisions. Employees who participate in 
decision-making are better able to manage organisational challenges and adapt to changing work 
demands, thereby strengthening resilience, organisational commitment, and overall well-being. 
Collectively, the study reinforces the proposition that participative leadership functions as a 
strategic driver of organisational innovation, employee well-being, and sustainable organisational 
performance within dynamic business environments. 

7.4 Conclusion 

Participative leadership has become one of the most widely recognised leadership approaches 
in contemporary organisational research because of its demonstrated capacity to improve 
employee performance, organisational innovation, collaboration, and decision-making across 
diverse organisational contexts. Unlike autocratic leadership, participative leadership encourages 
employees to actively contribute to organisational decisions, problem-solving, and strategic 
planning, thereby fostering shared responsibility and collective ownership of organisational 
outcomes. The literature reviewed indicates that participative leadership is not merely an effective 
management style but a strategic capability that enables organisations to improve adaptability, 
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strengthen employee commitment, and sustain long-term organisational performance in 
increasingly dynamic environments. 

A consistent finding across the reviewed studies is the positive relationship between 
participative leadership and employee performance and motivation. Participative leaders involve 
employees in decision-making, encourage open communication, and value employees' ideas and 
expertise, thereby increasing job satisfaction, organisational commitment, and discretionary effort. 
Rather than relying solely on managerial authority or external rewards, participative leadership 
promotes intrinsic motivation by providing employees with greater autonomy, responsibility, and 
influence over organisational decisions. These leadership behaviours foster psychological 
ownership and commitment, resulting in sustained improvements in productivity, service quality, 
and employee engagement across sectors including healthcare, education, hospitality, 
manufacturing, and public administration. 

The review also demonstrates that participative leadership plays a critical role in 
organisational adaptability and change management. In increasingly uncertain and competitive 
environments, participative leaders promote trust, collaboration, and shared responsibility by 
involving employees throughout organisational change processes. Employee participation reduces 
resistance to change because individuals are more likely to support initiatives they have helped to 
develop. Trust consistently emerges as an important mediating mechanism linking participative 
leadership with organisational change capability, suggesting that leadership effectiveness depends 
not only on strategic direction but also on the quality of collaborative leader–employee 
relationships. Similarly, research within educational institutions demonstrates that participative 
leadership strengthens teachers' professional commitment, collaborative learning, and self-efficacy 
by encouraging shared governance and collective decision-making. 

Innovation and creativity emerged as another dominant theme within the reviewed literature. 
Studies consistently demonstrate that participative leaders encourage employees to contribute 
ideas, question existing practices, and engage actively in organisational problem-solving. By 
creating inclusive work environments where employees feel valued and psychologically safe, 
participative leadership facilitates knowledge sharing, creativity, and continuous improvement. 
Employees who are actively involved in organisational decisions are more willing to experiment 
with innovative solutions and collaborate across functional boundaries, thereby strengthening 
organisational resilience and long-term competitiveness. These findings reinforce the argument 
that participative leadership creates organisational cultures in which innovation becomes 
embedded through collaboration rather than remaining dependent upon individual initiatives. 

The literature further demonstrates that participative leadership contributes significantly to 
employee psychological well-being and organisational resilience. Leaders who encourage 
employee involvement, recognise individual contributions, and maintain transparent 
communication create healthier working environments characterised by higher job satisfaction, 
lower workplace stress, and stronger organisational commitment. Participation enhances 
employees' perceptions of fairness, respect, and organisational support, which contribute to 
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improved psychological well-being and greater resilience during periods of organisational change. 
However, the literature also indicates that these positive outcomes are influenced by contextual 
factors including organisational culture, managerial support, employee trust, and communication 
quality, suggesting that participative leadership is most effective within organisations that 
genuinely value employee involvement and collaboration. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of participative leadership. Studies conducted across Asia, Europe, 
Africa, and the Middle East demonstrate that participative leadership is consistently associated 
with improved employee attitudes, organisational commitment, and performance despite 
differences in national culture and institutional environments. Although the degree of employee 
participation may vary according to cultural expectations regarding authority and power distance, 
the fundamental principles of consultation, collaboration, and shared decision-making remain 
positively associated with organisational effectiveness. These findings suggest that participative 
leadership addresses universal psychological needs for inclusion, respect, autonomy, and 
meaningful contribution, making it particularly valuable within multinational organisations 
operating across culturally diverse settings. 

The review also highlights the strategic importance of participative leadership within public-
sector organisations and developing economies. Evidence from Africa, Asia, and other developing 
contexts demonstrates that participative leadership improves employee motivation, organisational 
commitment, accountability, and service delivery despite institutional constraints and resource 
limitations. By involving employees in planning, policy implementation, and organisational 
improvement initiatives, participative leaders strengthen organisational ownership while 
promoting transparency and collaborative governance. These findings reinforce the argument that 
participative leadership is particularly valuable where organisations face governance challenges, 
institutional uncertainty, and increasing demands for public accountability and service quality. 

Furthermore, the literature indicates that participative leadership contributes directly to 
organisational sustainability by promoting inclusive governance, collaborative problem-solving, 
and responsible decision-making. Employees who actively participate in organisational decisions 
are more likely to support sustainability initiatives, ethical practices, and continuous improvement 
programmes because they perceive themselves as stakeholders in organisational success. 
Participative leadership also enhances institutional sustainability through shared strategic 
planning, employee engagement, organisational learning, and innovation capability across public 
institutions, higher education, and knowledge-intensive organisations. These findings position 
participative leadership as an important mechanism for strengthening organisational resilience 
while contributing to broader sustainability agendas and the achievement of the Sustainable 
Development Goals. 

Overall, the evidence reviewed confirms that participative leadership remains one of the most 
influential and empirically supported leadership approaches in contemporary organisational 
research. Its positive effects extend beyond improving employee performance to strengthening 
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organisational innovation, collaboration, adaptability, resilience, sustainability, and long-term 
competitiveness across multiple sectors and cultures. Although contextual variables such as 
organisational trust, communication quality, employee competence, and institutional culture 
influence leadership effectiveness, the overall evidence consistently supports participative 
leadership as a strategic organisational capability rather than merely a management style. 

Therefore, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate participative leadership competencies, 
including collaborative decision-making, effective communication, employee empowerment, 
conflict management, consultation, and team facilitation. As workplaces continue to experience 
technological disruption, global competition, environmental challenges, and increasing 
uncertainty, participative leadership will remain an essential organisational capability for fostering 
innovation, resilience, employee engagement, and sustainable organisational success. 
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Chapter 8: 

PEOPLE-ORIENTED LEADERSHIP 

8.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of people-oriented leadership across 
diverse organisational contexts. The review provides a comprehensive evaluation of the existing 
body of knowledge by integrating classical leadership theories with recent empirical evidence to 
explain how people-oriented leadership influences organisational performance, employee well-
being, engagement, collaboration, and organisational effectiveness. As one of the most employee-
centred leadership approaches, people-oriented leadership has become increasingly relevant in 
contemporary organisations because of its emphasis on interpersonal relationships, employee 
development, communication, trust, and psychological well-being (Northouse, 2022; Yukl, 2020; 
Decuypere & Schaufeli, 2021). 

The chapter begins by critically examining the theoretical foundations of people-oriented 
leadership, tracing its development from the behavioural leadership studies conducted at the 
University of Michigan and Ohio State University. The Michigan Leadership Studies distinguished 
employee-oriented leaders from production-oriented leaders, concluding that leaders who 
prioritise employees' welfare, participation, and personal development generally achieve higher 
organisational performance and employee satisfaction (Likert, 1967). Similarly, the Ohio State 
Studies identified "consideration" as a key leadership behaviour characterised by mutual trust, 
respect, support, and concern for employees' needs (Fleishman, 1953). These foundational theories 
continue to underpin contemporary people-oriented leadership research by emphasising that 
effective leadership depends not only on achieving organisational goals but also on fostering 
positive interpersonal relationships and employee well-being (Northouse, 2022). 

The reviewed literature consistently demonstrates that people-oriented leadership contributes 
significantly to employee motivation, organisational commitment, job satisfaction, collaboration, 
psychological safety, and overall organisational effectiveness (Inceoglu et al., 2018; Decuypere & 
Schaufeli, 2021). By creating supportive work environments where employees feel respected, 
valued, and empowered, people-oriented leaders strengthen trust, enhance communication, and 
encourage teamwork. Consequently, people-oriented leadership has become particularly valuable 
in organisational environments characterised by rapid technological change, increased workforce 
diversity, and growing recognition of employee well-being as a strategic organisational asset 
(Yukl, 2020; Northouse, 2022). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, small and medium-sized 
enterprises (SMEs), multinational corporations, and non-governmental organisations. Examining 
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people-oriented leadership across these diverse sectors provides a comprehensive understanding 
of how employee-centred leadership behaviours are interpreted and implemented within different 
organisational, institutional, and cultural contexts. Although the fundamental principles of people-
oriented leadership remain consistent, evidence suggests that leadership effectiveness varies 
according to organisational culture, management practices, workforce diversity, employee 
expectations, and contextual conditions (Hoch et al., 2018). 

In addition to examining the direct effects of people-oriented leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
people-oriented leadership influences organisational outcomes. The reviewed studies identify 
employee trust, psychological safety, work engagement, organisational support, emotional 
intelligence, leader–member exchange (LMX), and organisational culture as important 
mechanisms through which people-oriented leadership affects employee performance and 
organisational effectiveness (Decuypere & Schaufeli, 2021; Breevaart et al., 2021; Northouse, 
2022). Understanding these underlying mechanisms provides a more comprehensive explanation 
of why people-oriented leadership produces different outcomes across organisations and highlights 
the contextual conditions necessary for its successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of people-oriented 
leadership by comparing findings from studies conducted in Africa, Europe, Asia, the Middle East, 
and North America. Although employee-centred leadership has been widely recognised as an 
effective leadership approach across different countries, cultural values, organisational norms, and 
societal expectations influence how supportive leadership behaviours are expressed and 
interpreted (House et al., 2004). For example, leadership behaviours that promote employee 
autonomy and open communication in low power-distance cultures may require adaptation in 
societies characterised by hierarchical organisational structures. Consequently, the review 
acknowledges the importance of contextualising people-oriented leadership practices to maximise 
their effectiveness across different organisational and national environments. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the people-oriented leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding employee-centred leadership outcomes while highlighting areas 
where further research remains necessary. Particular attention is given to emerging issues such as 
employee well-being, psychological safety, inclusive leadership, workforce resilience, hybrid 
working, and sustainable people management, all of which have become increasingly important 
within contemporary leadership research (Decuypere & Schaufeli, 2021; Breevaart et al., 2021; 
Northouse, 2022). 

Overall, this chapter demonstrates that people-oriented leadership remains one of the most 
effective behavioural leadership approaches within organisational studies. Its emphasis on 
employee well-being, interpersonal relationships, communication, trust, collaboration, and 
employee development makes it particularly relevant for organisations operating in increasingly 
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complex, knowledge-intensive, and people-focused environments. The insights generated from 
this literature review provide the theoretical and empirical foundation for the subsequent chapters 
by informing the discussion, interpretation, and application of the present study's findings. 
Furthermore, the review contributes to a deeper understanding of how people-oriented leadership 
can be integrated into leadership development programmes, human resource management 
practices, and organisational strategies to enhance employee well-being, organisational resilience, 
and sustainable organisational performance. 

8.2 Overview of People-Oriented Leadership 

People-oriented leadership has become one of the most influential leadership approaches in 
contemporary organisational research and practice because of its emphasis on employee well-
being, interpersonal relationships, collaboration, and human development. Unlike task-oriented 
leadership, which primarily focuses on productivity, performance targets, and operational 
efficiency, people-oriented leadership prioritises employees' needs, motivation, satisfaction, and 
personal growth while recognising that organisational success depends largely on the quality of 
leader–employee relationships (Northouse, 2022; Yukl, 2020). The approach is grounded in 
behavioural leadership theories developed through the Ohio State and Michigan leadership studies, 
which identified consideration-oriented leadership as a critical determinant of employee 
satisfaction and organisational effectiveness (Judge et al., 2004). 

People-oriented leadership is defined as a leadership approach in which leaders focus 
primarily on supporting, developing, and empowering employees through trust, effective 
communication, empathy, and participative relationships (Northouse, 2022). Rather than relying 
on authority, close supervision, or directive management, people-oriented leaders cultivate 
positive workplace relationships, encourage employee participation, recognise individual 
contributions, and promote psychological safety. This leadership approach creates supportive work 
environments where employees feel valued, respected, and motivated to contribute towards 
organisational goals (Yukl, 2020). Consequently, people-oriented leadership is particularly 
effective in organisations operating within knowledge-intensive, service-oriented, and 
collaborative environments where employee engagement and interpersonal relationships directly 
influence organisational performance (Inceoglu et al., 2023). 

Recent studies consistently demonstrate that people-oriented leadership positively influences 
employee engagement, motivation, job satisfaction, and organisational commitment. Employees 
who perceive their leaders as supportive, approachable, and genuinely concerned about their well-
being report higher levels of organisational trust, psychological empowerment, and work 
engagement (Eva et al., 2019; Inceoglu et al., 2023). Similarly, Decuypere and Schaufeli (2021) 
found that supportive leadership behaviours significantly improve employee engagement by 
fostering positive interpersonal relationships and creating work environments characterised by 
mutual respect and collaboration. These findings support social exchange theory, which suggests 
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that employees reciprocate supportive leadership behaviours through increased commitment, 
loyalty, and improved job performance. 

Employee well-being represents one of the most significant outcomes associated with people-
oriented leadership. Leaders who demonstrate empathy, provide emotional support, recognise 
employees' contributions, and encourage open communication contribute to healthier working 
environments characterised by reduced stress, improved morale, and stronger organisational 
commitment (Kaluza et al., 2020). Such leadership behaviours strengthen employees' 
psychological safety, enabling them to express ideas, report concerns, and participate actively in 
organisational improvement without fear of criticism or negative consequences. Consequently, 
people-oriented leadership creates organisational climates that promote trust, collaboration, and 
long-term employee well-being. 

The effectiveness of people-oriented leadership is also evident in facilitating organisational 
change and adaptability. Leaders who maintain open communication, involve employees in 
decision-making, and provide emotional support throughout periods of uncertainty help reduce 
employee resistance to organisational change while strengthening trust and commitment 
(Northouse, 2022). Rather than imposing organisational change through managerial authority, 
people-oriented leaders encourage dialogue, consultation, and collaborative problem-solving, 
thereby enhancing employee acceptance of organisational transformation. These findings suggest 
that interpersonal relationships and employee support represent essential components of successful 
change management. 

Research further indicates that contextual and organisational factors influence the 
effectiveness of people-oriented leadership. Organisations characterised by supportive cultures, 
open communication, and collaborative working environments generally experience stronger 
positive outcomes because leadership behaviours are reinforced by organisational systems and 
practices (Yukl, 2020). Likewise, Kaluza et al. (2020) found that people-oriented leadership is 
particularly effective when organisations actively promote employee well-being, work-life 
balance, and psychological health. These findings indicate that leadership effectiveness depends 
not only upon leaders' interpersonal competencies but also upon organisational cultures that 
support employee development and collaboration. 

Within the healthcare sector, people-oriented leadership has consistently demonstrated 
positive outcomes for both employees and patients. Specchia et al. (2021) reported that supportive 
and relationship-focused leadership significantly improves nurses' job satisfaction, employee 
retention, teamwork, and quality of patient care. Similarly, Cummings et al. (2021) concluded that 
leaders who prioritise employee support, professional development, and collaborative 
relationships contribute significantly to workforce stability, employee engagement, and improved 
healthcare outcomes. These findings highlight the importance of people-oriented leadership in 
creating positive healthcare work environments where employee well-being directly influences 
patient safety and service quality. 
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Beyond organisational performance, people-oriented leadership has increasingly been 
associated with organisational sustainability and socially responsible management. Leaders who 
value employee well-being, diversity, inclusion, and ethical behaviour contribute to sustainable 
organisational development by fostering long-term employee commitment and socially 
responsible organisational cultures (Eva et al., 2019). By encouraging collaboration, fairness, and 
respect, people-oriented leaders create workplaces that support both organisational objectives and 
employee quality of life, thereby strengthening organisational resilience and long-term 
sustainability. 

Empirical evidence from different geographical regions further demonstrates the broad 
applicability of people-oriented leadership. Studies conducted across Europe, Asia, Africa, and 
North America consistently report that supportive leadership behaviours improve employee 
motivation, organisational commitment, teamwork, and organisational effectiveness despite 
cultural differences (Inceoglu et al., 2023; Northouse, 2022). Although leadership practices may 
require adaptation to local cultural expectations, the fundamental principles of empathy, 
communication, trust, and employee support remain consistently associated with positive 
organisational outcomes across diverse contexts. 

Despite its numerous advantages, people-oriented leadership is not without limitations. 
Successful implementation requires leaders to possess high levels of emotional intelligence, 
communication competence, empathy, conflict-management skills, and interpersonal sensitivity. 
Furthermore, excessive emphasis on employee relationships without sufficient attention to 
organisational objectives may delay decision-making, reduce accountability, or create difficulties 
when rapid managerial action is required (Yukl, 2020; Northouse, 2022). Nevertheless, extensive 
empirical evidence across multiple sectors consistently demonstrates that people-oriented 
leadership enhances employee motivation, organisational commitment, job satisfaction, 
collaboration, and sustainable organisational performance. Its emphasis on trust, communication, 
employee development, psychological well-being, and supportive relationships makes it one of the 
most appropriate leadership approaches for organisations operating in today's increasingly 
knowledge-driven, service-oriented, and people-centred environments. 

8.3 People-Oriented Leadership 

People-oriented leadership continues to receive considerable scholarly attention because of its 
demonstrated capacity to enhance employee well-being, strengthen interpersonal relationships, 
improve collaboration, and increase organisational performance across diverse organisational 
settings (Northouse, 2022; Yukl, 2020). Originating from the behavioural leadership theories 
developed through the Ohio State and Michigan Leadership Studies, people-oriented leadership 
emphasises leaders' concern for employees' welfare, trust, communication, participation, and 
personal development rather than focusing solely on task completion or organisational outputs 
(Likert, 1967; Fleishman, 1953). Recent empirical studies further demonstrate that people-oriented 
leadership influences organisational outcomes both directly and indirectly through psychological 
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mechanisms such as trust, psychological safety, work engagement, and organisational 
commitment (Decuypere & Schaufeli, 2021). 

Breevaart et al. (2021) provide compelling evidence of the relationship between people-
oriented leadership and employee work engagement by examining the mediating role of leader–
member exchange (LMX) and supportive leadership behaviours. Their findings suggest that 
people-oriented leadership enhances employee engagement by creating trusting relationships, 
providing regular feedback, and encouraging open communication. Rather than merely directing 
employees to complete organisational tasks, people-oriented leaders build strong interpersonal 
relationships that foster mutual respect, collaboration, and commitment. This finding is consistent 
with behavioural leadership theory, which proposes that supportive leader behaviours improve 
employee motivation by satisfying employees' psychological and social needs (Likert, 1967; 
Northouse, 2022). 

The study further demonstrates that high-quality leader–member exchange functions as a 
critical mechanism through which people-oriented leadership improves employee performance 
and engagement. Employees who trust their leaders and feel valued become more willing to 
contribute discretionary effort, collaborate with colleagues, and support organisational objectives. 
These findings reinforce previous research suggesting that supportive leadership strengthens 
employees' intrinsic motivation, organisational commitment, and willingness to engage in 
behaviours that enhance organisational effectiveness (Decuypere & Schaufeli, 2021; Breevaart et 
al., 2021). Furthermore, the study found that supportive organisational climates strengthened the 
positive effects of people-oriented leadership, indicating that leadership behaviours are most 
effective when reinforced by organisational policies that encourage employee well-being, 
communication, and participation. 

Consequently, Breevaart et al. (2021) extend people-oriented leadership theory by 
demonstrating that sustainable organisational performance emerges through the interaction of 
effective leadership, positive interpersonal relationships, and supportive organisational 
environments. Their findings reinforce the view that people-oriented leadership is not merely a 
leadership style but a strategic approach that develops positive organisational cultures while 
strengthening employee commitment and long-term organisational capability. 

Similarly, Decuypere and Schaufeli (2021) provide important insights into the psychological 
mechanisms through which people-oriented leadership enhances employee engagement and 
organisational performance. Their study examines how supportive leadership behaviours 
strengthen employees' psychological resources, including resilience, self-confidence, optimism, 
and work engagement. Unlike leadership studies focusing primarily on organisational outcomes, 
Decuypere and Schaufeli (2021) demonstrate that people-oriented leaders improve performance 
by creating work environments where employees feel psychologically safe, respected, and 
supported. 

The study identifies psychological safety and work engagement as significant mediators 
linking people-oriented leadership with employee performance. Leaders who actively listen, 
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recognise employee contributions, provide emotional support, and encourage open communication 
strengthen employees' confidence and willingness to share ideas. As employees develop stronger 
trust in leadership and their work environment, they become more willing to collaborate, solve 
problems creatively, and contribute to organisational improvement. These findings support earlier 
evidence suggesting that employee-centred leadership enhances organisational effectiveness 
through psychological empowerment and positive workplace relationships (Yukl, 2020; 
Northouse, 2022). 

An important contribution of Decuypere and Schaufeli's (2021) research lies in demonstrating 
that people-oriented leadership strengthens organisational performance by developing employees' 
psychological well-being rather than relying solely on formal management systems or financial 
incentives. Leaders who invest in employee development, emotional support, and meaningful 
workplace relationships create organisational environments characterised by higher resilience, 
stronger engagement, and improved collaboration. This perspective broadens people-oriented 
leadership theory by highlighting employee well-being as a strategic organisational resource 
capable of enhancing long-term organisational performance. 

In a broader review of leadership and employee well-being, Inceoglu et al. (2018) further 
extend people-oriented leadership scholarship by examining supportive leadership as a mechanism 
for promoting healthy workplaces. Their findings indicate that people-oriented leadership 
enhances organisational effectiveness by reducing workplace stress, strengthening job satisfaction, 
and improving employees' mental well-being. Rather than focusing solely on organisational 
productivity, people-oriented leaders simultaneously promote employee health, work-life balance, 
and positive workplace relationships, enabling organisations to sustain performance over time. 

The concept of employee well-being aligns closely with people-oriented leadership principles. 
Leaders who demonstrate empathy, provide constructive feedback, encourage teamwork, and 
support professional development create psychologically healthy workplaces where employees 
remain motivated despite organisational challenges (Northouse, 2022). These findings are 
particularly significant given the increasing complexity, workforce diversity, and mental health 
challenges characterising modern organisations. 

Inceoglu et al. (2018) further demonstrate that supportive organisational climates strengthen 
the relationship between people-oriented leadership and employee performance. During periods 
of organisational change, uncertainty, or increased work demands, employees increasingly rely on 
leaders who communicate openly, demonstrate empathy, and provide emotional support. Under 
these circumstances, people-oriented leadership becomes particularly valuable because it reduces 
employee anxiety, strengthens resilience, and promotes organisational commitment. These 
findings are consistent with contemporary leadership research suggesting that employee-centred 
leadership is especially effective during organisational change because it promotes trust, 
collaboration, and psychological safety (Yukl, 2020). 

Collectively, the studies by Breevaart et al. (2021), Decuypere and Schaufeli (2021), and 
Inceoglu et al. (2018) reinforce the multidimensional nature of people-oriented leadership. They 
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demonstrate that people-oriented leadership influences organisational performance through a 
combination of psychological, behavioural, and organisational mechanisms, including leader–
member exchange, work engagement, psychological safety, organisational support, and employee 
well-being. These findings extend traditional behavioural leadership theory beyond simple leader–
employee interactions by illustrating how people-oriented leaders cultivate supportive 
organisational cultures, strengthen interpersonal relationships, and enhance employees' 
psychological resources. Consequently, people-oriented leadership should be viewed not merely 
as a supportive leadership style but as a comprehensive organisational capability that enhances 
employee well-being, collaboration, resilience, and sustainable organisational performance in 
increasingly complex organisational environments. 

The findings of Inceoglu et al. (2018) further demonstrate that people-oriented leadership 
becomes particularly valuable during periods of organisational uncertainty, when organisations 
require both employee resilience and strong interpersonal relationships to remain effective. By 
fostering trust, encouraging open communication, and creating psychologically safe work 
environments, people-oriented leaders enable employees to contribute ideas, collaborate 
effectively, and adapt to organisational change without fear of negative consequences. Such 
leadership behaviours encourage learning, teamwork, adaptability, and problem-solving, all of 
which are essential for sustaining organisational performance in dynamic work environments 
(Northouse, 2022). 

A notable contribution of these studies is their integration of people-oriented leadership with 
employee well-being and organisational resilience theories. The authors argue that people-oriented 
leaders improve organisational performance not only through direct supervision but also by 
building supportive relationships, encouraging employee participation, and creating work 
environments that promote psychological health and social cohesion. These findings extend 
behavioural leadership theory by demonstrating that leadership effectiveness depends on 
developing healthy organisational cultures alongside productive employees. Consequently, 
people-oriented leadership should be regarded as a strategic organisational capability that 
strengthens long-term organisational sustainability, employee well-being, organisational 
resilience, and workforce performance (Yukl, 2020; Decuypere & Schaufeli, 2021). 

Tsapnidou et al. (2024) provide a comprehensive systematic review of people-oriented 
leadership within healthcare organisations, with particular emphasis on nursing leadership and 
employee-centred management practices. Their review synthesises empirical evidence 
demonstrating that people-oriented leadership significantly improves workforce retention, 
employee engagement, quality of patient care, and organisational sustainability. Given the 
increasing complexity of healthcare systems, the authors argue that leadership approaches 
prioritising employee well-being, communication, collaboration, and professional support provide 
an effective framework for addressing workforce shortages, improving service quality, and 
promoting evidence-based practice (Tsapnidou et al., 2024). 
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The review identifies two interrelated dimensions through which people-oriented leadership 
enhances healthcare performance: employee development and healthcare service delivery. People-
oriented nurse leaders strengthen employee performance through supportive communication, 
mutual trust, emotional support, coaching, and continuous professional development, resulting in 
higher levels of job satisfaction, organisational commitment, and work engagement (Tsapnidou et 
al., 2024). These findings are consistent with previous research demonstrating that employee-
centred leadership improves motivation and performance by fostering psychological safety, 
supportive relationships, and professional growth (Northouse, 2022; Inceoglu et al., 2018). 

Furthermore, people-oriented leadership contributes to organisational resilience by 
encouraging mentoring, teamwork, knowledge sharing, and continuous learning among healthcare 
professionals. Leaders who prioritise employee well-being and collaboration create environments 
where healthcare workers are more willing to exchange knowledge, solve problems collectively, 
and adapt to organisational change. Such leadership behaviours enable healthcare organisations to 
respond effectively to changing patient needs, technological developments, and operational 
challenges while maintaining high standards of patient care (Tsapnidou et al., 2024). 
Consequently, people-oriented leadership improves employee outcomes while simultaneously 
enhancing organisational effectiveness and patient safety. 

An important contribution of Tsapnidou et al. (2024) is the recognition of people-oriented 
leadership as a long-term strategic investment rather than a short-term management approach. 
Unlike directive leadership styles that primarily focus on immediate operational performance, 
people-oriented leadership develops future organisational capability by investing in employee 
development, supportive workplace relationships, and continuous organisational learning (Yukl, 
2020). By embedding organisational values such as empathy, collaboration, trust, accountability, 
and respect, people-oriented leaders cultivate sustainable organisational cultures that support 
employee well-being alongside high-quality healthcare delivery. Their review therefore reinforces 
the growing consensus that people-oriented nurse leaders function not simply as operational 
managers but as facilitators of organisational development, employee growth, and sustainable 
healthcare improvement. 

Ren, Li, and Mavros (2024) further extend employee-centred leadership research by 
examining leadership behaviours that promote employees' pro-environmental behaviour and 
organisational sustainability. Their study demonstrates that people-oriented leadership can 
effectively support organisational sustainability by encouraging employee participation, 
collaboration, and shared responsibility for environmental initiatives. Rather than relying solely 
on organisational policies or regulatory compliance, people-oriented leaders engage employees in 
sustainability efforts through open communication, trust-building, and collective problem-solving 
(Ren et al., 2024). 

The study suggests that people-oriented leaders move beyond enforcing environmental 
regulations by encouraging employees to internalise environmental values and actively participate 
in sustainability initiatives. Through inclusive communication and supportive leadership, 
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employees perceive environmental responsibility as a shared organisational objective rather than 
an externally imposed obligation. This employee-centred leadership approach strengthens 
organisational culture by aligning individual behaviours with broader sustainability goals while 
fostering employee ownership of environmental initiatives (Ren et al., 2024). 

Ren et al. (2024) further identify environmental awareness and employee engagement as 
significant mediating mechanisms through which supportive leadership influences employees' pro-
environmental behaviour. Rather than relying exclusively on formal environmental policies, 
people-oriented leaders encourage collaboration, knowledge sharing, and innovation in sustainable 
practices while providing individual support that enables employees to develop lasting 
environmental commitment. These findings illustrate that people-oriented leadership promotes 
behavioural change by strengthening employees' attitudes, values, and organisational commitment 
instead of relying solely on managerial authority. 

Importantly, the study also demonstrates that emotional exhaustion moderates the 
effectiveness of supportive leadership behaviours. Employees experiencing high levels of 
emotional fatigue are less responsive to leadership initiatives, suggesting that leadership 
effectiveness depends partly on employees' psychological well-being. This finding reinforces 
broader people-oriented leadership theory, which identifies empathy, emotional intelligence, 
employee support, and well-being as essential leadership competencies (Northouse, 2022; 
Inceoglu et al., 2018). Consequently, organisations seeking to promote sustainability through 
people-oriented leadership must simultaneously invest in employee well-being to maximise 
leadership effectiveness. 

Habeeb and Eyupoglu (2024) examine the relationship between employee-centred leadership, 
strategic planning, and organisational performance within Nigerian higher education institutions. 
Their study contributes to the growing body of literature demonstrating that people-oriented 
leadership enhances institutional effectiveness by translating strategic intentions into collaborative 
organisational action. Given the increasing demands placed upon higher education institutions 
through technological advancement, global competition, and educational reform, people-oriented 
leadership provides an approach capable of promoting collaboration, employee engagement, 
adaptability, and long-term institutional sustainability. 

The study identifies employee engagement as an important mechanism linking people-
oriented leadership with organisational performance. Rather than viewing leadership and strategic 
planning as separate organisational functions, Habeeb and Eyupoglu (2024) argue that supportive 
leaders operationalise strategic objectives by encouraging collaboration, strengthening 
communication, and fostering organisational commitment. This integration enables academic and 
administrative staff to align their individual responsibilities with institutional goals while 
strengthening teamwork and organisational effectiveness. 

These findings reinforce people-oriented leadership theory by demonstrating that strategic 
leadership extends beyond organisational planning to include employee development, 
collaboration, organisational learning, and relationship building. People-oriented leaders facilitate 
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strategy implementation by empowering employees, encouraging participation, and creating 
organisational cultures that support continuous improvement, knowledge sharing, and innovation 
(Northouse, 2022; Yukl, 2020). Consequently, people-oriented leadership serves as an important 
organisational capability that enhances strategic execution, institutional resilience, and sustainable 
organisational performance, particularly within rapidly evolving higher education environments. 

Moreover, the findings of Habeeb and Eyupoglu (2024) demonstrate that strategic planning 
alone is insufficient to achieve organisational success without the interpersonal and relational 
competencies embodied in people-oriented leadership. While strategic plans provide 
organisational direction, supportive leaders translate these plans into action by strengthening 
communication, encouraging employee participation, and fostering commitment to institutional 
objectives. This reinforces the argument that effective strategy implementation depends not only 
on organisational planning but also on leadership behaviours that encourage collaboration, trust, 
employee involvement, and engagement (Northouse, 2022). Emotional intelligence, 
communication skills, empathy, and employee support therefore become essential leadership 
competencies that enable organisations to bridge the gap between strategic intentions and 
operational execution. 

Within the Nigerian higher education sector, these leadership competencies are particularly 
important because institutions operate in environments characterised by limited financial 
resources, bureaucratic structures, and socio-political challenges (Habeeb & Eyupoglu, 2024). 
Under such circumstances, people-oriented leaders play a pivotal role in aligning institutional 
missions with employees' aspirations while fostering shared commitment, collaboration, and 
organisational development. Rather than reacting to organisational challenges, people-oriented 
leaders proactively cultivate supportive organisational cultures that strengthen employee well-
being, institutional resilience, and long-term organisational performance. Consequently, people-
oriented leadership emerges as a strategic capability that enhances institutional effectiveness, 
supports strategy implementation, and promotes sustainable organisational development in 
resource-constrained environments (Yukl, 2020; Northouse, 2022). 

People-oriented leadership has received increasing scholarly attention because of its ability to 
enhance employee well-being, job satisfaction, organisational commitment, and sustainable 
organisational performance through supportive interpersonal relationships and employee 
development (Northouse, 2022; Yukl, 2020). Unlike leadership approaches that primarily 
emphasise organisational tasks or strategic objectives, people-oriented leadership prioritises 
employees' welfare, psychological safety, communication, and participation in organisational 
activities. Leaders adopting this approach build trusting relationships, provide emotional support, 
encourage collaboration, and recognise individual needs while promoting high levels of 
engagement and performance (Eva et al., 2024). 

Kim, Yang, and Lee (2023) demonstrate the importance of people-oriented leadership within 
the hospitality industry, where service quality depends heavily on employees' attitudes, motivation, 
and interpersonal interactions. Their study found that leaders who prioritise employee support, 
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open communication, coaching, and recognition significantly improve organisational 
identification, employee creativity, and task performance. Rather than relying on formal authority, 
people-oriented leaders strengthen employees' emotional attachment to the organisation by 
creating respectful and supportive working relationships. These findings align with Social Identity 
Theory, which suggests that employees who feel valued and accepted within their organisations 
are more likely to demonstrate commitment, discretionary effort, and positive work behaviours 
(Haslam et al., 2020). 

A particularly significant contribution of Kim et al. (2023) is the identification of 
organisational identification as a mediating mechanism linking people-oriented leadership with 
employee performance. Leaders who actively recognise employees' contributions, provide 
constructive feedback, and demonstrate genuine concern for employee welfare foster stronger 
psychological attachment to organisational values. Consequently, employees become more 
committed to organisational objectives and are more willing to contribute creatively towards 
organisational success (Kim et al., 2023). These findings reinforce previous studies suggesting that 
supportive leadership enhances employee engagement through trust, belongingness, and 
psychological empowerment (Eva et al., 2024; Northouse, 2022). 

Similarly, Al-Subaie et al. (2021) examine leadership within megaproject environments 
characterised by uncertainty, complexity, and multiple stakeholder interests. Although their study 
primarily focuses on strategic leadership capabilities, the findings emphasise that successful 
project delivery depends heavily on leaders' ability to develop collaborative relationships, build 
trust, resolve interpersonal conflict, and facilitate teamwork. From a people-oriented leadership 
perspective, these interpersonal competencies enable employees from diverse professional 
backgrounds to work collaboratively towards shared project objectives despite organisational 
complexity. The study therefore suggests that people-oriented leadership enhances project 
performance by strengthening communication, employee involvement, and mutual respect among 
multidisciplinary teams. 

An important contribution of Al-Subaie et al. (2021) is the identification of trust-building, 
employee empowerment, effective communication, and collaboration as critical organisational 
capabilities. These characteristics closely reflect the principles of people-oriented leadership, 
which emphasise interpersonal relationships and employee development rather than hierarchical 
control. The findings indicate that organisations can strengthen leadership effectiveness through 
structured leadership development programmes that cultivate emotional intelligence, 
communication competence, conflict resolution, and collaborative decision-making skills. 

Lindert et al. (2023) provide important longitudinal evidence regarding the influence of 
supportive leadership on employees' psychological well-being. Their study demonstrates that 
leaders who maintain positive interpersonal relationships, provide emotional support, and create 
psychologically safe work environments contribute to healthier workplaces characterised by 
greater employee engagement and lower stress levels. Although leadership alone was insufficient 
to predict long-term improvements in employee well-being, supportive leadership behaviours 
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significantly enhanced workplace social capital and interpersonal trust, which subsequently 
contributed to positive psychological outcomes. 

Unlike many previous cross-sectional studies, Lindert et al. (2023) employed a longitudinal 
research design, allowing them to examine leadership effects over time. Their findings indicate 
that employee well-being depends not only on supportive leadership behaviours but also on 
broader organisational factors such as workplace relationships, organisational support, and social 
cohesion. Consequently, people-oriented leadership should be integrated with organisational well-
being initiatives that strengthen collaboration, mental health support, and positive organisational 
culture. 

Caza, Caza, and Posner (2021) provide strong evidence regarding the cross-cultural relevance 
of relationship-based leadership behaviours. Examining follower perceptions across diverse 
countries and organisational settings, they found that employees consistently value leaders who 
demonstrate empathy, respect, trustworthiness, and concern for employee welfare. These findings 
support the central assumptions of people-oriented leadership by suggesting that supportive 
interpersonal behaviours satisfy universal psychological needs for recognition, belonging, and 
meaningful relationships regardless of cultural context. 

The study further acknowledges that while people-oriented leadership principles remain 
broadly applicable across cultures, leaders must adapt their communication styles and relationship-
building strategies to suit local cultural expectations (Caza et al., 2021). Such contextual flexibility 
strengthens leadership effectiveness while maintaining the core values of empathy, collaboration, 
and employee support (Northouse, 2022). 

A particularly valuable contribution of Caza et al. (2021) is their emphasis on follower 
perceptions as the foundation of leadership effectiveness. Their findings demonstrate that 
employee satisfaction, trust, and organisational commitment are shaped primarily by how 
employees experience their relationships with leaders rather than by formal organisational 
authority. This perspective reinforces people-oriented leadership theory, which views leadership 
as a reciprocal social process built upon mutual respect, open communication, emotional support, 
and shared understanding (Eva et al., 2024). 

Salameh-Ayanian et al. (2025) further extend the literature by examining supportive 
leadership within Lebanese non-governmental organisations operating under prolonged political 
instability and resource constraints. Their findings indicate that people-oriented leadership 
significantly enhances employee resilience, organisational commitment, and psychological well-
being during periods of crisis. Leaders who prioritise employee welfare, maintain open 
communication, and provide emotional reassurance enable employees to remain committed 
despite challenging working conditions. 

The authors argue that supportive interpersonal relationships become particularly valuable 
during organisational crises because employees increasingly depend upon leaders for emotional 
support, guidance, and reassurance (Salameh-Ayanian et al., 2025). Rather than focusing 
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exclusively on organisational performance, people-oriented leaders cultivate trust, compassion, 
and collective responsibility, thereby strengthening organisational resilience and maintaining 
employee motivation under adverse conditions. These findings support contemporary leadership 
research emphasising that employee-centred leadership is especially effective during uncertainty 
because it promotes psychological safety, social support, and adaptive organisational behaviour 
(Eva et al., 2024; Northouse, 2022). 

An important theoretical contribution of Salameh-Ayanian et al. (2025) is the finding that 
employee performance during crises is more strongly influenced by supportive leadership 
relationships than by job satisfaction alone. Employees remained committed to organisational 
objectives because leaders demonstrated genuine concern for their well-being, encouraged 
teamwork, and fostered shared purpose. Consequently, people-oriented leadership should be 
regarded as an essential organisational capability for promoting resilience, employee well-being, 
and sustainable performance during periods of instability and organisational change. 

Lin, Yin, and Liu (2022) investigate leadership within educational settings by examining how 
supportive leadership practices influence teachers' sustainable professional development through 
the mediating role of teacher self-efficacy. From a people-oriented leadership perspective, their 
findings indicate that leaders who prioritise teacher support, mentoring, open communication, and 
professional growth significantly strengthen teachers' confidence in their professional capabilities. 
This enhanced self-efficacy promotes continuous learning, instructional innovation, and long-term 
professional development. The study further demonstrates that leadership behaviours exert a 
stronger influence on teachers' professional growth than individual characteristics such as growth 
mindset alone, highlighting the importance of employee-centred leadership in creating supportive 
educational environments (Lin et al., 2022; Northouse, 2022). 

The positive relationship between people-oriented leadership and teacher self-efficacy reflects 
the central principles of employee-centred leadership, which emphasise empathy, trust, coaching, 
and individual development (Yukl, 2020). School leaders who encourage professional reflection, 
provide personalised support, recognise teachers' contributions, and facilitate collaborative 
learning strengthen teachers' confidence in improving instructional practice and student outcomes 
(Lin et al., 2022). As teachers become more confident in their professional abilities, they are 
increasingly willing to adopt innovative teaching methods, engage in collaborative problem-
solving, and participate in continuous professional development. 

The mediating role of teacher self-efficacy represents one of the study's most significant 
theoretical contributions because it explains the psychological mechanism through which people-
oriented leadership influences professional behaviour. Rather than relying on directive supervision 
or hierarchical control, people-oriented leaders empower teachers by fostering confidence, 
autonomy, and professional competence. This finding aligns with Social Cognitive Theory, which 
identifies self-efficacy as a fundamental determinant of motivation, persistence, and performance 
(Bandura, 1997). Consequently, sustainable teacher development depends not only on formal 
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training programmes but also on leadership practices that cultivate trust, confidence, psychological 
safety, and continuous learning (Northouse, 2022). 

Furthermore, Lin et al. (2022) demonstrate that supportive leadership has both direct and 
indirect effects on teachers' professional attitudes and instructional practices. Their findings 
reinforce the growing consensus that people-oriented leadership is essential for developing 
collaborative, adaptive, and learning-oriented educational organisations capable of responding 
effectively to changing educational demands. Accordingly, leadership development programmes 
within schools should prioritise competencies such as emotional intelligence, coaching, employee 
support, communication, and collaborative decision-making (Eva et al., 2024). 

Khan et al. (2020) provide valuable insights into the relationship between supportive 
leadership, employee performance, burnout, social loafing, and intrinsic motivation. Although the 
original study examined transformational leadership, its findings strongly support the principles of 
people-oriented leadership by demonstrating that leaders who provide encouragement, 
recognition, and supportive interpersonal relationships significantly improve employee 
performance through enhanced intrinsic motivation. Employees perform more effectively when 
they feel valued, respected, and supported rather than being motivated solely through external 
rewards or formal authority (Khan et al., 2020). 

A major contribution of the study is its identification of intrinsic motivation as the principal 
psychological mechanism linking leadership with employee performance. People-oriented leaders 
create meaningful work experiences by recognising employees' individual contributions, 
encouraging participation, and fostering supportive workplace relationships that strengthen 
commitment, confidence, and personal responsibility for organisational success (Khan et al., 
2020). Through open communication, mentoring, empathy, and continuous support, such leaders 
encourage employees to perform beyond minimum organisational expectations while promoting 
long-term engagement and organisational commitment (Yukl, 2020). 

However, Khan et al. (2020) also report that supportive leadership demonstrates only 
moderate indirect effects on burnout and social loafing. These findings suggest that although 
people-oriented leadership enhances employee motivation and performance, it cannot 
independently eliminate all negative workplace outcomes. Factors such as excessive workload, 
insufficient organisational resources, poor work-life balance, and inadequate mental health support 
continue to contribute to employee burnout and disengagement despite effective leadership. This 
highlights the importance of integrating people-oriented leadership with broader organisational 
well-being strategies, including employee assistance programmes, flexible work arrangements, 
workload management, and psychological support initiatives (Eva et al., 2024). 

Overall, the study advances leadership theory by demonstrating that leadership effectiveness 
depends not only on influencing employee behaviour but also on strengthening employees' 
psychological resources and workplace experiences. Organisations seeking sustainable 
improvements in employee performance should therefore invest in leadership development 
programmes that cultivate empathy, emotional intelligence, supportive communication, coaching, 
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and positive leader–employee relationships while simultaneously addressing organisational factors 
that contribute to employee stress and burnout (Northouse, 2022; Yukl, 2020). 

The findings of Khan et al. (2020) further highlight intrinsic motivation as a key psychological 
mechanism through which people-oriented leadership enhances employee performance. Rather 
than relying on authority or external incentives, people-oriented leaders encourage employees to 
believe in their own capabilities, contribute meaningfully to organisational objectives, and 
participate actively in decision-making. This leadership approach strengthens psychological 
empowerment by creating meaningful work experiences, encouraging collaboration, and 
demonstrating genuine concern for employees' personal and professional development (Khan et 
al., 2020; Eva et al., 2024). Consequently, employees develop greater self-confidence, stronger 
ownership of organisational goals, and a willingness to contribute beyond their formal job 
responsibilities. 

Furthermore, the study emphasises that effective people-oriented leaders possess strong 
interpersonal competence, emotional intelligence, and situational awareness, enabling them to 
understand employees' individual needs, aspirations, and workplace challenges. Such relational 
competence strengthens trust, enhances intrinsic motivation, and promotes long-term 
organisational commitment. These findings reinforce contemporary leadership research, which 
argues that people-oriented leadership is fundamentally a relationship-based process in which 
employee support, mutual trust, and meaningful leader–employee interactions drive sustained 
organisational performance (Northouse, 2022; Eva et al., 2024). Consequently, organisations 
seeking sustainable performance improvements should prioritise leadership development 
programmes that cultivate supportive communication, empathy, coaching skills, employee 
empowerment, and emotionally intelligent leadership. 

Ayandibu (2024) provides a comprehensive synthesis of contemporary leadership research by 
examining the influence of employee-centred leadership across individual, team, departmental, 
and organisational levels. The review demonstrates that people-oriented leadership consistently 
enhances employee motivation, job satisfaction, organisational commitment, collaboration, 
innovation, and team cohesion. These findings reinforce the multidimensional nature of people-
oriented leadership, illustrating its adaptability across diverse organisational settings and 
functional levels. 

A significant contribution of the review is its recognition that people-oriented leadership is 
not a rigid or prescriptive leadership model but rather a flexible approach requiring leaders to adapt 
their behaviours according to employees' needs and organisational circumstances. Leaders who 
encourage employee participation, provide mentoring, facilitate open communication, and 
demonstrate empathy create workplace environments characterised by trust, collaboration, and 
psychological safety (Ayandibu, 2024). These supportive leadership behaviours strengthen 
employee well-being, increase organisational commitment, and enhance psychological 
engagement. 
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Importantly, Ayandibu (2024) acknowledges that implementing people-oriented leadership 
may be challenging within highly bureaucratic or hierarchical organisations where rigid structures 
restrict employee autonomy, communication, and participation. The review therefore highlights 
the importance of organisational culture, structural flexibility, and leadership competence in 
determining leadership effectiveness. This perspective aligns with contemporary leadership 
scholarship, which argues that people-oriented leadership is contingent upon organisational 
context, employee expectations, and cultural values rather than producing identical outcomes 
across all organisations (Northouse, 2022; Yukl, 2020). Consequently, leadership development 
initiatives should incorporate contextual awareness, emotional intelligence, coaching skills, and 
organisational readiness alongside the interpersonal competencies associated with people-oriented 
leadership. 

Atoko (2023) extends the literature on people-oriented leadership by examining its relevance 
within organisations operating in developing economies, addressing an important gap in leadership 
research. Through a review of empirical evidence, the study argues that leaders who prioritise 
employee welfare, collaboration, communication, and interpersonal relationships contribute 
significantly to organisational performance, employee motivation, innovation, and adaptability in 
environments characterised by institutional instability, resource constraints, and socio-economic 
uncertainty. Rather than relying on directive authority, people-oriented leaders strengthen 
organisational effectiveness by fostering supportive workplace relationships, encouraging 
employee participation, and promoting mutual trust (Atoko, 2023). 

The study conceptualises people-oriented leadership as a strategic capability that enhances 
organisational resilience through employee empowerment, relationship building, open 
communication, and continuous organisational learning. Leaders who demonstrate empathy, 
provide emotional support, and encourage collaboration enable employees to respond more 
effectively to environmental uncertainty while maintaining motivation and commitment. These 
findings are particularly relevant in developing economies where organisational success often 
depends on strong interpersonal relationships and effective people management rather than 
technological or financial resources alone (Atoko, 2023; Northouse, 2022). 

A significant contribution of Atoko's (2023) review is its emphasis on leadership as both a 
strategic and relational process. Rather than focusing exclusively on organisational structures or 
policies, the study argues that effective leadership aligns institutional objectives with employees' 
needs, aspirations, and values. This people-centred perspective suggests that organisations should 
invest in leadership development programmes that strengthen interpersonal communication, 
emotional intelligence, employee support, and collaborative decision-making while remaining 
responsive to local socio-economic conditions. 

Similarly, Awaale (2024) examines the contribution of people-oriented leadership to 
organisational performance within Somalia's public sector through a comprehensive desk review. 
The study demonstrates that leadership behaviours characterised by empathy, employee support, 
collaboration, and participative communication improve employee morale, organisational 
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commitment, innovation, and public service delivery. Within Somalia's institutionally fragile and 
resource-constrained public sector, people-oriented leadership is presented as an effective 
approach for strengthening organisational resilience by building trust and encouraging employee 
involvement in organisational improvement initiatives. 

The review further shows that leaders who prioritise employees' well-being create supportive 
workplace cultures characterised by cooperation, mutual respect, and shared responsibility. Such 
leadership behaviours significantly improve organisational citizenship behaviour, employee 
engagement, and stakeholder satisfaction while enhancing service delivery within public 
institutions (Awaale, 2024). These findings reinforce contemporary leadership research suggesting 
that employee-centred leadership enhances organisational effectiveness by strengthening 
psychological safety, trust, and workplace relationships (Yukl, 2023). 

Awaale (2024) also highlights the importance of adapting leadership behaviours to 
institutional realities and socio-political contexts. Even within highly bureaucratic environments, 
leaders who encourage employee participation, demonstrate empathy, and support professional 
development can improve organisational commitment and innovation. These findings support 
recent leadership research indicating that people-oriented leadership is particularly effective in 
developing countries because it strengthens employees' psychological well-being while enhancing 
organisational resilience (Northouse, 2022; Yukl, 2023). 

Ahwireng Koomson et al. (2022) investigate leadership, employee motivation, and 
organisational performance within selected Ghanaian public-sector institutions. Although their 
study considers several leadership dimensions, the findings particularly emphasise the importance 
of employee support, communication, and interpersonal relationships in promoting motivation and 
performance. Leaders who actively involve employees, recognise individual contributions, and 
provide developmental support significantly enhance employees' commitment to organisational 
objectives (Ahwireng Koomson et al., 2022). 

The study demonstrates that supportive leadership behaviours positively influence employee 
motivation by creating meaningful work experiences and strengthening employees' sense of 
belonging within the organisation. Employees who perceive their leaders as approachable, caring, 
and supportive exhibit greater commitment, higher job satisfaction, and stronger organisational 
citizenship behaviours. These findings are consistent with people-oriented leadership theory, 
which emphasises that effective leadership depends on understanding employees' needs and 
fostering collaborative workplace relationships (Northouse, 2022). 

The Ghanaian public-sector context further reinforces the importance of people-oriented 
leadership. Public organisations frequently operate within bureaucratic systems characterised by 
administrative complexity and limited organisational flexibility. Under these conditions, leaders 
who encourage collaboration, maintain open communication, and demonstrate genuine concern 
for employees help improve organisational commitment despite institutional constraints. 
Accordingly, Ahwireng Koomson et al. (2022) recommend leadership development programmes 



145 

that emphasise interpersonal competence, emotional intelligence, employee engagement, and 
contextual awareness. 

Ogonegbu and Kyongo (2023) provide a comprehensive systematic review synthesising 
empirical evidence regarding leadership and organisational performance across several developing 
economies. Their review demonstrates that leadership approaches characterised by strong 
interpersonal relationships, employee involvement, trust, and collaboration consistently improve 
employee engagement, innovation, organisational performance, and long-term organisational 
sustainability. Rather than viewing leadership solely as a managerial function, the review 
conceptualises leadership as a relational capability that strengthens organisational culture through 
mutual respect, communication, and employee empowerment. 

The review further demonstrates that organisations characterised by supportive leadership 
cultures experience higher levels of organisational learning, knowledge sharing, and employee 
commitment. Leaders who maintain positive relationships with employees create psychologically 
safe environments where individuals feel comfortable expressing ideas, solving problems 
collaboratively, and contributing to organisational improvement (Ogonegbu & Kyongo, 2023). 

These findings support contemporary leadership theory, which emphasises that people-
oriented leadership strengthens organisational resilience by fostering trust and collaboration (Yukl, 
2023). 

Another important contribution of the review is its demonstration that people-oriented 
leadership produces positive organisational outcomes across diverse national and cultural contexts. 
Although leadership practices require cultural adaptation, the fundamental principles of employee 
support, respect, communication, and collaboration remain consistently associated with improved 
organisational effectiveness. Consequently, organisations should invest in leadership development 
programmes that cultivate interpersonal competence, coaching skills, employee engagement, and 
collaborative leadership behaviours (Ogonegbu & Kyongo, 2023). 

Cao and Le (2024) examine organisational change capability through the mediating role of 
employee trust. Their findings indicate that leadership enhances organisational adaptability by 
developing trusting relationships that encourage employees to embrace organisational change and 
innovation. Employees who perceive leaders as authentic, supportive, and approachable are more 
likely to participate actively in organisational improvement initiatives and contribute innovative 
ideas. 

The authors distinguish between disclosure-based trust and reliance-based trust, 
demonstrating that open communication, emotional transparency, and supportive interpersonal 
relationships exert the strongest influence on organisational change capability. These findings 
reinforce people-oriented leadership theory by emphasising that organisational change depends 
upon psychological safety, mutual respect, and high-quality leader–employee relationships rather 
than formal authority alone (Cao & Le, 2024). 
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The study also contributes to leadership research by examining small and medium-sized 
enterprises in China, where limited resources make effective interpersonal leadership particularly 
valuable. By fostering trust, collaboration, and employee participation, people-oriented leaders 
strengthen organisational agility and long-term resilience. Consequently, trust should be regarded 
as both an outcome and a strategic resource generated through supportive leadership practices 
(Northouse, 2022; Yukl, 2023). 

Nasir et al. (2022) examine leadership within Pakistani SMEs by investigating relationships 
between leadership, employee performance, innovation, creativity, and workplace stress. Their 
findings demonstrate that supportive leadership improves employee performance primarily by 
strengthening intrinsic motivation, encouraging collaboration, and creating psychologically safe 
work environments where employees feel confident contributing new ideas. 

The study highlights that leaders who provide emotional support, recognise employee 
contributions, and encourage collaborative problem-solving create organisational cultures 
characterised by continuous learning, innovation, and knowledge sharing. Such behaviours are 
particularly valuable within SMEs operating under competitive and uncertain conditions, where 
organisational survival depends upon adaptability and employee commitment (Nasir et al., 2022). 

Furthermore, the authors demonstrate that supportive leadership positively influences 
employees' responses to workplace stress. Employees who experience understanding, 
encouragement, and constructive feedback from leaders demonstrate greater resilience, lower 
psychological withdrawal, and stronger organisational commitment. These findings suggest that 
people-oriented leadership contributes not only to employee performance but also to employee 
well-being by fostering supportive interpersonal relationships and psychologically healthy work 
environments (Nasir et al., 2022; Yukl, 2023). 

Overall, the reviewed evidence indicates that people-oriented leadership is an effective 
leadership approach for improving employee motivation, organisational commitment, innovation, 
resilience, and organisational performance across diverse organisational contexts. By prioritising 
employees' well-being, encouraging participation, and building trusting relationships, people-
oriented leaders create organisational environments that support both individual development and 
long-term organisational success (Northouse, 2022; Yukl, 2023). 

8.4 Conclusion 

People-oriented leadership has consistently demonstrated its capacity to improve employee 
performance, organisational commitment, collaboration, psychological well-being, and long-term 
organisational effectiveness across diverse organisational contexts. Unlike task-oriented 
leadership, which primarily focuses on achieving organisational objectives, people-oriented 
leadership prioritises employees' needs, interpersonal relationships, communication, trust, and 
professional development while recognising that organisational success is achieved through 
motivated and supported employees. The literature reviewed indicates that people-oriented 
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leadership is not merely an effective interpersonal management style but a strategic leadership 
capability that enables organisations to build resilient workforces, navigate organisational change, 
and sustain competitive advantage. 

A consistent finding across the reviewed studies is the positive relationship between people-
oriented leadership and employee motivation and performance. People-oriented leaders create 
supportive working environments by encouraging collaboration, recognising employee 
contributions, involving staff in decision-making, and fostering open communication. Rather than 
relying solely on formal authority or external rewards, these leaders strengthen employees' 
intrinsic motivation, organisational commitment, and sense of belonging, resulting in sustained 
improvements in productivity, service quality, and organisational citizenship behaviour. This 
pattern is evident across sectors including healthcare, education, hospitality, public administration, 
and small and medium-sized enterprises. 

The review also demonstrates that people-oriented leadership plays a critical role in 
organisational adaptability and change management. In increasingly volatile and uncertain 
environments, leaders who cultivate trust, empathy, psychological safety, and collaborative 
relationships enable employees to embrace organisational change rather than resist it. Trust 
consistently emerges as a key mediating mechanism linking supportive leadership behaviours with 
organisational adaptability, suggesting that leadership effectiveness depends not only on strategic 
direction but also on the quality of leader–employee relationships. Similarly, research within 
educational settings shows that supportive school leadership strengthens teachers' self-efficacy, 
professional confidence, and continuous professional development, highlighting the long-term 
contribution of people-oriented leadership to organisational learning and capability development. 

Employee collaboration, knowledge sharing, and innovation also emerge as important themes 
throughout the reviewed literature. Studies consistently demonstrate that leaders who encourage 
participation, value employee opinions, and create psychologically safe workplaces enhance 
creativity and collaborative problem-solving. Employees are more willing to share ideas, learn 
from colleagues, and contribute to organisational improvement when they perceive their leaders 
as supportive, approachable, and genuinely concerned about their well-being. Rather than 
innovation being driven solely by organisational systems, people-oriented leadership creates 
organisational cultures in which collaboration, continuous learning, and employee involvement 
become integral components of everyday practice. 

The literature further demonstrates that people-oriented leadership contributes significantly to 
employee psychological well-being and organisational resilience. Leaders who demonstrate 
empathy, provide emotional support, recognise individual needs, and promote work-life balance 
create healthier working environments characterised by greater resilience, higher job satisfaction, 
and reduced workplace stress. However, evidence also indicates that these positive outcomes are 
influenced by broader organisational factors such as social capital, organisational support, 
workplace culture, and employees' psychological well-being. Consequently, people-oriented 
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leadership is most effective when complemented by supportive organisational systems that 
reinforce employee welfare and psychological safety. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of people-oriented leadership. Studies conducted across Asia, 
Europe, Africa, and the Middle East consistently demonstrate that leadership behaviours 
characterised by empathy, trust, respect, collaboration, and employee support are positively 
associated with employee engagement, commitment, and organisational performance despite 
differences in cultural values and institutional environments. These findings suggest that people-
oriented leadership addresses universal human needs for belonging, recognition, trust, and 
interpersonal support, making it highly relevant for multinational organisations operating in 
culturally diverse environments. 

The review also highlights the strategic importance of people-oriented leadership within 
public-sector organisations and developing economies. Evidence from Somalia, Ghana, Pakistan, 
Nigeria, and other developing contexts demonstrates that supportive leadership enhances 
employee motivation, organisational commitment, service quality, and organisational resilience 
despite institutional constraints and limited resources. By strengthening interpersonal 
relationships, encouraging participation, and promoting mutual trust, people-oriented leaders 
improve organisational performance while helping institutions respond more effectively to 
governance challenges and changing stakeholder expectations. 

Furthermore, the literature indicates that people-oriented leadership contributes directly to 
organisational sustainability by promoting employee well-being, ethical leadership, collaborative 
decision-making, and responsible organisational behaviour. Leaders who value employee 
development, encourage inclusive participation, and create supportive workplace cultures 
strengthen organisational resilience while simultaneously contributing to social sustainability. 
Within higher education, healthcare, and knowledge-intensive organisations, people-oriented 
leadership enhances long-term institutional development by investing in employees' professional 
growth, psychological well-being, and collaborative learning. These findings position people-
oriented leadership as an important mechanism for achieving sustainable organisational 
performance while contributing to broader organisational and societal development goals. 

Overall, the evidence reviewed confirms that people-oriented leadership remains one of the 
most influential and practically relevant leadership approaches in contemporary organisational 
research. Its positive effects extend beyond improving employee performance to strengthening 
organisational commitment, innovation, resilience, adaptability, employee well-being, and long-
term organisational sustainability across multiple sectors and cultures. Although contextual 
variables such as organisational culture, trust, psychological safety, and institutional support 
influence leadership effectiveness, the overall evidence consistently supports people-oriented 
leadership as a strategic organisational capability rather than simply an interpersonal management 
style. 
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Subsequently, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate people-oriented leadership competencies, 
including emotional intelligence, active listening, empathy, communication, coaching, conflict 
resolution, employee empowerment, and relationship management. As organisations continue to 
experience technological disruption, global competition, demographic change, and increasing 
workplace complexity, people-oriented leadership will remain an essential capability for 
promoting employee well-being, organisational resilience, continuous improvement, and 
sustainable organisational success. 
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Chapter 9: 

SERVANT LEADERSHIP 

9.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of servant leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating classical servant leadership theory with recent empirical evidence to 
explain how servant leadership influences organisational performance, employee well-being, 
organisational citizenship behaviour, innovation, and sustainable organisational development. As 
one of the most influential people-centred leadership theories, servant leadership has gained 
increasing attention because of its emphasis on serving followers, ethical behaviour, 
empowerment, empathy, stewardship, and community building (Northouse, 2022; Eva et al., 2019; 
Gandolfi & Stone, 2022). 

The chapter begins by critically examining the theoretical foundations of servant leadership, 
tracing its development from Greenleaf's (1977) original conceptualisation to contemporary 
multidimensional models. Greenleaf (1977) argued that effective leaders should first be servants 
whose primary responsibility is to support the growth, well-being, and development of others 
before pursuing organisational objectives. Subsequent scholars expanded this philosophy by 
identifying core servant leadership characteristics, including listening, empathy, healing, 
awareness, persuasion, conceptualisation, foresight, stewardship, commitment to follower growth, 
and community building (Spears, 2010; Northouse, 2022). More recently, servant leadership has 
been conceptualised as a leadership approach that balances employee development with 
organisational performance through ethical leadership, empowerment, and relational trust (Eva et 
al., 2019). 

The reviewed literature consistently demonstrates that servant leadership contributes 
significantly to employee engagement, organisational commitment, psychological safety, job 
satisfaction, knowledge sharing, organisational citizenship behaviour, and overall organisational 
effectiveness (Saleem et al., 2022; Gandolfi & Stone, 2022; Iqbal et al., 2023). By prioritising 
employees' personal and professional development, servant leaders cultivate high levels of trust, 
collaboration, and intrinsic motivation while creating organisational cultures characterised by 
mutual respect and shared responsibility. Consequently, servant leadership has become 
particularly valuable within organisations operating in environments characterised by increasing 
complexity, workforce diversity, employee well-being challenges, and continuous organisational 
change (Northouse, 2022). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, hospitality, public administration, manufacturing, financial services, small 
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and medium-sized enterprises (SMEs), multinational organisations, and non-governmental 
organisations. Examining servant leadership across these sectors provides a comprehensive 
understanding of how service-oriented leadership behaviours influence employee attitudes and 
organisational outcomes within different institutional and cultural environments. Although the 
fundamental principles of servant leadership remain consistent, evidence suggests that leadership 
effectiveness varies according to organisational culture, employee expectations, institutional 
structures, and national context (Eva et al., 2019; Gandolfi & Stone, 2022). 

In addition to examining the direct effects of servant leadership, this chapter critically analyses 
the mediating and moderating variables that explain how and under what conditions servant 
leadership influences organisational outcomes. The reviewed studies identify psychological safety, 
employee empowerment, organisational trust, work engagement, leader–member exchange, 
organisational justice, and emotional intelligence as important mechanisms through which servant 
leadership improves employee performance and organisational effectiveness (Saleem et al., 2022; 
Iqbal et al., 2023; Northouse, 2022). Understanding these underlying mechanisms provides a more 
comprehensive explanation of why servant leadership produces different outcomes across 
organisations and highlights the contextual conditions necessary for its successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of servant leadership by 
comparing findings from studies conducted in Africa, Europe, Asia, the Middle East, and North 
America. Although servant leadership has been widely recognised as an effective leadership 
approach across different cultural settings, national values, organisational norms, and institutional 
arrangements influence how servant leadership behaviours are interpreted and enacted (Eva et al., 
2019; Gandolfi & Stone, 2022). For example, employee empowerment and participative decision-
making may be interpreted differently in cultures characterised by high power distance than in 
more egalitarian organisational environments. Consequently, the review acknowledges the 
importance of adapting servant leadership practices to different organisational and cultural 
contexts while maintaining its fundamental principles of service, ethical leadership, and follower 
development. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the servant leadership literature. 
By synthesising findings from the selected studies, the chapter evaluates the consistency of 
empirical evidence regarding servant leadership outcomes while highlighting areas where further 
research remains necessary. Particular attention is given to emerging issues such as employee well-
being, organisational resilience, sustainable leadership, ethical organisational cultures, digital 
workplaces, diversity and inclusion, and innovation-driven organisational performance, all of 
which have become increasingly important within contemporary leadership research (Iqbal et al., 
2023; Gandolfi & Stone, 2022). 

Overall, this chapter demonstrates that servant leadership remains one of the most influential 
and empirically supported leadership theories within contemporary organisational research. Its 
emphasis on ethical leadership, employee empowerment, trust, collaboration, and service to others 
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makes it particularly relevant for organisations operating in increasingly complex, knowledge-
intensive, and people-focused environments. The insights generated from this literature review 
provide the theoretical and empirical foundation for the subsequent chapters by informing the 
discussion, interpretation, and application of the present study's findings. Furthermore, the review 
contributes to a deeper understanding of how servant leadership can be integrated into leadership 
development programmes, organisational policies, and strategic management initiatives to 
promote employee well-being, sustainable organisational performance, and long-term 
organisational success. 

9.2 Overview of Servant Leadership 

Servant leadership has become one of the most influential leadership theories in contemporary 
organisational research and practice because of its strong emphasis on serving employees before 
pursuing organisational objectives. The theory was first introduced by Greenleaf (1977), who 
argued that the primary responsibility of a leader is to serve others by supporting their growth, 
well-being, and development. Unlike traditional leadership approaches that prioritise 
organisational power and hierarchical authority, servant leadership places employees' needs at the 
centre of leadership practice, with organisational success emerging because of empowered, 
motivated, and ethically supported employees (Greenleaf, 1977). This philosophy represents a 
fundamental shift from leader-centred to follower-centred leadership by encouraging leaders to 
promote service, humility, stewardship, and community building. 

Building upon Greenleaf's original work, Spears (1995) identified ten core characteristics of 
servant leadership: listening, empathy, healing, awareness, persuasion, conceptualisation, 
foresight, stewardship, commitment to the growth of people, and building community. These 
characteristics provide a comprehensive framework for understanding servant leadership 
behaviours and have formed the basis of contemporary servant leadership research. Later scholars, 
particularly Liden et al. (2008), operationalised servant leadership within organisational settings 
by identifying behaviours such as emotional healing, empowering employees, helping 
subordinates grow, behaving ethically, conceptual skills, creating value for the community, and 
putting followers first. These dimensions distinguish servant leadership from other leadership 
theories by emphasising employee development and ethical responsibility as primary leadership 
functions. 

Servant leadership is therefore defined as a leadership approach in which leaders prioritise 
serving employees, supporting their personal and professional growth, fostering ethical behaviour, 
and promoting collaborative relationships that ultimately improve organisational performance 
(Northouse, 2022). Rather than motivating employees primarily through authority, rewards, or 
charismatic influence, servant leaders build trust by demonstrating humility, active listening, 
empathy, and genuine concern for employee well-being (Eva et al., 2019). Consequently, servant 
leadership is particularly effective within organisations seeking to strengthen employee 
engagement, collaboration, ethical decision-making, and long-term organisational sustainability. 
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Recent studies consistently demonstrate that servant leadership positively influences 
employee engagement, job satisfaction, organisational commitment, and individual performance. 
For example, Sousa and van Dierendonck (2023) found that servant leadership strengthens 
employee engagement by fostering trust, psychological safety, and meaningful leader–employee 
relationships. Similarly, Eva et al. (2019) concluded through a comprehensive systematic review 
that servant leadership consistently improves organisational citizenship behaviour, employee 
commitment, and workplace well-being across diverse organisational contexts. These findings 
support social exchange theory, suggesting that employees reciprocate supportive and ethical 
leadership through increased loyalty, commitment, and discretionary effort. 

Employee empowerment represents another significant outcome of servant leadership. Unlike 
leadership approaches that emphasise control or directive supervision, servant leaders encourage 
autonomy, participation, and professional development by investing in employees' capabilities and 
creating opportunities for continuous learning. Lemoine et al. (2019) argue that servant leaders 
develop employees' confidence and competence through coaching, mentoring, and supportive 
communication, thereby improving individual performance and organisational effectiveness. 
Similarly, Northouse (2022) suggests that servant leadership strengthens intrinsic motivation 
because employees feel valued, respected, and trusted within supportive organisational 
environments. 

The effectiveness of servant leadership is also evident in facilitating organisational change 
and resilience. By fostering high-quality interpersonal relationships, servant leaders create 
psychologically safe workplaces where employees are willing to embrace organisational change, 
share innovative ideas, and collaborate in solving organisational problems. Eva et al. (2019) argue 
that servant leadership promotes organisational adaptability because employees who trust their 
leaders demonstrate greater willingness to participate in change initiatives and organisational 
improvement. Rather than imposing change through authority, servant leaders encourage shared 
ownership of organisational goals by involving employees in decision-making processes and 
supporting them throughout periods of uncertainty. 

Research further indicates that organisational culture significantly influences the effectiveness 
of servant leadership. Organisations characterised by openness, collaboration, ethical values, and 
employee participation experience stronger positive outcomes from servant leadership than highly 
bureaucratic or authoritarian organisations (Lemoine et al., 2019). Furthermore, servant leadership 
has been shown to enhance psychological capital, including employees' resilience, optimism, hope, 
and self-efficacy, enabling organisations to respond more effectively to complex organisational 
challenges (Eva et al., 2019). These findings suggest that servant leadership is most effective when 
organisational cultures reinforce employee empowerment, learning, and mutual respect. 

Within the healthcare sector, servant leadership has consistently demonstrated positive 
outcomes for employees, patients, and healthcare organisations. Studies indicate that servant 
leaders improve nurses' job satisfaction, employee retention, teamwork, and quality of patient care 
by creating supportive work environments characterised by compassion, trust, and professional 
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development (Specchia et al., 2021). Similarly, servant leadership strengthens interdisciplinary 
collaboration and ethical clinical decision-making, contributing to improved patient safety and 
healthcare quality. These findings highlight the importance of servant leadership within healthcare 
systems where employee well-being directly influences patient outcomes and organisational 
performance. 

Beyond organisational performance, servant leadership has increasingly been associated with 
organisational sustainability and corporate social responsibility. Because servant leaders 
emphasise stewardship, ethical decision-making, community service, and concern for future 
generations, they encourage employees to engage in socially responsible and environmentally 
sustainable practices (Eva et al., 2019). By aligning organisational objectives with broader societal 
interests, servant leadership contributes to sustainable organisational development while 
strengthening organisational reputation and stakeholder trust. 

Empirical evidence from diverse geographical regions further demonstrates the broad 
applicability of servant leadership across different cultural and organisational contexts. Studies 
conducted across Europe, Asia, Africa, North America, and the Middle East consistently report 
positive relationships between servant leadership, employee satisfaction, organisational 
commitment, ethical behaviour, and organisational performance (Eva et al., 2019; Sousa & van 
Dierendonck, 2023). Although servant leadership behaviours may require cultural adaptation, its 
underlying principles of humility, service, trust, and employee development appear to address 
universal human needs, making servant leadership highly relevant within multinational 
organisations operating across culturally diverse environments. 

Despite its numerous advantages, servant leadership is not without limitations. Effective 
implementation requires leaders to possess high levels of emotional intelligence, empathy, ethical 
judgement, communication competence, and interpersonal skills. Additionally, servant leadership 
may be challenging to implement within highly bureaucratic organisations characterised by rigid 
hierarchies, limited employee autonomy, or performance systems focused primarily on short-term 
financial outcomes (Northouse, 2022). Nevertheless, substantial empirical evidence consistently 
demonstrates that servant leadership enhances employee motivation, psychological well-being, 
organisational commitment, ethical behaviour, collaboration, and sustainable organisational 
performance. Its emphasis on service, employee development, ethical leadership, stewardship, and 
community building makes servant leadership one of the most appropriate leadership approaches 
for organisations seeking long-term sustainability, employee well-being, and responsible 
organisational success. 

9.3 Servant Leadership 

Servant leadership continues to receive considerable scholarly attention because of its 
demonstrated capacity to improve employee well-being, organisational commitment, ethical 
behaviour, innovation, and sustainable organisational performance across diverse organisational 
settings (Northouse, 2022; Gandolfi & Stone, 2022). Originating from Greenleaf's (1977) 
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philosophy that leadership begins with a genuine desire to serve others, servant leadership differs 
fundamentally from traditional leadership models by placing followers' needs, growth, and 
development ahead of leaders' personal interests. Rather than exercising authority primarily to 
achieve organisational objectives, servant leaders seek to empower employees, foster trust, 
promote collaboration, and develop individuals into future leaders (Eva et al., 2019). 
Contemporary research demonstrates that servant leadership influences organisational outcomes 
both directly and indirectly through a range of psychological, relational, and organisational 
mechanisms. 

Saleem et al. (2022) provide compelling evidence of the relationship between servant 
leadership and employee innovative behaviour by examining the mediating roles of psychological 
empowerment and work engagement. Their findings suggest that servant leadership promotes 
innovation by creating supportive work environments in which employees feel valued, respected, 
and empowered to contribute creative ideas. Rather than directing employees through authority or 
control, servant leaders encourage autonomy, participation, and professional growth, enabling 
employees to develop confidence in their abilities while strengthening their commitment to 
organisational goals. These findings align with servant leadership theory, which proposes that 
leaders create value by investing in followers' development and enabling them to reach their full 
potential (Greenleaf, 1977; Northouse, 2022). 

The study further demonstrates that psychological empowerment serves as a significant 
mechanism through which servant leadership enhances innovative work behaviour. Employees 
who perceive their leaders as supportive, trustworthy, and committed to their personal 
development become more willing to experiment with new ideas, solve organisational problems 
creatively, and participate actively in continuous improvement initiatives (Saleem et al., 2022). 
Work engagement further strengthens this relationship, indicating that servant leadership enhances 
innovation not only through employee motivation but also by fostering meaningful work 
experiences characterised by enthusiasm, dedication, and psychological safety. These findings 
reinforce previous research suggesting that servant leadership encourages discretionary behaviours 
by creating organisational cultures built upon mutual respect, trust, and collaboration (Eva et al., 
2019). 

Consequently, Saleem et al. (2022) extend servant leadership theory by demonstrating that 
sustainable innovation emerges through the interaction of supportive leadership, employee 
empowerment, and work engagement. Their research highlights that innovation depends not solely 
on organisational resources but also on leadership practices that cultivate psychological ownership, 
intrinsic motivation, and collaborative relationships. This perspective positions servant leadership 
as a strategic organisational capability that simultaneously enhances employee well-being and 
organisational innovation. 

Similarly, Iqbal et al. (2023) provide important insights into the mechanisms through which 
servant leadership improves organisational performance by examining the mediating roles of 
employee engagement and organisational citizenship behaviour (OCB). Their findings indicate 
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that servant leaders strengthen organisational effectiveness by creating supportive relationships 
characterised by trust, fairness, ethical conduct, and genuine concern for employee welfare. Unlike 
leadership approaches primarily focused on achieving performance targets, servant leadership 
encourages employees to contribute voluntarily beyond their formal job responsibilities because 
they feel respected, appreciated, and psychologically supported. 

The study identifies employee engagement as a critical mediator linking servant leadership 
with organisational performance. Employees working under servant leaders demonstrate higher 
levels of enthusiasm, commitment, and emotional attachment to organisational objectives because 
leaders actively invest in their professional development and well-being (Iqbal et al., 2023). 
Organisational citizenship behaviour further strengthens this relationship, as employees become 
more willing to assist colleagues, share knowledge, and contribute to organisational success 
beyond contractual expectations. These findings support social exchange theory, which proposes 
that employees reciprocate supportive leadership behaviours through greater organisational 
commitment and discretionary effort (Blau, 1964; Eva et al., 2019). 

An important contribution of Iqbal et al.'s (2023) research lies in demonstrating that servant 
leadership develops organisational capability through relational rather than hierarchical processes. 
By strengthening employee trust, engagement, and citizenship behaviour, servant leaders enable 
organisations to achieve sustainable performance improvements without relying solely on formal 
authority or external rewards. This perspective broadens servant leadership theory by emphasising 
relational capital as a strategic organisational resource capable of enhancing long-term 
organisational effectiveness. 

Aboramadan et al. (2022) further extend servant leadership scholarship by investigating 
psychological safety as a mechanism through which servant leadership promotes employee 
creativity and innovative work behaviour. Their findings indicate that servant leadership enhances 
organisational innovation by creating psychologically safe environments where employees feel 
comfortable expressing ideas, taking calculated risks, and learning from mistakes without fear of 
criticism or punishment. Rather than emphasising leader authority, servant leaders cultivate 
supportive interpersonal relationships that encourage openness, trust, and collaborative problem-
solving. 

The concept of psychological safety aligns closely with servant leadership principles. Leaders 
who demonstrate empathy, humility, active listening, and ethical behaviour create workplace 
environments characterised by trust and mutual respect, enabling employees to participate 
confidently in organisational decision-making (Northouse, 2022). These findings are particularly 
significant in increasingly complex organisational environments where innovation depends upon 
employees' willingness to communicate openly, collaborate effectively, and continuously improve 
organisational processes. 

Furthermore, Aboramadan et al. (2022) demonstrate that servant leadership becomes 
particularly valuable during periods of organisational uncertainty because employees rely on 
supportive leaders for guidance, emotional support, and professional development. Under 
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conditions of rapid organisational change, servant leaders strengthen resilience by maintaining 
trust, encouraging participation, and fostering collective responsibility for organisational success. 
These findings are consistent with contemporary servant leadership research, which suggests that 
service-oriented leadership strengthens organisational adaptability by developing empowered and 
resilient employees capable of responding constructively to uncertainty (Gandolfi & Stone, 2022). 

Collectively, the studies by Saleem et al. (2022), Iqbal et al. (2023), and Aboramadan et al. 
(2022) reinforce the multidimensional nature of servant leadership. They demonstrate that servant 
leadership influences organisational innovation and performance through a combination of 
psychological, behavioural, and relational mechanisms, including psychological empowerment, 
work engagement, organisational citizenship behaviour, and psychological safety. These findings 
extend traditional servant leadership theory beyond leader–follower relationships by illustrating 
how servant leaders strengthen organisational culture, build relational trust, and develop 
employees' capabilities. Consequently, servant leadership should be viewed not merely as an 
ethical leadership philosophy but as a comprehensive organisational capability that enhances 
innovation, resilience, employee well-being, and sustainable organisational performance within 
increasingly dynamic organisational environments. 

Servant leadership has increasingly attracted scholarly attention because of its demonstrated 
ability to enhance employee well-being, ethical behaviour, organisational commitment, and 
sustainable organisational performance across a wide range of organisational settings (Eva et al., 
2019; Northouse, 2022). Originating from Greenleaf's (1977) philosophy that leaders should 
prioritise serving others before pursuing organisational objectives, servant leadership is 
characterised by behaviours such as empathy, listening, stewardship, humility, empowerment, 
ethical conduct, and a genuine commitment to followers' personal and professional growth 
(Greenleaf, 1977; Spears, 2010). Contemporary research demonstrates that servant leadership 
influences organisational outcomes both directly and indirectly through psychological, relational, 
and organisational mechanisms that foster trust, collaboration, and employee development. 

Ren, Li, and Mavros (2024) provide valuable insights into the relationship between servant 
leadership and organisational sustainability by examining leadership behaviours that encourage 
employees' pro-environmental behaviour. Although their original study focused on 
environmentally specific transformational leadership, the findings align closely with servant 
leadership principles because both leadership approaches emphasise ethical responsibility, 
stewardship, and serving the broader interests of society. Servant leaders promote environmental 
sustainability by modelling responsible behaviour, encouraging employees to internalise 
environmental values, and fostering a culture in which sustainability becomes a shared 
organisational responsibility rather than merely a compliance requirement (Eva et al., 2019; Ren 
et al., 2024). By demonstrating concern for future generations and organisational stakeholders, 
servant leaders encourage employees to voluntarily engage in environmentally responsible 
practices. 
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The study further identifies environmental awareness as an important psychological 
mechanism through which leadership influences employees' pro-environmental behaviour (Ren et 
al., 2024). From a servant leadership perspective, leaders encourage employees to think critically 
about environmental issues, support sustainable innovation, and create opportunities for 
meaningful employee participation in environmental initiatives. Rather than relying solely on 
formal environmental policies, servant leaders nurture employees' ethical values, social 
responsibility, and commitment to sustainability. These findings reinforce servant leadership 
theory, which proposes that leaders create lasting behavioural change by developing followers' 
values, moral responsibility, and commitment to serving the wider community (Greenleaf, 1977; 
Van Dierendonck, 2011). 

Importantly, Ren et al. (2024) also found that emotional exhaustion weakens the relationship 
between leadership and employees' pro-environmental behaviour. This finding is particularly 
relevant to servant leadership because one of its defining characteristics is genuine concern for 
employee well-being. Servant leaders recognise that employees experiencing excessive stress or 
emotional fatigue are less able to contribute effectively to organisational objectives. Consequently, 
servant leadership promotes employee care, emotional support, and work-life balance alongside 
sustainability initiatives, thereby creating healthier workplaces that enable employees to contribute 
meaningfully to organisational and environmental goals (Eva et al., 2019; Northouse, 2022). 

Habeeb and Eyupoglu (2024) examine the relationship between leadership, strategic planning, 
and organisational performance within Nigerian higher education institutions. Although the study 
was originally framed within transformational leadership, its findings can also be interpreted 
through a servant leadership perspective because effective strategy implementation depends 
heavily on employee engagement, collaboration, trust, and shared commitment. Servant leaders 
facilitate strategic planning by involving employees in decision-making, encouraging open 
communication, and ensuring that institutional goals reflect the needs of both employees and 
organisational stakeholders (Northouse, 2022). 

The study identifies strategic planning as an important mechanism linking leadership with 
organisational performance (Habeeb & Eyupoglu, 2024). From a servant leadership perspective, 
strategy implementation is achieved not through authority or control but through empowering 
academic and administrative staff, fostering shared ownership of institutional goals, and 
supporting collaborative problem-solving. Employees who feel valued, respected, and involved in 
organisational decisions are more likely to demonstrate organisational commitment and actively 
contribute to institutional success. These findings reinforce previous servant leadership research 
demonstrating that employee empowerment and participative leadership strengthen organisational 
effectiveness and long-term sustainability (Eva et al., 2019; Liden et al., 2014). 

Furthermore, the findings demonstrate that strategic planning alone is insufficient to achieve 
organisational success without strong interpersonal relationships and employee-centred leadership 
practices (Habeeb & Eyupoglu, 2024). Servant leaders translate organisational strategies into 
meaningful action by listening to employees, developing their capabilities, and creating inclusive 
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organisational cultures that promote collaboration and continuous learning. Within resource-
constrained higher education environments, servant leadership becomes particularly valuable 
because it develops institutional resilience by strengthening employee trust, commitment, and 
collective responsibility for organisational success. 

Kim, Yang, and Lee (2023) investigate leadership within the hospitality industry, where 
organisational success depends heavily on employee behaviour, service quality, creativity, and 
customer relationships. While the study adopts a transformational leadership framework, its 
findings closely align with servant leadership because employee creativity and organisational 
performance are strongly influenced by supportive leader-follower relationships and employee 
empowerment. Servant leaders prioritise employees' development by providing coaching, 
encouragement, and opportunities for personal growth, thereby creating conditions in which 
creativity and innovation can flourish (Liden et al., 2014). 

A particularly significant contribution of Kim et al. (2023) is the identification of 
organisational identification as a mediating mechanism linking leadership with employee 
performance. From a servant leadership perspective, employees develop stronger organisational 
identification when leaders demonstrate genuine concern for their well-being, treat them fairly, 
and cultivate respectful workplace relationships. As employees increasingly identify with 
organisational values, they demonstrate greater organisational commitment, higher discretionary 
effort, and improved service performance. These findings are consistent with social identity theory, 
which suggests that employees who experience belonging and positive interpersonal relationships 
become more committed to organisational success (Haslam et al., 2020). 

The study further demonstrates that supportive leadership enhances employee creativity by 
encouraging participation, knowledge sharing, and continuous learning (Kim et al., 2023). Rather 
than directing employees through hierarchical control, servant leaders create psychologically safe 
environments where employees feel comfortable proposing new ideas and contributing to service 
improvement. Consequently, servant leadership functions as an important organisational resource 
capable of simultaneously strengthening employee commitment, creativity, and organisational 
performance. 

Al-Subaie et al. (2021) contribute a strategic perspective by examining leadership within 
complex megaproject environments characterised by uncertainty, multiple stakeholders, and 
organisational complexity. Although the original study focuses on transformational leadership, 
many of its findings are consistent with servant leadership principles. Servant leaders facilitate 
collaboration by prioritising stakeholder relationships, encouraging teamwork, and fostering 
mutual trust across multidisciplinary project teams. Within complex project environments, 
leadership effectiveness depends not only on technical expertise but also on leaders' ability to serve 
employees, stakeholders, and communities while promoting ethical decision-making and shared 
responsibility. 

The study identifies employee empowerment, trust-building, strategic communication, and 
collaborative leadership as critical enablers of successful project delivery (Al-Subaie et al., 2021). 
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These findings strongly support servant leadership theory, which views empowerment and 
stewardship as fundamental leadership responsibilities (Greenleaf, 1977; Spears, 2010). Rather 
than viewing leadership as positional authority, servant leadership conceptualises leaders as 
facilitators who enable employees and project teams to perform effectively through guidance, 
support, and shared decision-making. Consequently, leadership capability should be developed 
systematically through organisational learning, mentoring, and values-based leadership 
development programmes. 

Lindert et al. (2023) provide valuable longitudinal evidence regarding leadership and 
employee psychological well-being. Their study demonstrates that leadership contributes to 
healthier workplace environments characterised by trust, support, and meaningful interpersonal 
relationships. These findings closely reflect servant leadership theory, which places employee 
well-being at the centre of effective leadership practice (Eva et al., 2019). Servant leaders seek to 
create supportive work environments by listening actively, showing empathy, promoting 
inclusion, and investing in employees' personal and professional growth. 

Unlike many cross-sectional studies, Lindert et al. (2023) examine leadership and well-being 
over time, finding that leadership alone does not guarantee long-term improvements in employee 
psychological well-being. Instead, workplace social capital, supportive organisational 
relationships, and baseline psychological health emerged as stronger predictors of employee well-
being. These findings suggest that servant leadership contributes indirectly to employee well-being 
by strengthening organisational trust, collaboration, and supportive workplace cultures rather than 
acting as an isolated determinant of psychological health. 

From a servant leadership perspective, these findings reinforce the importance of integrating 
leadership with broader organisational well-being strategies. Although servant leaders promote 
empathy, support, and employee development, sustainable improvements in employee well-being 
also require organisational investment in psychological health, social support, workload 
management, and inclusive organisational cultures. Consequently, servant leadership should be 
viewed as one component of a comprehensive organisational strategy that promotes employee 
flourishing, organisational resilience, and sustainable performance (Eva et al., 2019; Northouse, 
2022). 

Caza, Caza, and Posner (2021) provide compelling evidence regarding the cross-cultural 
applicability of servant leadership by examining followers' perceptions of leadership behaviours 
across diverse countries, industries, and organisational contexts. Although their original study 
focused on transformational leadership, its findings strongly support servant leadership because 
behaviours such as trust-building, ethical conduct, follower development, and relationship-centred 
leadership consistently received positive evaluations across cultural settings. This research 
contributes to the long-standing debate concerning whether servant leadership represents a 
universally effective leadership approach or whether its effectiveness is dependent upon cultural 
context. Despite differences in national culture, organisational structure, and institutional 
environments, follower-centred leadership behaviours were consistently associated with positive 
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employee perceptions, suggesting that servant leadership addresses fundamental human needs for 
trust, respect, belonging, and personal development (Caza et al., 2021; Eva et al., 2019). 

The findings indicate that servant leadership possesses broad cross-cultural relevance because 
its core characteristics, empathy, stewardship, ethical behaviour, listening, empowerment, and 
commitment to follower growth, respond to universal psychological needs for dignity, recognition, 
and supportive interpersonal relationships (Greenleaf, 1977; Spears, 2010). These findings support 
contemporary servant leadership research demonstrating that employees across different cultural 
settings respond positively to leaders who prioritise their well-being, professional development, 
and personal success (Eva et al., 2019; Northouse, 2022). Nevertheless, the study acknowledges 
that cultural values influence how servant leadership behaviours are expressed and interpreted. 
While the underlying philosophy of serving others remains consistent, servant leaders must adapt 
their communication styles, decision-making approaches, and relationship-building strategies to 
align with local cultural norms and organisational expectations. 

A notable contribution of Caza et al. (2021) is their emphasis on followers' perceptions as 
fundamental determinants of leadership effectiveness. From a servant leadership perspective, 
organisational success depends not only on achieving organisational objectives but also on 
fostering trust, loyalty, psychological safety, and a genuine sense of belonging among employees. 
High levels of follower satisfaction reflect servant leadership's relational nature, whereby 
leadership effectiveness is built upon authentic interpersonal relationships rather than positional 
authority or hierarchical control (Van Dierendonck, 2011). These findings reinforce the view that 
servant leadership is fundamentally a social influence process in which leaders create positive 
organisational outcomes by serving employees, encouraging mutual respect, and developing 
supportive workplace cultures (Northouse, 2022). 

The study further highlights leadership as a co-constructed process shaped by both leaders' 
behaviours and followers' interpretations of those behaviours (Caza et al., 2021). This perspective 
aligns closely with servant leadership theory, which views leadership as a reciprocal relationship 
characterised by trust, collaboration, shared purpose, and mutual growth (Eva et al., 2019). 
Consequently, servant leadership can be regarded as a globally relevant leadership approach that 
combines universal ethical principles with sufficient flexibility to accommodate cultural diversity 
within increasingly international organisations. 

Salameh-Ayanian et al. (2025) extend leadership research by examining leadership 
effectiveness within Lebanese non-governmental organisations (NGOs) operating under 
conditions of prolonged crisis, political instability, and resource scarcity. Although the study was 
conducted within a transformational leadership framework, its findings strongly support servant 
leadership principles because they highlight the importance of employee care, resilience, 
psychological support, and shared purpose during periods of uncertainty. The study demonstrates 
that leadership centred on employee well-being significantly improves resilience, motivation, 
organisational commitment, and performance in humanitarian organisations where employees 
regularly encounter emotionally demanding working conditions. 
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The authors argue that leaders contribute to organisational resilience by creating 
psychologically safe workplaces where employees remain committed to a shared humanitarian 
mission despite external adversity (Salameh-Ayanian et al., 2025). From a servant leadership 
perspective, leaders achieve this by demonstrating empathy, active listening, emotional support, 
and genuine concern for employees' welfare. By prioritising employees' needs before 
organisational objectives, servant leaders strengthen collective efficacy, trust, and resilience, 
enabling employees to remain committed despite operational pressures (Eva et al., 2019; 
Greenleaf, 1977). These findings reinforce previous servant leadership research suggesting that 
ethical, caring leadership is particularly valuable during organisational crises because it promotes 
hope, resilience, and collaborative problem-solving. 

An important contribution of Salameh-Ayanian et al. (2025) is the recognition that employee 
performance during crises depends heavily upon meaningful relationships, organisational values, 
and psychological support rather than solely on job satisfaction. This finding aligns closely with 
servant leadership philosophy, which proposes that employees achieve sustainable performance 
when they feel respected, valued, and supported by leaders who genuinely prioritise their well-
being (Liden et al., 2014). Consequently, servant leadership should be regarded not only as an 
approach to enhancing organisational effectiveness but also as a critical leadership capability for 
sustaining employee well-being, resilience, and organisational continuity during periods of 
instability. 

Lin, Yin, and Liu (2022) investigate leadership within educational settings by examining its 
influence on teachers' sustainable professional development through the mediating role of teacher 
self-efficacy. Although the study originally examined transformational leadership, its findings are 
equally relevant to servant leadership because both leadership approaches emphasise employee 
development, empowerment, and supportive leader-follower relationships. The study 
demonstrates that leadership significantly enhances teachers' confidence in their professional 
capabilities, thereby promoting continuous learning, instructional innovation, and long-term 
professional growth. 

From a servant leadership perspective, school leaders strengthen teacher self-efficacy by 
providing encouragement, mentoring, individual support, and opportunities for professional 
development (Lin et al., 2022). Rather than directing teachers through authority and supervision, 
servant leaders create nurturing educational environments where teachers feel valued, respected, 
and empowered to improve their instructional practices. These findings reflect Greenleaf's (1977) 
central proposition that effective leaders serve by helping others develop their full potential. As 
teachers become increasingly confident in their professional capabilities, they are more willing to 
adopt innovative teaching approaches, collaborate with colleagues, and engage in lifelong 
professional learning. 

The mediating role of teacher self-efficacy represents one of the study's most significant 
theoretical contributions because it explains the psychological mechanism through which servant 
leadership influences professional behaviour. By investing in teachers' personal growth and 
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strengthening their confidence, servant leaders cultivate intrinsic motivation, professional 
autonomy, and commitment to continuous improvement. These findings are consistent with social 
cognitive theory, which identifies self-efficacy as a key determinant of motivation, persistence, 
and performance (Bandura, 1997), while also reinforcing servant leadership's emphasis on 
follower growth and empowerment (Van Dierendonck, 2011). 

Furthermore, Lin et al. (2022) demonstrate that supportive leadership has both direct and 
indirect effects on teachers' professional attitudes and instructional practices. These findings 
reinforce the growing consensus that servant leadership contributes to adaptive, collaborative, and 
future-oriented educational organisations by fostering trust, professional development, and shared 
responsibility for educational excellence. Consequently, leadership development programmes 
within schools should prioritise servant leadership competencies such as empathy, coaching, 
stewardship, ethical leadership, and teacher empowerment to strengthen sustainable educational 
improvement. 

Khan et al. (2020) provide valuable insights into the relationship between leadership, 
employee performance, burnout, social loafing, and intrinsic motivation. From a servant leadership 
perspective, the findings suggest that leaders improve employee performance by fostering intrinsic 
motivation through genuine care, empowerment, and supportive relationships rather than relying 
on authority or external rewards (Eva et al., 2019). Servant leaders prioritise employees' growth 
and well-being, creating meaningful work environments in which individuals feel valued and 
motivated to contribute towards organisational success (Northouse, 2022). 

A major contribution of the study is its identification of intrinsic motivation as a key 
psychological mechanism through which leadership influences employee performance (Khan et 
al., 2020). Servant leaders encourage employees to view organisational objectives as personally 
meaningful by promoting autonomy, trust, and professional development. Through active 
listening, empathy, coaching, and ethical support, servant leaders strengthen employees' 
commitment, confidence, and willingness to exceed formal job requirements (Greenleaf, 1977; 
Liden et al., 2014). Consequently, employees become more engaged, innovative, and committed 
to achieving both personal and organisational goals. 

However, the study also reports that leadership demonstrates only moderate indirect effects 
on burnout and social loafing (Khan et al., 2020). Although servant leadership enhances employee 
motivation and engagement, it cannot independently eliminate workplace challenges such as 
excessive workloads, inadequate organisational support, poor work-life balance, or limited 
organisational resources. These findings suggest that servant leadership should be complemented 
by organisational well-being initiatives, including workload management, employee assistance 
programmes, and mental health support, to achieve sustainable employee performance (Eva et al., 
2019; Northouse, 2022). 

Overall, the study supports servant leadership theory by demonstrating that leadership 
effectiveness depends not only on influencing employee behaviour but also on strengthening 
employees' psychological and emotional resources. Organisations seeking sustainable 
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improvements in employee performance should therefore invest in leadership development 
programmes that cultivate empathy, emotional intelligence, ethical decision-making, 
empowerment, and supportive leader–employee relationships while simultaneously addressing 
organisational factors contributing to employee stress and burnout (Eva et al., 2019; Northouse, 
2022). 

The findings of Khan et al. (2020) further highlight intrinsic motivation as a central 
mechanism through which servant leadership enhances employee performance. Rather than 
relying on positional authority or external incentives, servant leaders inspire employees by 
demonstrating genuine concern for their personal and professional development. This leadership 
approach promotes psychological empowerment by creating meaningful work experiences, 
encouraging participation in decision-making, and providing continuous support for employee 
growth (Liden et al., 2014). Consequently, employees develop stronger self-confidence, greater 
ownership of organisational objectives, and a willingness to contribute beyond their formal 
responsibilities. 

Furthermore, the study emphasises the importance of leaders possessing strong interpersonal 
skills and situational awareness to understand employees' individual needs, aspirations, and 
workplace challenges. These relational competencies strengthen trust, enhance intrinsic 
motivation, and foster long-term organisational commitment. This reflects servant leadership 
theory, which views leadership as a people-centred process focused on serving followers and 
enabling them to reach their full potential (Greenleaf, 1977; Eva et al., 2019). Organisations 
seeking sustainable performance improvements should therefore prioritise leadership development 
programmes that cultivate servant leadership behaviours such as active listening, humility, 
empowerment, stewardship, and ethical service. 

Van Dierendonck (2011) provides a comprehensive synthesis of servant leadership research 
by examining its influence across individual, team, and organisational levels. The review identifies 
core servant leadership characteristics—including empowerment, humility, accountability, 
authenticity, stewardship, and forgiveness—and demonstrates their positive effects on employee 
motivation, job satisfaction, organisational commitment, collaboration, and team effectiveness. 
These findings reinforce the multidimensional nature of servant leadership and illustrate its 
relevance across diverse organisational settings. 

A significant contribution of the review is its recognition that servant leadership is not a rigid 
leadership model but rather a flexible, values-based approach that adapts to organisational 
circumstances while maintaining its emphasis on serving others (Van Dierendonck, 2011). Servant 
leaders encourage employees to develop their capabilities, share knowledge, and participate in 
decision-making while acting as ethical role models who build trust and organisational credibility. 
Through mentoring, coaching, and personalised support, servant leaders strengthen employees' 
psychological engagement, organisational commitment, and overall well-being. 

Importantly, servant leadership may encounter challenges within highly bureaucratic or 
hierarchical organisations where rigid structures restrict employee participation and 
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empowerment. Consequently, organisational culture, structural flexibility, and ethical values 
become important determinants of servant leadership effectiveness (Eva et al., 2019). Leadership 
development initiatives should therefore incorporate servant leadership competencies alongside 
contextual awareness and organisational readiness to maximise leadership effectiveness. 

Atoko (2023) extends leadership research by focusing specifically on organisations operating 
within developing economies. From a servant leadership perspective, the review demonstrates that 
leaders who prioritise employee development, ethical stewardship, and community building 
enhance organisational performance, employee motivation, innovation, and adaptability despite 
institutional instability and resource constraints. 

Rather than viewing leadership solely as a management function, Atoko (2023) presents 
leadership as a strategic capability that supports organisational transformation through employee 
empowerment, ethical decision-making, trust, and organisational learning. These servant 
leadership behaviours enable organisations to respond proactively to environmental uncertainty 
while promoting collaboration and continuous improvement. Such findings are particularly 
relevant for developing countries where organisational resilience depends heavily on strong 
relationships, ethical leadership, and employee commitment. 

An important contribution of the study is its emphasis on leadership's role in strategic planning 
and organisational development. Servant leaders align institutional strategies with employee well-
being and organisational values while fostering inclusive decision-making and shared 
responsibility. Consequently, Atoko (2023) recommends leadership development programmes that 
strengthen ethical leadership, employee empowerment, and service-oriented leadership practices 
tailored to local socio-economic conditions. 

Awaale (2024) investigates leadership within Somalia's public sector and demonstrates that 
servant leadership principles can improve organisational performance, employee commitment, 
innovation, and public service delivery. In institutionally fragile and resource-constrained 
environments, servant leaders promote organisational resilience by prioritising employees' needs, 
fostering collaboration, and building trusting workplace relationships. 

The review demonstrates that servant leaders strengthen organisational effectiveness by 
empowering employees, encouraging participation in decision-making, and cultivating supportive 
organisational cultures characterised by trust, respect, and shared responsibility (Awaale, 2024). 
Such leadership practices improve employee motivation, organisational citizenship behaviour, 
stakeholder engagement, and service quality within public institutions. 

Furthermore, Awaale (2024) highlights the contextual nature of servant leadership by 
demonstrating that leadership effectiveness depends upon adapting service-oriented leadership 
behaviours to institutional realities and socio-political conditions. Even within highly bureaucratic 
environments, servant leaders remain capable of promoting innovation, organisational 
commitment, and employee resilience by emphasising humility, ethical service, and employee 
empowerment (Eva et al., 2019; Northouse, 2022). These findings suggest that servant leadership 



166 

represents an effective governance strategy for strengthening public-sector performance within 
developing and post-conflict states. 

Ahwireng Koomson et al. (2022) examine leadership, employee motivation, and 
organisational performance within Ghanaian public-sector institutions. Viewed through the 
servant leadership lens, the findings suggest that leadership behaviours centred on employee 
support, empowerment, and ethical stewardship positively influence employee motivation and 
organisational performance. Leaders who invest in employees' development, recognise individual 
contributions, and encourage participation strengthen employees' intrinsic commitment and 
organisational engagement. 

The Ghanaian public-sector context further demonstrates that servant leadership enables 
organisations to improve employee commitment and performance despite bureaucratic constraints. 
Consequently, leadership development programmes should integrate servant leadership 
competencies such as empathy, stewardship, ethical responsibility, and employee empowerment 
while recognising the importance of adapting leadership practices to organisational and cultural 
contexts. 

Ogonegbu and Kyongo (2023) synthesise empirical evidence demonstrating that people-
centred leadership approaches consistently improve employee engagement, organisational 
performance, innovation, and strategic alignment across diverse national contexts. From a servant 
leadership perspective, these findings reinforce the argument that organisations achieve 
sustainable success by prioritising employee well-being, ethical leadership, trust, and continuous 
development. Servant leadership shapes organisational culture through stewardship, collaboration, 
shared values, and organisational learning, strengthening long-term resilience and 
competitiveness. 

Cao and Le (2024) examine leadership and organisational change capability through the 
mediating role of employee trust. Their findings strongly align with servant leadership theory 
because servant leaders cultivate trusting relationships through authenticity, transparency, 
empathy, and ethical behaviour. Employees who perceive leaders as trustworthy and supportive 
are more willing to embrace organisational change, share innovative ideas, and participate actively 
in organisational improvement initiatives (Cao & Le, 2024). Trust therefore emerges as a strategic 
organisational resource that strengthens adaptability, innovation, and long-term organisational 
resilience. 

Nasir et al. (2022) investigate leadership within Pakistani SMEs and demonstrate that 
employee performance, innovation, and resilience improve when leaders create supportive 
environments that encourage learning, creativity, and personal growth. From a servant leadership 
perspective, these findings highlight the importance of empowering employees, encouraging 
collaboration, and reframing workplace challenges as opportunities for learning and development. 
By fostering trust, empathy, and employee well-being, servant leaders strengthen organisational 
innovation, resilience, and sustainable organisational performance within highly competitive 
business environments (Eva et al., 2019; Northouse, 2022). 
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9.4 Conclusion 

Servant leadership has emerged as one of the most influential people-centred leadership 
theories in contemporary organisational research because of its demonstrated capacity to enhance 
employee well-being, organisational commitment, ethical behaviour, innovation, and sustainable 
organisational performance. Unlike leadership approaches that primarily emphasise organisational 
outcomes, servant leadership places the needs, development, and empowerment of followers at the 
centre of leadership practice. The literature reviewed indicates that servant leadership is not merely 
an ethical leadership style but a strategic organisational capability that strengthens trust, 
collaboration, resilience, and long-term organisational success. 

A consistent finding across the reviewed studies is the positive relationship between servant 
leadership and employee motivation, engagement, and performance. Servant leaders create 
supportive work environments by prioritising employees' personal and professional growth, 
encouraging participation in decision-making, and fostering meaningful interpersonal 
relationships. Rather than relying on authority, control, or transactional rewards, servant leaders 
cultivate intrinsic motivation through empowerment, trust, empathy, and stewardship. Employees 
consequently demonstrate higher organisational commitment, stronger job satisfaction, increased 
discretionary effort, and improved service quality across sectors including healthcare, education, 
hospitality, public administration, and small and medium-sized enterprises. 

The review further demonstrates that servant leadership plays a critical role in organisational 
adaptability and change management. Organisations operating within increasingly uncertain and 
dynamic environments require leaders who build trust, psychological safety, and collaborative 
cultures that encourage employees to embrace change rather than resist it. The reviewed literature 
consistently identifies trust as a key mediating mechanism through which servant leadership 
enhances organisational adaptability and employee resilience. By practising authenticity, active 
listening, humility, and ethical decision-making, servant leaders strengthen leader–follower 
relationships, enabling employees to contribute confidently to organisational learning, innovation, 
and continuous improvement. 

Employee development also emerged as a dominant theme throughout the literature. Servant 
leaders invest in coaching, mentoring, and continuous learning opportunities that enable 
employees to develop confidence, competence, and professional capability. Studies within 
educational settings demonstrate that servant leadership enhances teachers' self-efficacy, 
professional growth, and collaborative learning, while research conducted in business 
organisations shows that servant leadership strengthens employee creativity, innovation, and 
knowledge sharing by encouraging autonomy and empowerment. Rather than directing employees 
through formal authority, servant leaders create environments in which individuals willingly 
contribute ideas, solve problems collaboratively, and pursue continuous personal development. 

Innovation and organisational learning are also strengthened through servant leadership. 
Although servant leadership does not explicitly emphasise intellectual stimulation in the same 
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manner as transformational leadership, it promotes innovation by creating psychologically safe 
workplaces characterised by trust, collaboration, and employee empowerment. Employees who 
experience supportive leadership are more willing to share knowledge, experiment with new ideas, 
and participate in organisational problem-solving without fear of criticism or failure. 
Consequently, servant leadership contributes to organisational resilience by embedding learning, 
collaboration, and continuous improvement within organisational culture. 

The reviewed literature further demonstrates that servant leadership contributes significantly 
to employee psychological well-being and organisational resilience. Leaders who demonstrate 
empathy, compassion, humility, and genuine concern for employees' welfare create healthier 
workplaces characterised by higher morale, lower stress, stronger organisational commitment, and 
greater emotional resilience. However, the evidence also indicates that these positive outcomes are 
influenced by organisational factors including social support, workload, organisational culture, 
and employee well-being initiatives. Accordingly, servant leadership is most effective when 
supported by organisational systems that reinforce employee health, inclusion, and psychological 
safety. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of servant leadership. Studies conducted across Asia, Africa, 
Europe, the Middle East, and North America consistently demonstrate that servant leadership 
behaviours, including empathy, stewardship, humility, ethical conduct, and community building, 
are positively associated with employee satisfaction, organisational commitment, and 
organisational performance despite differences in national culture and institutional environments. 
These findings suggest that servant leadership addresses universal human needs for respect, 
belonging, trust, and personal growth while remaining sufficiently flexible to accommodate 
cultural differences in leadership practice. 

The review also highlights the strategic importance of servant leadership within public-sector 
organisations and developing economies. Evidence from countries such as Somalia, Ghana, 
Nigeria, Pakistan, and other developing contexts suggests that servant leadership enhances 
employee motivation, organisational commitment, collaboration, and public service delivery 
despite institutional constraints and limited resources. By emphasising ethical stewardship, 
employee empowerment, and community service, servant leaders strengthen organisational 
resilience and governance while rebuilding trust within institutions operating under challenging 
socio-economic conditions. 

Furthermore, the literature indicates that servant leadership contributes directly to 
organisational sustainability by integrating ethical responsibility, social responsibility, employee 
well-being, and stewardship into organisational practice. Servant leaders encourage employees to 
adopt socially responsible and environmentally sustainable behaviours by modelling ethical 
conduct, promoting shared responsibility, and fostering long-term stakeholder relationships. 
Leadership grounded in stewardship therefore supports organisational sustainability by balancing 
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economic performance with employee welfare, community development, and environmental 
responsibility. 

Overall, the evidence reviewed confirms that servant leadership remains one of the most 
influential and empirically supported leadership theories within contemporary organisational 
research. Its positive effects extend beyond improving employee performance to strengthening 
organisational commitment, innovation, adaptability, resilience, employee well-being, ethical 
behaviour, and sustainable organisational performance across multiple sectors and cultural 
contexts. Although contextual variables such as organisational culture, employee trust, 
psychological safety, and institutional support influence leadership effectiveness, the overall 
evidence consistently supports servant leadership as a strategic organisational capability rather 
than simply a leadership style. 

Accordingly, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate servant leadership competencies, including 
empathy, active listening, ethical decision-making, stewardship, humility, emotional intelligence, 
employee empowerment, and community building. As organisations continue to experience 
technological disruption, global competition, increasing workforce diversity, and complex social 
and environmental challenges, servant leadership will remain an essential capability for promoting 
organisational resilience, employee well-being, continuous learning, and sustainable 
organisational success. 
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Chapter 10: 

TASK-ORIENTED LEADERSHIP 

10.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of task-oriented leadership across 
diverse organisational contexts. The review provides a comprehensive evaluation of the existing 
body of knowledge by integrating classical leadership theories with recent empirical evidence to 
explain how task-oriented leadership influences organisational performance, employee 
productivity, operational efficiency, quality management, and organisational effectiveness. As one 
of the most established behavioural leadership approaches, task-oriented leadership remains highly 
relevant in contemporary organisations because of its emphasis on goal achievement, role clarity, 
planning, coordination, performance monitoring, and efficient resource utilisation (Northouse, 
2022; Yukl, 2020). 

The chapter begins by critically examining the theoretical foundations of task-oriented 
leadership, tracing its origins to the behavioural leadership studies conducted at Ohio State 
University and the University of Michigan, which distinguished leadership behaviours focused on 
task accomplishment from those centred on interpersonal relationships (Northouse, 2022). The 
Ohio State studies conceptualised initiating structure as a leadership behaviour characterised by 
organising work, establishing procedures, defining responsibilities, and ensuring that 
organisational objectives are achieved. Similarly, the Michigan studies identified production-
oriented leadership as a style emphasising productivity, efficiency, and performance standards 
(Yukl, 2020). These foundational theories continue to provide the conceptual framework for 
understanding task-oriented leadership within modern organisations. 

The reviewed literature consistently demonstrates that task-oriented leadership contributes 
significantly to employee productivity, operational efficiency, service quality, role clarity, and 
organisational performance (Derue et al., 2021; Inam et al., 2023). By establishing clear objectives, 
defining expectations, allocating responsibilities, and monitoring performance, task-oriented 
leaders enable employees to understand organisational priorities and execute their responsibilities 
efficiently. Consequently, task-oriented leadership remains particularly valuable in organisations 
operating within highly structured, technology-driven, manufacturing, logistics, healthcare, 
construction, and public-sector environments where consistency, accuracy, and operational control 
are essential (Northouse, 2022; Yukl, 2020). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, manufacturing, engineering, construction, public administration, military 
organisations, hospitality, and small and medium-sized enterprises (SMEs). Examining task-
oriented leadership across these diverse sectors provides a comprehensive understanding of how 
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structured leadership behaviours influence organisational performance under different 
environmental and operational conditions. Although the fundamental principles of task-oriented 
leadership remain consistent, evidence suggests that leadership effectiveness varies according to 
organisational complexity, technological requirements, workforce competence, organisational 
culture, and environmental uncertainty (Eva et al., 2024). 

In addition to examining the direct effects of task-oriented leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions task-
oriented leadership influences organisational outcomes. Recent studies identify role clarity, 
employee competence, procedural fairness, performance management systems, organisational 
commitment, psychological safety, and communication quality as important mechanisms through 
which task-oriented leadership affects employee performance and organisational effectiveness 
(Inam et al., 2023; Specchia et al., 2021). Understanding these underlying mechanisms provides a 
more comprehensive explanation of why task-oriented leadership produces different outcomes 
across organisations and highlights the contextual conditions necessary for its successful 
implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of task-oriented leadership 
by comparing findings from studies conducted across Africa, Europe, Asia, the Middle East, and 
North America. Although task-oriented leadership has been widely recognised as an effective 
leadership approach across different countries, cultural values, institutional arrangements, 
workforce expectations, and organisational norms influence how directive leadership behaviours 
are perceived and implemented (House et al., 2004; Northouse, 2022). For example, highly 
structured leadership may be particularly effective in industries requiring standardisation and 
regulatory compliance, whereas organisations operating within creative and knowledge-intensive 
sectors may require greater flexibility and employee autonomy. Consequently, the review 
acknowledges the importance of adapting task-oriented leadership practices to organisational and 
cultural contexts to maximise effectiveness. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the task-oriented leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding task-oriented leadership outcomes while highlighting areas where 
further research remains necessary. Particular attention is given to emerging issues such as digital 
leadership, project management, operational excellence, employee well-being, organisational 
resilience, and technology-enabled performance management, all of which have become 
increasingly important within contemporary leadership research (Yukl, 2020; Northouse, 2022; 
Inam et al., 2023). 

Overall, this chapter demonstrates that task-oriented leadership remains one of the most 
influential behavioural leadership approaches within organisational studies. Its emphasis on 
planning, coordination, accountability, performance monitoring, and operational efficiency makes 
it particularly relevant for organisations operating in increasingly complex, technology-driven, and 
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performance-oriented environments. The insights generated from this literature review provide the 
theoretical and empirical foundation for the subsequent chapters by informing the discussion, 
interpretation, and application of the present study's findings. Furthermore, the review contributes 
to a deeper understanding of how task-oriented leadership can be integrated into leadership 
development programmes, performance management systems, operational strategies, and 
organisational policies to improve productivity, service quality, and sustainable organisational 
performance. 

10.2 Overview of Task-Oriented Leadership 

Task-oriented leadership has become one of the most influential leadership approaches in 
organisational research and practice because of its emphasis on planning, organising, coordinating, 
and monitoring work activities to achieve organisational goals efficiently (Northouse, 2022). 
Unlike relationship-oriented leadership approaches that prioritise employee development and 
interpersonal relationships, task-oriented leadership focuses primarily on clarifying roles, setting 
performance expectations, establishing procedures, and ensuring that tasks are completed 
according to organisational standards (Fleishman, 1953). The approach emerged from the 
behavioural leadership tradition, particularly the Ohio State and Michigan leadership studies, 
which identified initiating structure as a key leadership behaviour associated with effective task 
performance (Northouse, 2022). 

The Ohio State Leadership Studies introduced the concept of initiating structure, describing 
leaders who define work responsibilities, establish clear objectives, coordinate employee 
activities, and monitor performance to achieve organisational goals (Northouse, 2022). Similarly, 
the Michigan Leadership Studies distinguished production-oriented leaders from employee-
oriented leaders, with production-oriented leadership closely reflecting the characteristics of task-
oriented leadership by emphasising productivity, efficiency, and operational effectiveness (Yukl, 
2020). Since then, task-oriented leadership has been widely applied across manufacturing, 
construction, healthcare, logistics, military organisations, and project management because of its 
ability to improve coordination, productivity, and operational control. 

Task-oriented leadership is defined as a leadership approach in which leaders focus primarily 
on organising work, assigning responsibilities, setting performance standards, monitoring 
progress, and ensuring the efficient completion of organisational tasks (Northouse, 2022). Leaders 
adopting this approach establish clear expectations, provide structured guidance, and monitor 
employee performance to ensure that organisational objectives are achieved efficiently and 
consistently (Yukl, 2020). Consequently, task-oriented leadership is particularly effective in 
environments characterised by routine operations, high accountability, strict quality requirements, 
and time-sensitive objectives. 

Recent studies consistently demonstrate that task-oriented leadership positively influences 
employee performance, productivity, and operational efficiency. For example, Sousa and Rocha 
(2022) found that leaders who establish clear performance expectations, define responsibilities, 
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and provide regular performance monitoring significantly improve employee productivity and 
organisational effectiveness. Similarly, Ahmed et al. (2023) reported that task-oriented leadership 
enhances employee performance by improving work coordination, role clarity, and accountability, 
thereby reducing ambiguity and increasing operational efficiency. These findings support Goal-
Setting Theory, which proposes that specific, clearly defined goals improve employee motivation 
and performance by directing attention towards measurable outcomes (Locke & Latham, 2002). 

Operational efficiency represents another important outcome of task-oriented leadership. By 
developing standardised procedures, coordinating work activities, and closely monitoring task 
completion, task-oriented leaders reduce errors, improve workflow consistency, and strengthen 
organisational productivity (Yukl, 2020). Recent evidence indicates that structured leadership 
practices are particularly beneficial in industries where precision, compliance, and quality 
assurance are critical, such as healthcare, manufacturing, engineering, and logistics (Ahmed et al., 
2023). Such findings suggest that task-oriented leadership creates organisational structures that 
support consistent performance and effective resource utilisation. 

Task-oriented leadership is also recognised for its effectiveness in project execution and 
organisational coordination. Leaders who establish clear objectives, allocate responsibilities 
effectively, and monitor project milestones improve organisational performance by ensuring that 
resources are used efficiently and deadlines are consistently achieved (Northouse, 2022). Within 
project-based environments, effective task coordination minimises uncertainty, strengthens 
accountability, and improves communication among team members, thereby increasing the 
likelihood of successful project delivery (Yukl, 2020). 

Research further indicates that contextual factors influence the effectiveness of task-oriented 
leadership. According to contingency theories of leadership, task-oriented leadership is 
particularly effective in highly structured environments where tasks are clearly defined, 
organisational procedures are established, and performance can be objectively measured (Fiedler, 
1967). However, in environments characterised by high uncertainty, rapid innovation, or 
knowledge-intensive work, excessive task control may reduce employee autonomy, creativity, and 
intrinsic motivation (Northouse, 2022). These findings suggest that task-oriented leadership is 
most effective when organisational structures support standardisation while allowing sufficient 
flexibility to address changing operational demands. 

Within the healthcare sector, task-oriented leadership has demonstrated positive outcomes for 
patient safety, operational efficiency, and quality improvement. Leaders who establish clear 
clinical procedures, coordinate multidisciplinary teams, and monitor compliance with professional 
standards contribute to improved healthcare performance and patient outcomes (Specchia et al., 
2021). Likewise, structured leadership enhances accountability, communication, and coordination 
among healthcare professionals, thereby supporting safe and effective service delivery (Northouse, 
2022). 

Beyond operational performance, task-oriented leadership has increasingly been associated 
with organisational sustainability through efficient resource management, performance 
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monitoring, and continuous process improvement. Leaders who establish measurable performance 
indicators, monitor resource utilisation, and promote operational excellence contribute to long-
term organisational sustainability by improving efficiency and reducing waste (Ahmed et al., 
2023). These structured management practices enable organisations to remain competitive while 
responding effectively to changing operational and environmental demands. 

Empirical evidence from different geographical regions further demonstrates the broad 
applicability of task-oriented leadership. Studies conducted across Europe, Asia, Africa, and the 
Middle East consistently show that structured leadership behaviours improve employee 
performance, operational efficiency, service quality, and project success, particularly in 
organisations characterised by formal procedures and high accountability (Sousa & Rocha, 2022; 
Ahmed et al., 2023). These findings suggest that task-oriented leadership provides a universally 
relevant framework for improving organisational productivity while supporting consistent service 
delivery across diverse organisational contexts. 

Despite its numerous advantages, task-oriented leadership is not without limitations. 
Successful implementation requires leaders to balance close supervision with appropriate 
employee autonomy to avoid excessive control, reduced innovation, and lower employee 
satisfaction (Northouse, 2022). Furthermore, an exclusive focus on task completion may overlook 
employees' psychological needs, interpersonal relationships, and professional development, 
potentially reducing long-term engagement and organisational commitment (Yukl, 2020). 
Nevertheless, extensive empirical evidence demonstrates that task-oriented leadership enhances 
productivity, operational efficiency, accountability, and organisational performance across 
multiple sectors. Its emphasis on planning, coordination, monitoring, performance management, 
and operational control makes it one of the most effective leadership approaches for organisations 
operating in structured, performance-driven, and quality-focused environments. 

10.3 Task-Oriented Leadership 

Task-oriented leadership continues to receive considerable scholarly attention because of its 
demonstrated capacity to improve operational efficiency, employee productivity, task 
performance, and organisational effectiveness across diverse organisational settings (Northouse, 
2022; Yukl, 2020). Originating from the behavioural leadership studies conducted at Ohio State 
University and the University of Michigan, task-oriented leadership focuses on initiating structure, 
production orientation, planning, goal setting, performance monitoring, and ensuring that 
organisational objectives are achieved efficiently (Northouse, 2022). Unlike relationship-oriented 
leadership approaches, task-oriented leaders prioritise organising work, clarifying employee 
responsibilities, establishing performance standards, and coordinating resources to maximise 
organisational productivity (Yukl, 2020). Recent empirical studies further demonstrate that task-
oriented leadership influences organisational outcomes both directly and indirectly through several 
organisational and psychological mechanisms. 
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Recent research by Inam et al. (2023) provides compelling evidence of the relationship 
between task-oriented leadership and employee performance by examining the mediating roles of 
role clarity and work engagement. Their findings suggest that task-oriented leadership enhances 
employee effectiveness by establishing clear expectations, structured work processes, and 
measurable performance objectives. Rather than relying primarily on inspirational motivation, 
task-oriented leaders minimise ambiguity by clearly defining responsibilities and ensuring 
employees understand how their individual tasks contribute to organisational objectives. This 
finding is consistent with behavioural leadership theory, which argues that initiating structure 
improves employee performance by increasing coordination, accountability, and efficiency 
(Northouse, 2022; Yukl, 2020). 

The study further demonstrates that role clarity functions as a critical mechanism through 
which task-oriented leadership improves organisational performance. Employees who clearly 
understand their responsibilities, reporting relationships, and performance expectations experience 
greater confidence, higher work engagement, and improved productivity (Inam et al., 2023). 
Furthermore, structured supervision and continuous performance feedback strengthen employees' 
ability to complete tasks accurately while reducing role conflict and operational errors. These 
findings reinforce previous research suggesting that task-oriented leadership is particularly 
effective in environments where operational consistency, standardisation, and accountability are 
organisational priorities (Derue et al., 2021; Yukl, 2020). 

Consequently, Inam et al.'s (2023) study extends task-oriented leadership theory by 
demonstrating that sustainable organisational performance emerges through the interaction of 
effective planning, clearly defined work processes, and employee understanding of organisational 
expectations. Their findings illustrate that task-oriented leadership functions not merely as a 
supervisory approach but as a systematic management process that strengthens organisational 
coordination and operational capability. 

Similarly, Specchia et al. (2021) provide important insights into the organisational 
mechanisms through which task-oriented leadership enhances performance within healthcare 
organisations. Their systematic review demonstrates that leadership behaviours emphasising 
planning, coordination, adherence to clinical protocols, and performance monitoring significantly 
improve service quality, patient safety, and operational effectiveness. Unlike leadership 
approaches that primarily emphasise interpersonal relationships, task-oriented leadership ensures 
that healthcare professionals follow evidence-based procedures while maintaining consistent 
standards of care. These findings align with behavioural leadership theory, which emphasises 
organising work activities and maintaining performance standards to achieve organisational 
objectives (Northouse, 2022). 

The review particularly identifies structured communication, clearly defined responsibilities, 
and continuous performance monitoring as significant contributors to organisational effectiveness. 
Task-oriented leaders strengthen employees' confidence by providing clear operational guidance, 
establishing measurable objectives, and monitoring compliance with organisational procedures. 
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As employees gain greater clarity regarding work expectations, they become more capable of 
completing complex tasks accurately and efficiently, thereby improving organisational outcomes 
(Specchia et al., 2021). These findings support earlier evidence suggesting that task-oriented 
leadership enhances organisational effectiveness by promoting procedural consistency, 
accountability, and quality management (Yukl, 2020). 

An important contribution of Specchia et al.'s (2021) research lies in its emphasis on highly 
regulated organisational environments, where adherence to established procedures is essential for 
organisational success. In sectors such as healthcare, aviation, manufacturing, and engineering, 
task-oriented leadership reduces operational errors by ensuring employees consistently follow 
established standards and protocols. This perspective broadens task-oriented leadership theory by 
highlighting the importance of operational discipline as a strategic organisational resource that can 
improve performance in complex, high-risk conditions. 

Recent work by Derue et al. (2021) further extends behavioural leadership scholarship by 
examining the relationship between leadership behaviours and organisational performance across 
diverse industries. Their findings indicate that task-oriented leadership enhances organisational 
effectiveness by strengthening coordination, improving decision-making processes, and ensuring 
consistent implementation of organisational strategies. Rather than focusing primarily on 
motivating employees emotionally, task-oriented leaders establish systematic work procedures 
that enable teams to perform efficiently under changing organisational conditions. 

The concept of operational coordination aligns closely with task-oriented leadership 
principles. Leaders who exhibit strong initiating structure behaviours establish priorities, allocate 
resources effectively, monitor progress, and ensure that organisational objectives are achieved 
according to predetermined standards (Northouse, 2022). These findings are particularly 
significant given the increasing complexity, technological advancement, and operational demands 
characterising modern organisations. 

Derue et al. (2021) further demonstrate that task-oriented leadership becomes especially 
valuable in environments characterised by operational complexity and performance pressure. 
During periods requiring rapid execution, project delivery, or strict regulatory compliance, 
employees increasingly depend on leaders who provide clear direction, effective coordination, and 
continuous monitoring. Under these circumstances, task-oriented leadership improves 
organisational performance by reducing uncertainty, improving workflow efficiency, and ensuring 
consistent implementation of organisational objectives. 

Collectively, the studies by Inam et al. (2023), Specchia et al. (2021), and Derue et al. (2021) 
reinforce the multidimensional nature of task-oriented leadership. They demonstrate that task-
oriented leadership influences organisational performance through a combination of behavioural 
and organisational mechanisms, including role clarity, structured communication, performance 
monitoring, operational coordination, and procedural consistency. These findings extend 
traditional behavioural leadership theory beyond simple supervisory control by illustrating how 
task-oriented leaders create organisational systems that improve productivity, quality 
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management, and operational reliability. Consequently, task-oriented leadership should be viewed 
not merely as a directive leadership style but as a comprehensive organisational capability that 
enables efficiency, accountability, and sustainable organisational performance in increasingly 
complex and competitive environments. 

The findings of Derue et al. (2021) demonstrate that task-oriented leadership becomes 
particularly valuable during periods of operational complexity, when organisations require both 
efficiency and coordination to remain competitive. By establishing clear objectives, defining work 
procedures, monitoring performance, and ensuring accountability, task-oriented leaders enable 
employees to complete tasks accurately while minimising errors and delays. Such behaviours 
encourage discipline, consistency, and effective resource utilisation, all of which are essential for 
maintaining organisational performance in demanding operational environments (Northouse, 
2022). The study further identifies operational coordination as a critical mechanism through which 
task-oriented leadership enhances organisational effectiveness. Rather than relying solely on 
employee motivation, task-oriented leaders strengthen organisational capability by developing 
structured systems, performance controls, and standard operating procedures that ensure consistent 
organisational outcomes. 

A notable contribution of Derue et al.'s (2021) work is its integration of behavioural leadership 
theory with contemporary organisational performance research. The authors argue that task-
oriented leaders influence organisational effectiveness not only through direct supervision but also 
by establishing organisational structures and management systems that facilitate efficient task 
execution. These findings extend traditional task-oriented leadership theory by demonstrating that 
leadership effectiveness depends on creating well-organised operational systems alongside 
competent employees. Consequently, task-oriented leadership should be viewed as a strategic 
organisational capability that strengthens long-term organisational efficiency, quality assurance, 
operational resilience, and sustainable performance (Northouse, 2022; Yukl, 2020). 

Recent research demonstrates that task-oriented leadership plays a significant role in 
improving organisational performance within healthcare organisations, particularly where patient 
safety, operational efficiency, and adherence to clinical procedures are essential (Specchia et al., 
2021). A systematic review by Specchia et al. (2021) found that leadership approaches 
emphasising planning, coordination, performance monitoring, and compliance with clinical 
protocols significantly improve workforce productivity, service quality, and patient outcomes. 
Given the increasing complexity of healthcare systems, task-oriented leadership provides a 
structured management approach capable of addressing workforce shortages, improving 
operational efficiency, and supporting evidence-based healthcare delivery. 

The review identifies two interrelated dimensions through which task-oriented leadership 
enhances healthcare performance: operational coordination and quality assurance. Task-oriented 
nurse managers improve employee performance by establishing clear responsibilities, defining 
work procedures, monitoring compliance with clinical standards, and ensuring that organisational 
objectives are achieved efficiently (Specchia et al., 2021). These leadership behaviours increase 
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role clarity, reduce operational errors, and improve teamwork, resulting in higher levels of 
organisational effectiveness and service quality. These findings are consistent with behavioural 
leadership theory, which argues that initiating structure improves employee performance by 
providing direction, organisation, and accountability (Northouse, 2022; Yukl, 2020). 

Furthermore, task-oriented leadership contributes to organisational resilience by promoting 
standardised procedures, continuous performance evaluation, and effective resource allocation. 
Through careful planning, coordination, and performance monitoring, task-oriented leaders 
encourage evidence-based decision-making, continuous quality improvement, and compliance 
with organisational standards. Such leadership behaviours enable healthcare organisations to 
respond effectively to changing patient needs, technological developments, and operational 
challenges while maintaining consistent standards of patient care (Specchia et al., 2021). 
Consequently, task-oriented leadership improves not only employee performance but also 
organisational efficiency, patient safety, and service reliability. 

An important contribution of Specchia et al. (2021) is the recognition of task-oriented 
leadership as a long-term organisational capability rather than merely a supervisory management 
style. Rather than focusing solely on interpersonal motivation, task-oriented leadership develops 
organisational capacity by establishing effective systems, structured workflows, performance 
standards, and accountability mechanisms (Northouse, 2022). By embedding organisational values 
such as discipline, consistency, efficiency, and quality assurance into everyday operations, task-
oriented leaders cultivate sustainable organisational systems that support both employee 
productivity and high-quality patient care. 

Task-oriented leadership has also been increasingly linked to organisational sustainability 
through its emphasis on structured environmental management systems and operational control. 
Ren et al. (2024) demonstrate that leadership focused on clearly defined environmental objectives, 
systematic implementation of sustainability policies, and performance monitoring significantly 
improves employees' pro-environmental behaviour and organisational sustainability. Rather than 
relying primarily on inspirational communication, task-oriented leaders establish environmental 
performance standards, assign responsibilities, monitor compliance, and evaluate sustainability 
outcomes, thereby integrating environmental management into routine organisational operations. 

The study suggests that organisations achieve stronger sustainability performance when 
environmental responsibilities are embedded within formal work processes rather than depending 
solely on employees' voluntary commitment. Through clear environmental policies, measurable 
objectives, and regular performance evaluation, task-oriented leaders encourage employees to 
incorporate sustainable practices into their daily work activities (Ren et al., 2024). This structured 
approach strengthens organisational accountability by aligning individual responsibilities with 
broader sustainability objectives. 

Ren et al. (2024) further identify environmental awareness and procedural compliance as 
important mechanisms through which structured leadership enhances employees' pro-
environmental behaviour. Employees who receive clear environmental expectations, operational 
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guidance, and regular performance feedback demonstrate greater consistency in implementing 
sustainable workplace practices. These findings illustrate that task-oriented leadership promotes 
behavioural change by providing employees with clear operational procedures and measurable 
performance expectations rather than relying solely on intrinsic motivation. 

Importantly, the study also demonstrates that emotional exhaustion moderates the 
effectiveness of leadership interventions designed to improve environmental performance. 
Employees experiencing high levels of fatigue are less responsive to structured performance 
requirements, suggesting that task-oriented leadership should be complemented by appropriate 
workload management and organisational support to maximise effectiveness (Ren et al., 2024). 
Consequently, organisations seeking to improve sustainability through task-oriented leadership 
should combine structured management systems with employee well-being initiatives. 

Habeeb and Eyupoglu (2024) examine the relationship between leadership, strategic planning, 
and organisational performance within Nigerian higher education institutions. Their findings 
demonstrate that effective organisational performance depends upon translating strategic plans 
into operational activities through systematic planning, coordination, and performance 
management. Within higher education, task-oriented leadership supports institutional 
effectiveness by defining operational priorities, allocating responsibilities, monitoring progress, 
and ensuring accountability throughout strategy implementation. 

The study identifies strategic planning as a critical mechanism linking task-oriented leadership 
with organisational performance. Rather than treating strategic planning and leadership as separate 
organisational functions, task-oriented leaders coordinate institutional activities by establishing 
measurable objectives, assigning responsibilities, monitoring implementation, and evaluating 
organisational performance (Habeeb & Eyupoglu, 2024). This structured management approach 
enables academic and administrative staff to align their daily activities with institutional priorities 
while improving organisational efficiency. 

These findings reinforce behavioural leadership theory by demonstrating that effective 
strategic leadership extends beyond planning to include operational coordination, performance 
measurement, and continuous evaluation (Northouse, 2022; Yukl, 2020). Consequently, task-
oriented leadership serves as an important organisational capability that enhances strategic 
execution, operational control, and institutional effectiveness, particularly within complex higher 
education environments. 

Moreover, the findings of Habeeb and Eyupoglu (2024) demonstrate that strategic planning 
alone is insufficient to achieve organisational success without effective implementation 
mechanisms. While strategic plans establish organisational direction, task-oriented leaders ensure 
successful execution by allocating responsibilities, monitoring performance, coordinating 
activities, and evaluating progress against predetermined objectives. This reinforces the argument 
that successful strategy implementation depends upon structured leadership behaviours that 
promote accountability, operational efficiency, and continuous performance monitoring 
(Northouse, 2022). 
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Within the Nigerian higher education sector, these leadership competencies are particularly 
important because institutions operate within environments characterised by limited financial 
resources, bureaucratic structures, and increasing performance demands (Habeeb & Eyupoglu, 
2024). Under such conditions, task-oriented leaders improve organisational effectiveness by 
developing structured operational systems capable of supporting long-term institutional 
performance. Consequently, task-oriented leadership emerges as a strategic capability that 
strengthens organisational efficiency, enhances strategy implementation, and supports sustainable 
institutional development in resource-constrained environments. 

Kim et al. (2023) extend leadership research by examining organisational performance within 
the hospitality industry, where service quality depends heavily upon operational consistency, 
employee productivity, and efficient service delivery. Their findings indicate that leadership 
behaviours emphasising planning, coordination, clearly defined work procedures, and 
performance monitoring significantly improve employee task performance and service quality. 

A particularly important contribution of Kim et al. (2023) is the identification of role clarity 
and operational coordination as mechanisms linking structured leadership with employee 
performance. Task-oriented leaders establish clear performance standards, define employee 
responsibilities, and monitor work outcomes, thereby reducing ambiguity and improving 
operational efficiency. As employees gain greater clarity regarding organisational expectations, 
they demonstrate improved task performance, higher productivity, and more consistent service 
delivery. These findings are consistent with role theory, which suggests that clearly defined work 
responsibilities improve employee effectiveness by reducing uncertainty and enhancing 
accountability (Northouse, 2022). 

The study further demonstrates that structured work processes contribute significantly to 
performance within highly competitive service industries. By standardising procedures, 
monitoring service quality, and continuously evaluating employee performance, task-oriented 
leaders create organisational environments characterised by operational excellence and service 
consistency. Such leadership behaviours contribute directly to competitive advantage because 
efficient service delivery enhances customer satisfaction and organisational performance (Kim et 
al., 2023). Furthermore, the mediating role of role clarity suggests that task-oriented leadership 
influences employee behaviour primarily through effective work organisation and operational 
control rather than through emotional or inspirational leadership. Consequently, task-oriented 
leadership functions as a strategic organisational capability capable of simultaneously enhancing 
employee productivity, operational efficiency, and organisational performance. 

Task-oriented leadership has been widely examined as an effective leadership approach for 
enhancing operational performance, efficiency, and goal attainment, particularly in organisations 
where productivity, quality, and adherence to procedures are critical (Northouse, 2022; Yukl, 
2020). Unlike transformational leadership, which primarily focuses on inspiring and developing 
followers, task-oriented leadership emphasises planning, organising, coordinating work activities, 
clarifying employee roles, monitoring performance, and ensuring that organisational objectives 
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are achieved efficiently (House, 1996; Northouse, 2022). Recent empirical studies suggest that 
task-oriented leadership remains highly effective in environments requiring standardisation, 
accountability, and consistent execution, although its effectiveness is influenced by organisational 
context, employee characteristics, and workplace demands (Banks et al., 2023). 

Ayandibu (2024) provides a comprehensive synthesis of contemporary leadership research 
and demonstrates that task-oriented leadership consistently improves employee productivity, 
organisational efficiency, and performance across individual, team, departmental, and 
organisational levels. The review highlights that leaders who establish clear performance 
expectations, define responsibilities, monitor progress, and provide regular feedback create 
structured work environments that minimise ambiguity and improve operational effectiveness. 
These findings are consistent with task-oriented leadership theory, which proposes that leadership 
effectiveness depends largely on leaders' ability to coordinate work processes and maintain focus 
on organisational goals (Northouse, 2022; Yukl, 2020). 

A significant contribution of Ayandibu's (2024) review is its recognition that task-oriented 
leadership is not a rigid management approach but rather one that requires leaders to adapt task 
structures according to organisational circumstances and operational complexity. Effective task-
oriented leaders balance planning, supervision, performance monitoring, and resource allocation 
while ensuring employees possess the knowledge and resources necessary to complete assigned 
responsibilities successfully. Rather than relying primarily on inspirational leadership behaviours, 
task-oriented leaders achieve organisational effectiveness through systematic coordination, 
procedural clarity, and continuous performance evaluation (Ayandibu, 2024). These findings 
reinforce contingency perspectives suggesting that leadership effectiveness depends on matching 
leadership behaviours to task requirements and organisational conditions (Fiedler, 1967; 
Northouse, 2022). 

Research also demonstrates that task-oriented leadership contributes to employee 
performance by strengthening role clarity and reducing workplace uncertainty. Khan et al. (2020) 
found that clearly defined objectives, structured supervision, and regular performance monitoring 
significantly improved employee performance by reducing ambiguity and increasing employees' 
understanding of organisational expectations. Employees who receive explicit guidance regarding 
task priorities and performance standards are generally more confident in completing assignments 
efficiently, particularly within organisations characterised by complex workflows or high 
operational demands. These findings align with Path–Goal Theory, which suggests that directive 
and task-focused leadership behaviours improve employee performance by clarifying work 
expectations and removing obstacles to goal attainment (House, 1996). 

However, Khan et al. (2020) also observed that task-focused leadership alone has limited 
capacity to reduce employee burnout and social loafing when broader organisational factors such 
as excessive workloads, inadequate staffing, poor work-life balance, or insufficient organisational 
support remain unaddressed. While clear direction and supervision improve operational 
performance, employee well-being requires complementary organisational interventions that 
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address workload management, psychological health, and supportive workplace practices. 
Consequently, task-oriented leadership should be integrated with broader human resource 
management strategies to ensure that operational efficiency is achieved without compromising 
employee well-being (Northouse, 2022). 

Lindert et al. (2023) provide additional insights into the relationship between leadership 
behaviours and employee psychological well-being through a longitudinal study examining 
workplace social capital and leadership effectiveness. Although the study was not exclusively 
focused on task-oriented leadership, its findings suggest that structured leadership practices 
contribute positively to psychological well-being when accompanied by supportive organisational 
environments. Leaders who establish clear work procedures, communicate expectations 
consistently, and provide reliable performance feedback reduce uncertainty and workplace stress 
by enabling employees to understand their responsibilities and performance requirements. 
Nevertheless, the authors conclude that leadership behaviours alone are insufficient to sustain 
long-term psychological well-being without supportive organisational cultures characterised by 
trust, collaboration, and social support (Lindert et al., 2023). 

Task-oriented leadership has also demonstrated considerable value in complex project 
environments. Al-Subaie et al. (2021) examined leadership within large-scale megaprojects and 
found that successful project delivery depends heavily on leaders' ability to coordinate 
multidisciplinary teams, establish clear operational objectives, allocate resources efficiently, and 
monitor project performance continuously. Their findings suggest that structured planning, 
performance control, risk management, and effective communication represent essential 
leadership competencies within highly complex organisational settings. Rather than focusing 
primarily on employee inspiration, task-oriented leaders ensure that organisational activities 
remain aligned with project objectives, timelines, and quality standards despite environmental 
uncertainty. 

An important contribution of Al-Subaie et al. (2021) is the identification of organisational 
systems that strengthen leadership effectiveness. Strategic planning, communication systems, role 
clarification, and performance monitoring emerged as critical enablers of successful project 
implementation. These findings reinforce task-oriented leadership theory by demonstrating that 
effective leadership depends not only on individual leader behaviours but also on organisational 
structures that support coordination, accountability, and operational control (Yukl, 2020). 

Educational research similarly supports the effectiveness of task-oriented leadership in 
promoting organisational performance. Lin et al. (2022) found that school leaders who established 
clear instructional objectives, monitored teaching performance, and implemented structured 
professional development programmes significantly enhanced teachers' instructional effectiveness 
and professional competence. By providing clear expectations, systematic evaluation, and 
continuous feedback, task-oriented school leaders strengthened teachers' confidence and 
instructional quality. These findings support leadership theories suggesting that effective 
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performance management contributes to both organisational efficiency and professional 
development (Northouse, 2022). 

Cross-cultural evidence further demonstrates the broad applicability of task-oriented 
leadership. Caza et al. (2021) found that leadership behaviours centred on goal clarity, 
accountability, consistency, and performance monitoring were positively perceived across 
multiple countries and organisational settings, although implementation strategies varied 
according to cultural expectations. While employees from different cultures may prefer varying 
levels of autonomy or participation, clear communication of organisational objectives and 
consistent performance expectations remained universally valued. These findings suggest that 
task-oriented leadership possesses considerable cross-cultural relevance because employees 
generally benefit from structured work environments that reduce uncertainty and clarify 
performance requirements (Caza et al., 2021). 

Task-oriented leadership has also proven particularly valuable during organisational crises 
and resource-constrained environments. Salameh-Ayanian et al. (2025) found that humanitarian 
organisations operating under political instability and resource scarcity achieved stronger 
operational performance when leaders prioritised planning, coordination, accountability, and 
effective resource allocation. Under crisis conditions, clearly defined responsibilities and 
structured decision-making processes enabled organisations to maintain service delivery despite 
external uncertainty. These findings indicate that task-oriented leadership enhances organisational 
resilience by ensuring continuity of operations through disciplined planning and effective 
coordination. 

Overall, the reviewed literature demonstrates that task-oriented leadership remains a highly 
effective leadership approach for improving organisational performance, operational efficiency, 
project execution, and service delivery. Across healthcare, education, humanitarian organisations, 
large-scale infrastructure projects, and multinational settings, task-oriented leadership consistently 
enhances role clarity, accountability, coordination, and productivity through structured planning, 
performance monitoring, and systematic supervision (Northouse, 2022; Yukl, 2020). However, the 
evidence also indicates that its effectiveness is greatest when balanced with supportive 
organisational practices that address employee well-being, communication, and organisational 
culture. Consequently, task-oriented leadership should be viewed not merely as a supervisory 
approach but as a strategic organisational capability that enables consistent performance, 
operational excellence, and effective goal achievement in increasingly complex organisational 
environments. 

Task-oriented leadership has been recognised as an effective leadership approach in 
organisations where operational efficiency, role clarity, and performance consistency are essential. 
However, recent research acknowledges that implementing task-oriented leadership can present 
challenges within highly bureaucratic or hierarchical organisations where rigid procedures may 
reduce flexibility and employee responsiveness. While task-oriented leaders establish clear 
objectives, monitor performance, and standardise work processes, excessive emphasis on task 
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completion may restrict employee initiative and adaptive problem-solving when organisational 
environments become highly dynamic (Northouse, 2022). Consequently, recent leadership 
scholarship argues that the effectiveness of task-oriented leadership depends largely on 
organisational context, workforce characteristics, and the complexity of operational tasks rather 
than representing a universally effective leadership approach (Yukl, 2020; Derue et al., 2011). 
Leadership development programmes should therefore equip managers with competencies in 
planning, coordination, communication, and situational decision-making while ensuring sufficient 
flexibility to respond to changing organisational demands. 

Recent studies conducted in developing economies demonstrate that task-oriented leadership 
remains particularly valuable where organisations operate under resource constraints, institutional 
instability, and increasing performance expectations. In such environments, leaders who establish 
clear performance standards, define employee responsibilities, and closely monitor operational 
activities improve organisational efficiency and reduce uncertainty (Musinguzi et al., 2023). 
Rather than relying primarily on inspirational leadership behaviours, task-oriented leaders promote 
organisational effectiveness through systematic planning, efficient allocation of resources, 
structured supervision, and continuous performance monitoring. These leadership behaviours 
enable organisations to maintain operational stability while improving accountability and service 
delivery, particularly where institutional capacity remains limited. 

A significant contribution of contemporary task-oriented leadership research is its recognition 
that leadership extends beyond interpersonal influence to encompass operational planning, 
resource management, and organisational coordination. Task-oriented leaders facilitate 
organisational effectiveness by developing clear procedures, aligning employee activities with 
organisational objectives, and ensuring that strategic priorities are translated into measurable 
operational outcomes (Northouse, 2022). This systems-oriented perspective positions task-
oriented leadership as a management capability that enhances organisational performance through 
effective coordination, planning, and performance control rather than through employee 
inspiration alone. Consequently, leadership development initiatives should strengthen managers' 
competencies in project planning, work scheduling, quality assurance, and performance evaluation 
while adapting these practices to local organisational conditions. 

Within the public sector, task-oriented leadership has been widely recognised as an effective 
approach for improving administrative efficiency, accountability, and service delivery. Public 
organisations frequently operate within highly formalised structures where compliance with 
regulations, performance standards, and operational procedures is essential. Under such 
conditions, task-oriented leaders improve organisational effectiveness by establishing clear work 
objectives, monitoring employee performance, coordinating departmental activities, and ensuring 
compliance with organisational policies (Fernandez & Moldogaziev, 2021). These leadership 
behaviours contribute to greater organisational consistency, improved service quality, and 
enhanced public accountability, particularly in developing countries where administrative systems 
often face institutional challenges. 
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Research further suggests that task-oriented leadership contributes to organisational resilience 
by maintaining operational stability during periods of organisational change. Rather than relying 
on visionary communication, task-oriented leaders minimise uncertainty through structured 
planning, detailed work allocation, and continuous supervision. These practices provide 
employees with clear expectations and procedural guidance, reducing ambiguity and improving 
organisational coordination during periods of institutional reform or environmental uncertainty 
(Yukl, 2020). Consequently, task-oriented leadership represents an important governance strategy 
for strengthening organisational performance within public-sector organisations operating under 
resource constraints and complex administrative environments. 

Recent evidence also indicates that task-oriented leadership positively influences 
organisational citizenship behaviours when accompanied by fair performance management and 
supportive organisational practices. Employees working under leaders who establish clear 
expectations, monitor performance consistently, and provide constructive feedback often 
demonstrate greater role clarity, accountability, and commitment to organisational objectives 
(Judge et al., 2004). However, contemporary studies caution that task-oriented leadership alone 
may not fully promote discretionary employee behaviours unless balanced with interpersonal 
support and effective communication. This finding highlights the importance of integrating task-
oriented management practices with appropriate relationship-oriented behaviours to maximise 
organisational effectiveness. 

Studies conducted within African public-sector organisations further reinforce the importance 
of task-oriented leadership for improving organisational performance. Research demonstrates that 
leaders who clearly define responsibilities, allocate resources effectively, establish measurable 
performance targets, and monitor employee progress achieve higher levels of productivity and 
organisational efficiency despite institutional constraints (Musinguzi et al., 2023). These findings 
suggest that task-oriented leadership is particularly effective where organisations require strong 
coordination, operational discipline, and consistent implementation of organisational policies. 

Contemporary leadership research also demonstrates that different dimensions of task-
oriented leadership contribute differently to organisational outcomes. Planning, work 
coordination, goal setting, performance monitoring, and procedural control each influence 
employee behaviour in distinct ways. Goal clarification and performance monitoring are 
consistently associated with improved employee productivity, while effective work scheduling and 
resource coordination strengthen organisational efficiency and reduce operational delays (Yukl, 
2020). These findings suggest that task-oriented leadership should not be viewed as a single 
behavioural construct but rather as a multidimensional management approach that integrates 
planning, supervision, coordination, and performance evaluation. 

The effectiveness of task-oriented leadership is particularly evident within public-sector 
organisations characterised by administrative complexity, limited resources, and increasing 
accountability requirements. Under such conditions, leaders who establish clear objectives, 
monitor progress systematically, and maintain consistent operational control improve employee 
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performance while ensuring compliance with organisational standards (Northouse, 2022). 
Nevertheless, scholars emphasise that effective task-oriented leadership requires adaptation to 
organisational context, recognising that different organisational environments require varying 
levels of supervision, employee autonomy, and operational flexibility. Consequently, leadership 
development programmes should integrate competencies in planning, coordination, performance 
management, and situational leadership to ensure that task-oriented leadership remains responsive 
to organisational and cultural realities. 

Task-oriented leadership has consistently been associated with improved organisational 
performance through its emphasis on planning, coordination, role clarification, and performance 
monitoring. Recent systematic reviews indicate that task-oriented leadership remains one of the 
most effective leadership approaches for organisations seeking operational efficiency, particularly 
within environments characterised by high task interdependence and clearly defined organisational 
objectives (Yukl, 2020; Northouse, 2022). Drawing upon empirical evidence from diverse 
organisational settings, contemporary research demonstrates that leaders who establish clear goals, 
define employee responsibilities, and monitor task completion contribute significantly to 
productivity, service quality, and organisational effectiveness (Musinguzi et al., 2023). Unlike 
leadership approaches that primarily focus on employee inspiration or empowerment, task-
oriented leadership promotes organisational success by ensuring that work processes are 
systematically organised and aligned with strategic objectives. 

The literature further demonstrates that the principal dimensions of task-oriented leadership—
including goal setting, work planning, task allocation, performance monitoring, and procedural 
control—consistently contribute to enhanced organisational performance across a wide range of 
sectors. By establishing clear expectations and maintaining effective supervision, task-oriented 
leaders reduce role ambiguity, improve coordination, and ensure that organisational resources are 
utilised efficiently (Judge et al., 2004). Beyond improving individual performance, task-oriented 
leadership strengthens organisational systems by promoting accountability, operational 
consistency, and effective decision-making. Consequently, task-oriented leadership is increasingly 
recognised as a strategic management capability that enhances organisational productivity, 
operational resilience, and long-term organisational effectiveness (Yukl, 2020). 

A particularly significant contribution of recent leadership research is the recognition that 
task-oriented leadership maintains its effectiveness across diverse organisational and cultural 
settings, although its implementation requires adaptation to contextual conditions. Organisations 
operating within manufacturing, healthcare, logistics, public administration, and project-based 
industries consistently report positive relationships between structured leadership behaviours and 
employee performance because clearly defined procedures reduce uncertainty and improve 
workflow coordination (Northouse, 2022). Contemporary leadership scholars therefore argue that 
organisations should invest in developing task-oriented leadership competencies such as 
operational planning, performance management, quality control, and effective resource 
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coordination to strengthen organisational performance and achieve sustainable operational success 
(Musinguzi et al., 2023). 

Recent research has also extended task-oriented leadership theory by examining its 
contribution to organisational change capability. Studies demonstrate that effective organisational 
change depends not only on employee commitment but also on leaders' ability to establish 
structured implementation plans, coordinate resources, define responsibilities, and monitor 
progress throughout the change process (Yukl, 2020). Rather than relying primarily on 
interpersonal influence, task-oriented leaders facilitate organisational change through systematic 
planning, continuous supervision, and clear communication of operational expectations. These 
leadership behaviours reduce uncertainty by ensuring that employees understand their 
responsibilities and performance requirements during organisational transitions. 

Furthermore, effective communication and procedural clarity have been identified as 
important mechanisms through which task-oriented leadership enhances organisational 
adaptability. Employees who receive explicit guidance, regular performance feedback, and clearly 
communicated objectives are more likely to support organisational change because uncertainty 
regarding work expectations is substantially reduced (Northouse, 2022). This evidence suggests 
that leadership effectiveness during organisational transformation depends not only upon 
interpersonal relationships but also upon the leader's capacity to organise work effectively, 
coordinate employee activities, and ensure consistent implementation of organisational strategies. 

The importance of task-oriented leadership is particularly evident within small and medium-
sized enterprises (SMEs), where limited financial and human resources require efficient 
operational management. SMEs frequently operate under conditions of intense competition and 
environmental uncertainty, making effective planning, scheduling, and resource utilisation 
essential for organisational survival (Müller & Turner, 2021). Research indicates that task-oriented 
leaders improve organisational performance by establishing measurable objectives, monitoring 
workflow, and ensuring that limited organisational resources are allocated efficiently. Through 
structured coordination and systematic supervision, these leaders strengthen operational efficiency 
while enabling organisations to respond effectively to changing business demands. 

Similarly, contemporary research demonstrates that task-oriented leadership contributes 
positively to employee performance by reducing ambiguity, clarifying performance expectations, 
and encouraging disciplined execution of organisational objectives. Employees working under 
task-oriented leaders typically experience greater role clarity because leaders specify 
responsibilities, establish deadlines, monitor performance, and provide corrective feedback where 
necessary (Judge et al., 2004). These leadership practices contribute to improved productivity by 
ensuring that employees remain focused on organisational priorities while maintaining high 
standards of work quality and accountability. 

Task-oriented leadership also influences employees' responses to workplace stress by 
reducing uncertainty associated with poorly defined roles and inconsistent supervision. Clearly 
structured work procedures, effective planning, and regular performance monitoring enable 
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employees to manage workloads more efficiently and understand organisational expectations 
(Yukl, 2020). However, scholars caution that excessive emphasis on task completion without 
sufficient interpersonal support may reduce employee satisfaction and organisational commitment. 
Consequently, contemporary leadership research increasingly recommends combining task-
oriented leadership with relationship-oriented behaviours to balance operational efficiency with 
employee well-being (Northouse, 2022). 

Collectively, recent empirical evidence reinforces the proposition that task-oriented 
leadership represents a strategic organisational capability for improving operational efficiency, 
employee performance, and organisational effectiveness. Rather than relying primarily on 
inspirational communication or charismatic influence, task-oriented leaders achieve organisational 
success by establishing clear objectives, coordinating organisational resources, monitoring 
performance, and maintaining procedural consistency. These leadership behaviours are 
particularly valuable in organisations characterised by complex operations, resource constraints, 
and high performance expectations, where systematic planning and effective execution directly 
influence organisational competitiveness and long-term sustainability (Musinguzi et al., 2023; 
Yukl, 2020). 

10.4 Conclusion  

Task-oriented leadership, characterised by systematic planning, goal setting, task allocation, 
performance monitoring, and adherence to organisational procedures, has consistently 
demonstrated its capacity to improve employee performance, operational efficiency, 
organisational effectiveness, and service quality across diverse organisational contexts. The 
literature reviewed indicates that task-oriented leadership is not merely a supervisory leadership 
style but a strategic management capability that enables organisations to achieve operational 
objectives, maintain performance standards, and enhance organisational productivity through 
structured coordination and effective resource management. 

A consistent finding across the reviewed studies is the positive relationship between task-
oriented leadership and employee performance. Task-oriented leaders establish clear expectations, 
define employee responsibilities, monitor work progress, and provide timely feedback, thereby 
improving role clarity, accountability, and productivity. Rather than relying primarily on 
inspirational communication or personal influence, these leaders enhance employee performance 
by creating structured work environments in which employees clearly understand organisational 
objectives, performance standards, and expected outcomes. This pattern has been observed across 
sectors including manufacturing, healthcare, construction, logistics, public administration, and 
project management, where operational efficiency and procedural consistency are fundamental to 
organisational success. 

The review also demonstrates that task-oriented leadership plays a significant role in 
organisational planning and change implementation. In increasingly complex and competitive 
environments, task-oriented leaders facilitate organisational change by establishing 
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implementation plans, coordinating resources, defining responsibilities, and monitoring progress 
throughout the change process. Rather than reducing uncertainty through inspirational vision 
alone, task-oriented leaders minimise ambiguity by providing employees with clear procedures, 
measurable objectives, and structured guidance. Research suggests that leadership effectiveness 
during organisational change depends not only on organisational direction but also on leaders' 
ability to coordinate activities, maintain operational control, and ensure consistent execution of 
organisational strategies. 

Operational efficiency and performance consistency emerged as dominant themes throughout 
the reviewed literature. Studies consistently demonstrate that task-oriented leaders improve 
organisational effectiveness by emphasising planning, scheduling, quality control, and systematic 
supervision. Through clearly defined work procedures and continuous performance monitoring, 
these leaders minimise operational errors, reduce role ambiguity, and improve workflow 
coordination. Such structured leadership practices contribute to organisational resilience by 
ensuring that work processes remain efficient and predictable despite changing organisational 
demands. These findings reinforce classical leadership theory, which identifies initiating structure 
as a key determinant of employee performance and organisational effectiveness. 

The literature further demonstrates that task-oriented leadership contributes to organisational 
stability and operational resilience by promoting discipline, accountability, and consistent 
execution of organisational policies. Leaders who establish performance standards, monitor 
employee activities, and ensure compliance with organisational procedures create work 
environments characterised by reliability, efficiency, and improved service delivery. Nevertheless, 
evidence also indicates that leadership effectiveness depends upon contextual factors including 
organisational culture, employee competence, task complexity, and environmental uncertainty. 
Excessive emphasis on supervision or procedural control may reduce employee autonomy and 
creativity, suggesting that task-oriented leadership is most effective when balanced with 
appropriate interpersonal support and situational flexibility. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-sector applicability of task-oriented leadership. Studies conducted across Europe, Asia, 
Africa, and North America demonstrate that structured leadership behaviours such as planning, 
coordination, task clarification, and performance monitoring consistently improve organisational 
outcomes despite differences in organisational structure, industry, and national context. Although 
leadership practices require adaptation to local organisational conditions, the fundamental 
principles of task-oriented leadership remain highly relevant because organisations universally 
require effective planning, coordination, and performance management to achieve strategic 
objectives. 

The review also highlights the strategic importance of task-oriented leadership within public-
sector organisations and developing economies. Evidence suggests that organisations operating 
under institutional constraints, resource limitations, and increasing accountability requirements 
benefit significantly from leadership approaches that emphasise operational discipline, procedural 
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compliance, and efficient resource utilisation. By establishing measurable objectives, coordinating 
employee activities, and maintaining effective supervision, task-oriented leaders improve 
organisational accountability, service delivery, and administrative performance despite 
challenging operating environments. These findings reinforce the argument that task-oriented 
leadership is particularly valuable where organisational success depends upon effective 
coordination, standardisation, and consistent implementation of policies and procedures. 

Furthermore, the literature indicates that task-oriented leadership contributes directly to 
organisational sustainability by strengthening operational efficiency, improving resource 
management, and enhancing long-term organisational performance. Effective planning, quality 
assurance, risk management, and continuous performance evaluation enable organisations to 
minimise waste, optimise resource utilisation, and maintain consistent service standards. Within 
sectors such as healthcare, construction, manufacturing, and public administration, these 
leadership practices contribute to organisational resilience by ensuring operational continuity 
while supporting sustainable organisational development and effective governance. 

Overall, the evidence reviewed confirms that task-oriented leadership remains one of the most 
effective leadership approaches for organisations seeking operational excellence, consistent 
performance, and organisational efficiency. Its positive effects extend beyond improving 
employee productivity to strengthening organisational coordination, accountability, planning, 
service quality, and long-term organisational effectiveness across multiple sectors. Although 
contextual variables such as organisational culture, employee capability, task complexity, and 
environmental uncertainty influence leadership effectiveness, the overall evidence consistently 
supports task-oriented leadership as a strategic organisational capability rather than merely a 
supervisory management style. 

Consequently, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that strengthen task-oriented competencies, including 
strategic planning, project management, performance monitoring, quality assurance, operational 
decision-making, and resource coordination. As organisations continue to experience 
technological advancement, increasing competition, and growing demands for operational 
efficiency, task-oriented leadership will remain an essential capability for achieving organisational 
effectiveness, maintaining service quality, and supporting long-term organisational success. 
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Chapter 11: 
TRANSACTIONAL LEADERSHIP 

11.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of transactional leadership across diverse 
organisational contexts. The review integrates classical leadership theory with recent empirical 
evidence to evaluate how transactional leadership influences employee performance, 
organisational efficiency, job satisfaction, compliance, and operational effectiveness. As one of 
the foundational leadership theories in organisational behaviour, transactional leadership remains 
highly relevant in contemporary organisations because of its emphasis on structured supervision, 
performance management, accountability, and reward-based motivation (Northouse, 2022; 
Antonakis & Day, 2021). 

The chapter begins by critically examining the theoretical foundations of transactional 
leadership, tracing its origins to Burns' (1978) distinction between transformational and 
transactional leadership, and then considering Bass's (1985) expansion of the theory within 
organisational settings. Burns (1978) described transactional leadership as an exchange process 
whereby leaders and followers satisfy mutual needs through negotiated rewards and obligations. 
Bass (1985) subsequently operationalised the theory by identifying two principal dimensions: 
contingent reward and management-by-exception, with the latter comprising both active and 
passive forms of leadership intervention (Bass & Avolio, 1994). These dimensions provide the 
conceptual framework for evaluating the studies reviewed throughout this chapter. 

The reviewed literature consistently demonstrates that transactional leadership contributes 
significantly to employee performance, role clarity, organisational efficiency, procedural 
compliance, and short-term organisational effectiveness (Purwanto et al., 2023; Ali et al., 2022). 
By establishing clear performance expectations, monitoring employee behaviour, and reinforcing 
achievement through rewards and corrective actions, transactional leaders ensure that 
organisational objectives are achieved efficiently. Consequently, transactional leadership remains 
particularly valuable in organisations characterised by routine operations, standardised procedures, 
regulatory requirements, and measurable performance outcomes (Northouse, 2022). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, manufacturing, education, public administration, financial services, logistics, 
engineering, hospitality, and small and medium-sized enterprises (SMEs). Examining 
transactional leadership across these diverse sectors provides a comprehensive understanding of 
how reward systems, performance monitoring, and supervisory practices influence organisational 
outcomes within different institutional and cultural contexts. Although the fundamental principles 
of transactional leadership remain relatively consistent, evidence suggests that its effectiveness 
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depends upon organisational structure, employee characteristics, task complexity, and 
environmental stability (Antonakis & Day, 2021). 

In addition to examining the direct effects of transactional leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
transactional leadership influences organisational outcomes. The reviewed studies identify 
contingent reward systems, employee motivation, organisational commitment, job satisfaction, 
role clarity, organisational justice, and performance feedback as important mechanisms through 
which transactional leadership improves employee performance and organisational effectiveness 
(Purwanto et al., 2023; Nguyen & Pham, 2022). Understanding these mechanisms provides a more 
comprehensive explanation of why transactional leadership produces positive outcomes in 
structured organisational environments while also highlighting the conditions under which its 
effectiveness may be constrained. 

Furthermore, the chapter evaluates the cross-cultural applicability of transactional leadership 
by comparing findings from studies conducted in Asia, Europe, Africa, the Middle East, and North 
America. Although transactional leadership has been widely recognised as an effective leadership 
approach across different national contexts, cultural values, institutional arrangements, and 
organisational norms influence how reward systems, authority, and supervisory practices are 
perceived by employees (Northouse, 2022). For example, employees operating within high power-
distance cultures often respond positively to clearly defined authority relationships and structured 
performance expectations, whereas employees in more participative organisational cultures may 
prefer greater autonomy and empowerment. Consequently, the review acknowledges the 
importance of adapting transactional leadership practices to suit different organisational and 
cultural environments. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the transactional leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding transactional leadership outcomes while highlighting areas 
requiring further investigation. Particular attention is given to contemporary issues such as digital 
performance management, remote supervision, employee well-being, organisational resilience, 
performance measurement, and the integration of transactional leadership with other leadership 
approaches (Antonakis & Day, 2021; Northouse, 2022). 

Overall, this chapter demonstrates that transactional leadership remains one of the most 
influential and practically applicable leadership theories within organisational studies. Its 
emphasis on contingent rewards, performance monitoring, accountability, and operational control 
makes it particularly relevant for organisations operating in structured, compliance-driven, and 
performance-oriented environments. The insights generated from this literature review provide the 
theoretical and empirical foundation for the subsequent chapters by informing the discussion, 
interpretation, and application of the present study's findings. Furthermore, the review contributes 
to a deeper understanding of how transactional leadership can be integrated into leadership 
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development programmes, organisational policies, and performance management systems to 
improve organisational effectiveness while maintaining operational stability and accountability. 

11.2 Overview of Transactional Leadership 

Transactional leadership is one of the most established leadership theories in organisational 
research and practice. The theory was first conceptualised by Burns (1978), who distinguished 
transactional leadership from transformational leadership. According to Burns (1978), 
transactional leadership is based on exchanges between leaders and followers, whereby employees 
receive rewards, recognition, or corrective feedback in return for achieving predetermined 
organisational objectives. Unlike transformational leadership, which seeks to inspire employees to 
exceed expectations through shared vision and personal development, transactional leadership 
focuses primarily on maintaining organisational stability, ensuring compliance with established 
procedures, and achieving short-term performance goals. 

Bass (1985) further developed the theory by proposing that transactional leadership operates 
through two principal dimensions: contingent reward and management-by-exception. Contingent 
reward involves clarifying performance expectations and providing rewards when employees 
successfully achieve agreed objectives, while management-by-exception involves monitoring 
employee performance and intervening when deviations from established standards occur (Bass, 
1985; Bass & Avolio, 1994). Management-by-exception may be active, where leaders 
continuously monitor performance and correct errors immediately, or passive, where intervention 
occurs only after problems have become significant (Northouse, 2022). These dimensions make 
transactional leadership particularly suitable for organisations requiring consistency, efficiency, 
compliance, and operational control. 

Transactional leadership is defined as a leadership approach that motivates employees through 
structured exchanges, performance monitoring, and the use of rewards and corrective actions to 
achieve organisational objectives (Northouse, 2022). Rather than emphasising employee 
empowerment or organisational transformation, transactional leaders establish clear expectations, 
allocate responsibilities, measure performance against predefined standards, and reinforce desired 
behaviours through incentives and accountability mechanisms (Antonakis & Day, 2021). 
Consequently, transactional leadership is particularly effective in organisations operating within 
stable environments where efficiency, standardisation, quality control, and regulatory compliance 
are critical. 

Recent empirical studies continue to demonstrate that transactional leadership positively 
influences employee performance, productivity, and operational efficiency. For example, Thanh 
and Quang (2023) found that contingent reward leadership significantly improved employee 
performance by clarifying expectations and reinforcing desired workplace behaviours. Similarly, 
Ali et al. (2022) reported that transactional leadership enhanced employee productivity and 
organisational effectiveness through structured supervision, performance monitoring, and reward 
systems. These findings support reinforcement theory, which suggests that employees are more 
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likely to repeat behaviours that are positively reinforced through rewards and recognition (Skinner, 
1953). 

Employee motivation remains an important outcome of transactional leadership, particularly 
where extrinsic rewards play a central role. Transactional leaders motivate employees by linking 
effort directly to measurable rewards such as financial incentives, promotion opportunities, 
recognition, and performance bonuses (Northouse, 2022). Recent evidence suggests that 
contingent reward leadership strengthens employee commitment and task performance by 
providing clarity regarding organisational expectations and performance standards (Purwanto et 
al., 2023). Employees are therefore encouraged to achieve organisational objectives because they 
understand the direct relationship between performance and rewards. 

Transactional leadership has also demonstrated considerable effectiveness in improving 
operational performance within manufacturing, logistics, healthcare, and public-sector 
organisations. In environments characterised by routine operations, strict regulations, and clearly 
defined procedures, transactional leaders ensure consistency by monitoring performance, 
correcting deviations, and maintaining quality standards (Antonakis & Day, 2021). Studies have 
shown that organisations employing transactional leadership often experience improvements in 
productivity, process efficiency, and service reliability because employees understand their 
responsibilities and remain accountable for meeting organisational targets (Nguyen & Pham, 
2022). 

Within healthcare organisations, transactional leadership contributes to patient safety and 
operational efficiency by ensuring adherence to clinical guidelines, regulatory standards, and 
evidence-based procedures. Nurse managers adopting contingent reward systems have been shown 
to improve staff compliance with organisational policies while maintaining consistent healthcare 
quality (Specchia et al., 2021). Likewise, healthcare administrators frequently utilise transactional 
leadership to coordinate multidisciplinary teams, allocate resources effectively, and ensure 
compliance with patient safety protocols. 

Transactional leadership is also widely recognised for its effectiveness during organisational 
implementation and project execution. Leaders establish measurable objectives, allocate resources, 
monitor progress, and provide regular performance feedback to ensure projects remain on schedule 
and within budget (Northouse, 2022). Such leadership behaviours are particularly valuable in 
construction, engineering, manufacturing, and public administration, where organisational success 
depends upon adherence to established procedures, deadlines, and performance indicators. 

Research further suggests that contextual factors influence the effectiveness of transactional 
leadership. While contingent reward consistently demonstrates positive relationships with 
employee performance and job satisfaction, passive management-by-exception is generally 
associated with lower employee morale, reduced engagement, and weaker organisational 
commitment because leaders intervene only after problems emerge (Antonakis & Day, 2021). 
Conversely, active management-by-exception may contribute positively to organisational 
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performance where continuous monitoring, quality assurance, and risk management are 
organisational priorities. 

Cross-cultural research indicates that transactional leadership remains effective across 
different national contexts, particularly within cultures characterised by higher power distance and 
stronger preferences for organisational structure and clear authority relationships (Northouse, 
2022). Studies conducted in Asia, the Middle East, and Africa have shown that employees 
frequently respond positively to clearly defined performance expectations, formal authority, and 
reward-based leadership because these behaviours reduce uncertainty and provide role clarity 
(Purwanto et al., 2023). Nevertheless, leadership effectiveness continues to depend on 
organisational culture, employee expectations, and institutional context. 

Despite its strengths, transactional leadership has several recognised limitations. Because the 
approach relies primarily on extrinsic motivation, employees may focus only on achieving 
minimum performance requirements necessary to obtain rewards rather than pursuing innovation 
or continuous improvement (Northouse, 2022). Furthermore, transactional leadership is generally 
less effective in environments characterised by rapid technological change, organisational 
transformation, and knowledge-intensive work, where creativity, collaboration, and adaptability 
are essential (Antonakis & Day, 2021). Excessive reliance on monitoring and corrective action 
may also reduce employee autonomy, intrinsic motivation, and organisational commitment over 
time. 

Nevertheless, extensive empirical evidence continues to support transactional leadership as an 
effective approach for improving organisational efficiency, accountability, and performance in 
stable organisational environments. Its emphasis on contingent rewards, performance monitoring, 
procedural compliance, and operational control makes it particularly appropriate for organisations 
where standardisation, quality assurance, and measurable performance outcomes are strategic 
priorities. As organisations continue to balance operational efficiency with increasing 
environmental complexity, transactional leadership remains an essential leadership approach that 
complements other leadership styles by ensuring consistency, accountability, and the effective 
achievement of organisational objectives. 

11.3 Transactional Leadership 

Transactional leadership continues to receive considerable scholarly attention because of its 
effectiveness in improving organisational efficiency, employee performance, procedural 
compliance, and operational control across diverse organisational settings (Northouse, 2022; 
Antonakis & Day, 2021). Originating from Burns' (1978) distinction between transformational and 
transactional leadership and subsequently expanded by Bass (1985), transactional leadership is 
characterised by two principal dimensions: contingent reward and management-by-exception. 
Through these mechanisms, leaders clarify performance expectations, monitor employee 
behaviour, and reinforce desired outcomes using rewards and corrective actions (Bass & Avolio, 
1994). Recent empirical studies demonstrate that transactional leadership continues to influence 
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organisational performance through structured management practices, accountability systems, and 
clearly defined performance standards. 

Purwanto et al. (2023) provide compelling evidence of the relationship between transactional 
leadership and employee performance by examining the role of contingent reward systems in 
enhancing organisational effectiveness. Their findings indicate that employees perform more 
effectively when leaders establish clear objectives, communicate explicit expectations, and 
provide rewards contingent upon successful task completion. Rather than encouraging employees 
to pursue organisational change through inspiration, transactional leaders motivate performance 
by linking effort directly to measurable organisational outcomes. These findings are consistent 
with transactional leadership theory, which proposes that employees respond positively when 
performance expectations and rewards are clearly defined (Bass, 1985; Northouse, 2022). 

The study further demonstrates that contingent reward functions as a significant motivational 
mechanism through which transactional leadership improves employee productivity. Employees 
who understand organisational expectations and perceive reward systems as fair become more 
committed to achieving performance targets and maintaining organisational standards. These 
findings reinforce previous research suggesting that transactional leadership enhances employee 
accountability, task performance, and organisational efficiency through structured supervision and 
performance-based incentives (Ali et al., 2022; Purwanto et al., 2023). Furthermore, the authors 
found that organisational support, including effective performance appraisal systems and 
transparent reward policies, strengthens the positive effects of transactional leadership, indicating 
that leadership effectiveness depends upon appropriate organisational systems and management 
processes. 

Consequently, Purwanto et al.'s (2023) study extends transactional leadership theory by 
demonstrating that sustained organisational performance emerges through the interaction of 
effective reward systems, performance monitoring, and organisational support. Their findings 
suggest that transactional leadership should be viewed not merely as a supervisory style but as an 
operational management process that aligns employee behaviour with organisational objectives 
through clearly defined performance expectations and accountability mechanisms. 

Similarly, Ali et al. (2022) provide important insights into the organisational mechanisms 
through which transactional leadership enhances employee performance. Their study examines the 
mediating role of organisational commitment in explaining the relationship between transactional 
leadership and employee productivity. Unlike research focusing primarily on inspirational 
leadership behaviours, Ali et al. (2022) demonstrate that transactional leadership improves 
employee performance by establishing predictable work environments characterised by fairness, 
consistency, and performance-based rewards. These findings align with transactional leadership 
theory, which emphasises that employees are motivated when leaders consistently recognise 
achievement and apply organisational policies objectively (Bass & Avolio, 1994). 

The study identifies contingent reward as the strongest predictor of employee performance. 
Leaders who recognise employee achievements, provide constructive feedback, and reward 



197 

successful performance encourage greater task completion and organisational commitment. 
Employees therefore become more willing to meet organisational objectives because they perceive 
a clear relationship between performance and organisational rewards. These findings support 
earlier evidence suggesting that transactional leadership strengthens employee motivation through 
reinforcement and performance management rather than through intrinsic inspiration or 
organisational vision (Antonakis & Day, 2021; Northouse, 2022). 

An important contribution of Ali et al.'s (2022) research lies in its focus on organisations 
operating within developing economies, where resource constraints and organisational uncertainty 
often require efficient performance management systems. Under such conditions, transactional 
leadership provides organisational stability by reinforcing accountability, ensuring procedural 
compliance, and maintaining consistent employee performance despite environmental challenges. 
Rather than relying primarily on organisational transformation, transactional leaders maintain 
operational effectiveness through systematic supervision and clearly communicated performance 
standards. 

Nguyen and Pham (2022) further extend transactional leadership research by investigating 
operational performance within manufacturing organisations. Their findings indicate that 
transactional leadership enhances productivity by strengthening organisations' ability to monitor 
quality standards, coordinate production activities, and maintain operational consistency. Rather 
than focusing primarily on organisational change or innovation, transactional leaders establish 
structured management systems that enable employees to complete tasks efficiently while 
minimising operational errors. 

The concept of operational control aligns closely with transactional leadership principles. 
Leaders adopting contingent reward systems establish clear production targets, monitor 
compliance with organisational procedures, and intervene promptly when performance deviates 
from expected standards. Through active management-by-exception, leaders identify potential 
operational problems before they affect organisational performance, thereby ensuring consistent 
productivity and quality assurance (Northouse, 2022). These findings are particularly significant 
in industries characterised by routine operations, standardisation, and strict quality requirements. 

Nguyen and Pham (2022) further demonstrate that structured performance monitoring 
strengthens the positive relationship between transactional leadership and operational efficiency. 
In highly competitive manufacturing environments, employees rely upon clear supervision, regular 
performance evaluation, and objective feedback to achieve production targets. Under these 
circumstances, transactional leadership becomes increasingly valuable because it reduces 
ambiguity, reinforces accountability, and improves organisational coordination. These findings 
support contemporary leadership research suggesting that transactional leadership is particularly 
effective where organisations prioritise efficiency, quality control, and operational reliability 
(Antonakis & Day, 2021). 

Collectively, the studies by Purwanto et al. (2023), Ali et al. (2022), and Nguyen and Pham 
(2022) reinforce the multidimensional nature of transactional leadership. They demonstrate that 
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transactional leadership influences organisational performance through structured management 
practices, including contingent rewards, performance monitoring, organisational commitment, and 
operational control. These findings extend traditional transactional leadership theory beyond 
simple reward exchanges by illustrating how effective performance management systems 
strengthen organisational efficiency and employee accountability. Consequently, transactional 
leadership should be viewed not merely as a supervisory leadership style but as a strategic 
management capability that enhances operational performance, organisational stability, and 
sustainable productivity. 

The findings of Nguyen and Pham (2022) further demonstrate that transactional leadership 
becomes particularly valuable in stable organisational environments where efficiency, 
consistency, and compliance are organisational priorities. By establishing clear expectations, 
monitoring employee performance, and reinforcing desired behaviours through contingent 
rewards, transactional leaders enable employees to perform their responsibilities with greater 
accuracy and accountability. Such leadership behaviours encourage procedural compliance, 
quality assurance, and operational effectiveness, all of which are essential for maintaining 
organisational competitiveness in structured industries (Northouse, 2022). The study further 
identifies performance monitoring and contingent reward as critical mechanisms through which 
transactional leadership enhances organisational effectiveness. 

A notable contribution of Nguyen and Pham's (2022) study is its integration of transactional 
leadership with operational management theory. The authors argue that transactional leaders 
influence organisational performance not only through direct supervision but also by developing 
systematic performance management processes that improve coordination, accountability, and 
resource utilisation. These findings extend transactional leadership theory by demonstrating that 
leadership effectiveness depends upon structured organisational systems alongside effective 
employee supervision. Consequently, transactional leadership should be regarded as an important 
organisational capability that strengthens operational efficiency, organisational stability, and long-
term organisational performance (Antonakis & Day, 2021). 

Specchia et al. (2021) provide a comprehensive systematic review of leadership within 
healthcare organisations, highlighting the contribution of transactional leadership to operational 
efficiency, regulatory compliance, and patient safety. Their review synthesises empirical evidence 
demonstrating that transactional leadership significantly improves adherence to clinical protocols, 
workforce accountability, and service consistency. Given the highly regulated nature of healthcare 
systems, the authors argue that transactional leadership provides an effective framework for 
ensuring procedural compliance, reducing clinical errors, and maintaining quality standards. 

The review identifies two interrelated dimensions through which transactional leadership 
enhances healthcare performance: performance management and quality assurance. Transactional 
nurse leaders establish clear expectations, monitor compliance with clinical procedures, provide 
timely corrective feedback, and reward employees who consistently achieve performance 
standards, resulting in improved organisational efficiency and patient safety (Specchia et al., 
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2021). These findings are consistent with previous research demonstrating that contingent reward 
leadership strengthens employee accountability, procedural compliance, and operational 
effectiveness (Bass & Avolio, 1994; Northouse, 2022). 

Furthermore, transactional leadership contributes to organisational stability by promoting 
standardisation, performance monitoring, and continuous evaluation of healthcare processes. 
Through active management-by-exception, leaders identify deviations from organisational 
standards and implement corrective measures before problems escalate. Such leadership 
behaviours enable healthcare organisations to maintain service quality while responding 
effectively to operational challenges. Consequently, transactional leadership not only improves 
employee performance but also enhances organisational reliability, patient safety, and healthcare 
quality. 

An important contribution of Specchia et al. (2021) is the recognition of transactional 
leadership as a critical management approach for maintaining operational control rather than 
promoting organisational transformation. Unlike transformational leadership, which seeks to 
develop long-term organisational capability through employee empowerment, transactional 
leadership focuses on achieving immediate operational objectives through supervision, 
accountability, and performance-based management (Northouse, 2022). By reinforcing 
organisational standards, procedural compliance, and accountability, transactional leaders 
contribute significantly to organisational effectiveness within highly regulated healthcare 
environments. 

Transactional leadership continues to attract considerable scholarly attention because of its 
effectiveness in improving operational efficiency, task performance, compliance, and 
organisational control across a range of organisational settings (Northouse, 2022; Khan et al., 
2024). Originally conceptualised by Burns (1978) and later expanded by Bass (1985), transactional 
leadership is based on an exchange relationship between leaders and followers, whereby 
employees receive rewards for meeting agreed objectives and corrective action is taken when 
performance standards are not achieved (Bass, 1985). The two principal dimensions of 
transactional leadership, contingent reward and management-by-exception (active and passive), 
provide a structured framework for directing employee behaviour, maintaining performance 
standards, and ensuring organisational stability (Bass & Avolio, 1994). 

Recent empirical studies demonstrate that transactional leadership contributes positively to 
employee performance when work environments require clearly defined objectives, standardised 
procedures, and measurable outcomes. Khan et al. (2024) found that contingent reward systems 
significantly improve employee productivity and task completion by clarifying expectations and 
providing performance-based incentives. Employees working under transactional leaders 
generally demonstrate higher compliance with organisational procedures because performance 
expectations and associated rewards are explicitly communicated. These findings support earlier 
research suggesting that transactional leadership is particularly effective within highly structured 



200 

organisations where consistency, accountability, and efficiency are organisational priorities 
(Northouse, 2022). 

Transactional leadership has also been shown to support organisational sustainability by 
promoting adherence to established operational procedures and performance standards. Unlike 
transformational leadership, which seeks to inspire employees towards innovation and long-term 
organisational change, transactional leadership reinforces existing organisational systems through 
monitoring, supervision, and corrective feedback (Bass, 1985). In environmental management 
contexts, Ren et al. (2024) argue that organisations often rely on transactional leadership practices 
to ensure compliance with environmental regulations, performance targets, and sustainability 
policies. By linking environmental performance to formal reward systems and performance 
evaluations, transactional leaders encourage employees to comply with sustainability requirements 
while maintaining operational consistency. 

Research within higher education also highlights the importance of transactional leadership 
in supporting strategic implementation. Habeeb and Eyupoglu (2024) found that transactional 
leadership facilitates the achievement of institutional objectives by ensuring that academic and 
administrative staff understand organisational expectations and are rewarded for meeting strategic 
performance targets. Performance monitoring, formal evaluation systems, and contingent rewards 
enable leaders to translate institutional plans into measurable operational outcomes. Although 
transactional leadership may not encourage the same level of innovation as transformational 
leadership, it provides an effective mechanism for maintaining organisational discipline and 
ensuring the successful implementation of strategic objectives (Northouse, 2022). 

Similarly, Kim et al. (2023) examined leadership practices within the hospitality sector and 
found that transactional leadership contributes to service quality by reinforcing employee 
accountability and adherence to organisational standards. Through contingent reward systems, 
leaders encourage employees to meet customer service expectations, maintain productivity, and 
comply with organisational procedures. In service industries where consistency and efficiency 
directly influence customer satisfaction, transactional leadership provides a structured approach to 
performance management by linking employee behaviour to measurable performance outcomes 
(Kim et al., 2023). 

Transactional leadership is also valuable within project management and large-scale 
infrastructure development. Al-Subaie et al. (2021) argue that megaprojects require leaders 
capable of coordinating complex activities, maintaining project schedules, and ensuring 
compliance with contractual obligations. Transactional leadership supports these objectives by 
establishing clear responsibilities, monitoring project progress, and applying corrective measures 
when deviations occur. Such structured leadership practices improve coordination among 
multidisciplinary teams while reducing uncertainty and ensuring that projects remain aligned with 
predefined objectives. Consequently, transactional leadership is particularly suited to project 
environments characterised by strict timelines, budgetary constraints, and regulatory requirements 
(Al-Subaie et al., 2021). 
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Across these organisational contexts, transactional leadership demonstrates particular strength 
in maintaining operational efficiency and organisational control. By emphasising formal authority, 
performance monitoring, and reward-based motivation, transactional leaders ensure that 
employees fulfil their assigned responsibilities while contributing to organisational objectives 
(Bass & Avolio, 1994). Although this leadership approach may not generate the same levels of 
creativity, innovation, or organisational learning associated with transformational leadership, it 
remains highly effective where organisational success depends upon reliability, procedural 
compliance, and measurable performance outcomes (Northouse, 2022). 

Recent research also suggests that transactional leadership should not be viewed as an 
outdated leadership style but rather as a complementary approach that remains essential within 
contemporary organisations. Khan et al. (2024) argue that organisations operating in highly 
regulated industries, including healthcare, manufacturing, construction, and public administration, 
continue to rely heavily on transactional leadership because of its capacity to ensure quality 
assurance, risk management, and operational consistency. Likewise, Ren et al. (2024) demonstrate 
that performance-based reward systems remain important mechanisms for reinforcing employee 
compliance with organisational sustainability objectives. 

Overall, the reviewed literature indicates that transactional leadership remains a valuable 
leadership approach for organisations seeking operational efficiency, accountability, and 
consistent performance. Through contingent rewards, active performance monitoring, and 
corrective management practices, transactional leaders create structured work environments that 
encourage employees to achieve predetermined objectives while maintaining organisational 
stability. Although transactional leadership is less effective than transformational leadership in 
promoting innovation and organisational change, its emphasis on performance management, 
compliance, and operational control ensures its continued relevance across diverse organisational 
sectors (Bass, 1985; Northouse, 2022). 

Transactional leadership has been widely examined as an effective leadership approach for 
maintaining organisational stability, employee performance, and operational efficiency, 
particularly in environments characterised by clearly defined roles, established procedures, and 
measurable performance standards (Northouse, 2022). Lindert et al. (2023) provide valuable 
longitudinal evidence examining leadership behaviours and employees' psychological well-being, 
demonstrating that leadership alone does not guarantee improvements in employee well-being over 
time. Their findings indicate that workplace social capital, organisational support, and employees' 
baseline psychological health exert stronger influences on long-term well-being than leadership 
behaviours alone. Within a transactional leadership framework, these findings suggest that while 
contingent rewards and performance monitoring contribute to organisational efficiency, employee 
well-being depends largely on broader organisational support systems rather than reward-based 
management practices (Lindert et al., 2023). Consequently, organisations adopting transactional 
leadership should complement performance management with workplace well-being initiatives to 
sustain employee health and productivity. 
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Unlike transformational leadership, transactional leadership is primarily concerned with 
clarifying expectations, monitoring performance, and reinforcing desired behaviours through 
contingent rewards and corrective action (Bass, 1985; Bass & Avolio, 1994). Employees 
understand the standards required to achieve organisational objectives and receive recognition or 
incentives when these standards are met. However, Lindert et al. (2023) demonstrate that although 
structured leadership contributes to predictable work environments, organisational culture, 
interpersonal relationships, and psychological support remain essential determinants of employee 
well-being. These findings reinforce the importance of integrating transactional leadership with 
supportive human resource practices to maintain long-term workforce performance. 

Caza et al. (2021) examined leadership perceptions across multiple countries and 
organisational contexts, demonstrating that employees consistently value leaders who provide 
fairness, consistency, and accountability. Although their study focused broadly on effective 
leadership behaviours, the findings have important implications for transactional leadership 
because employees across cultures generally respond positively to leaders who establish clear 
expectations, apply organisational rules consistently, and reward performance objectively. Such 
findings suggest that the principles of contingent reward and procedural fairness possess 
considerable cross-cultural relevance, particularly within organisations where consistency and 
accountability are essential for operational effectiveness (Caza et al., 2021; Northouse, 2022). 

The study also demonstrates that cultural differences influence employees' perceptions of 
leadership authority and performance management. In cultures characterised by high power 
distance, employees may respond more positively to transactional leadership because clearly 
defined authority structures and formal performance evaluation systems align with cultural 
expectations (Caza et al., 2021). Conversely, organisations operating in lower power-distance 
cultures may require transactional leaders to combine formal performance management with 
greater employee participation and communication. These findings indicate that although 
transactional leadership provides a universally recognised framework for performance 
management, its implementation should be adapted to local organisational and cultural contexts 
(Northouse, 2022). 

Salameh-Ayanian et al. (2025) examined leadership effectiveness within Lebanese non-
governmental organisations operating under conditions of prolonged crisis and resource scarcity. 
Although the study concluded that transformational leadership generated stronger improvements 
in employee commitment and resilience, the findings also highlight the continuing importance of 
transactional leadership in humanitarian organisations. During periods of crisis, transactional 
leadership contributes to organisational continuity by establishing clear responsibilities, 
maintaining operational discipline, and ensuring that employees comply with established 
procedures despite environmental uncertainty. Through formal supervision, performance 
monitoring, and contingent rewards, transactional leaders provide the structure necessary for 
maintaining service delivery when organisations operate under considerable pressure (Salameh-
Ayanian et al., 2025). 
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The findings further suggest that transactional leadership remains particularly valuable where 
humanitarian organisations must ensure accountability, regulatory compliance, and effective 
resource utilisation. While transformational leadership promotes long-term resilience and 
employee commitment, transactional leadership ensures that operational objectives are achieved 
efficiently through structured management practices (Bass, 1985). Consequently, many crisis-
response organisations benefit from combining transactional performance management with 
broader organisational support initiatives that address employee resilience and psychological well-
being (Salameh-Ayanian et al., 2025). 

Within educational settings, Lin et al. (2022) investigated leadership influences on teachers' 
professional development and self-efficacy. Although the study focused on transformational 
leadership, its findings also provide useful insights into transactional leadership. Transactional 
school leaders contribute to teacher performance by establishing clear instructional standards, 
monitoring classroom outcomes, and rewarding effective teaching performance. Performance 
appraisal systems, structured professional development requirements, and formal recognition 
programmes encourage teachers to achieve predetermined educational objectives while 
maintaining accountability for instructional quality (Lin et al., 2022). 

However, Lin et al. (2022) demonstrate that professional growth depends upon more than 
formal performance management. While transactional leadership supports organisational 
consistency through performance monitoring and contingent rewards, teachers' confidence and 
long-term professional development require opportunities for continuous learning and supportive 
organisational environments. These findings suggest that transactional leadership effectively 
maintains educational standards but may need to be complemented by developmental leadership 
practices to maximise teacher effectiveness and innovation. 

Khan et al. (2020) examined the relationships between leadership, employee performance, 
burnout, social loafing, and intrinsic motivation. Although their study focused primarily on 
transformational leadership, the findings provide important implications for transactional 
leadership. Transactional leaders improve employee performance by establishing explicit 
performance expectations, monitoring progress, and rewarding employees who achieve 
organisational objectives. Contingent reward systems strengthen employee accountability and 
reduce ambiguity regarding performance standards, thereby improving productivity and task 
completion (Bass & Avolio, 1994). 

However, the study also highlights the limitations of transactional leadership in addressing 
broader psychological outcomes. While reward-based management can improve employee 
performance, it may have limited influence on intrinsic motivation, burnout, and emotional well-
being because these outcomes are affected by workload, organisational support, work-life balance, 
and psychological health (Khan et al., 2020). Employees motivated primarily through external 
rewards may achieve performance targets without developing long-term organisational 
commitment or psychological engagement. Consequently, organisations relying on transactional 
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leadership should complement formal performance management with employee well-being 
programmes, workload management strategies, and supportive organisational policies. 

Overall, the evidence suggests that transactional leadership remains an effective leadership 
approach for organisations requiring operational control, accountability, and consistent 
performance. Through contingent rewards, active supervision, and management-by-exception, 
transactional leaders establish structured work environments that encourage employees to achieve 
predetermined objectives while maintaining organisational discipline (Bass, 1985; Northouse, 
2022). Nevertheless, recent research indicates that leadership alone cannot fully explain employee 
well-being, motivation, or organisational resilience. Broader organisational factors, including 
workplace culture, social capital, psychological support, and employee development opportunities, 
remain essential for sustaining long-term organisational effectiveness (Lindert et al., 2023; Khan 
et al., 2020). Accordingly, contemporary organisations are increasingly integrating transactional 
leadership with complementary leadership approaches to balance operational efficiency with 
employee well-being and sustainable organisational performance. 

Transactional leadership has been widely recognised as an effective leadership approach for 
improving employee performance through structured supervision, clear expectations, and 
performance-based rewards. Unlike transformational leadership, which seeks to inspire followers 
through vision and personal development, transactional leadership emphasises formal exchanges 
between leaders and employees whereby desired performance is rewarded and poor performance 
is corrected through monitoring and corrective action (Bass, 1985; Northouse, 2022). Recent 
studies suggest that transactional leadership remains particularly valuable in organisations where 
operational efficiency, compliance, accountability, and performance consistency are 
organisational priorities (Specchia et al., 2021). 

Research by Islam et al. (2021) demonstrates that transactional leadership positively 
influences employee performance by clarifying job responsibilities, establishing measurable 
performance standards, and linking rewards directly to employee achievement. Employees 
working under transactional leaders are more likely to understand organisational expectations 
because leaders provide continuous feedback, recognise successful performance, and intervene 
when performance falls below agreed standards. This structured leadership approach reduces 
ambiguity and increases employee accountability, resulting in improved productivity and 
operational effectiveness (Islam et al., 2021). Rather than relying on intrinsic motivation, 
transactional leadership strengthens employee performance through contingent reward systems 
that reinforce desirable workplace behaviours (Bass & Riggio, 2006). 

The study further suggests that transactional leaders contribute to organisational effectiveness 
by maintaining consistency in managerial decision-making and ensuring that organisational 
procedures are followed. Through active monitoring and systematic performance evaluation, 
leaders identify performance deficiencies early and implement corrective measures before 
organisational objectives are compromised. Consequently, transactional leadership is particularly 
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effective in highly regulated environments where adherence to organisational policies, quality 
standards, and operational procedures is essential (Northouse, 2022). 

Similarly, Purwanto et al. (2022) examined transactional leadership within Indonesian 
organisations and found that contingent reward significantly improved employee job satisfaction, 
organisational commitment, and work performance. The authors argue that employees are more 
motivated when rewards are directly linked to measurable achievements because transparent 
reward systems strengthen perceptions of organisational fairness. Transactional leaders therefore 
promote organisational stability by establishing clear performance expectations while ensuring 
that employees understand the relationship between effort and organisational rewards (Purwanto 
et al., 2022). 

An important contribution of the study is its recognition that transactional leadership remains 
highly effective within developing economies where organisations frequently operate under 
resource constraints and increasing performance pressures. Rather than emphasising 
organisational transformation, transactional leaders focus on improving efficiency, maintaining 
operational control, and achieving predetermined organisational objectives. This managerial 
orientation enables organisations to maximise productivity while ensuring consistency in 
employee performance and service delivery (Purwanto et al., 2022). 

Within the public sector, Specchia et al. (2021) argue that transactional leadership contributes 
significantly to organisational effectiveness by promoting accountability, compliance with 
organisational regulations, and performance monitoring. Public-sector organisations typically 
operate within highly bureaucratic structures characterised by formal procedures and regulatory 
requirements. Under these conditions, transactional leadership provides an appropriate framework 
for maintaining organisational discipline while ensuring that employees comply with institutional 
policies and service standards. 

The review demonstrates that contingent reward systems encourage employees to achieve 
predefined organisational objectives through recognition, promotion opportunities, and financial 
incentives. Active management-by-exception further enables leaders to monitor organisational 
performance continuously and address operational problems before they escalate into significant 
organisational failures (Specchia et al., 2021). These leadership behaviours improve service 
consistency and strengthen organisational accountability, particularly in government institutions 
responsible for delivering essential public services. 

Furthermore, Specchia et al. (2021) emphasise that transactional leadership is especially 
valuable in healthcare organisations where patient safety depends upon compliance with clinical 
procedures, professional standards, and regulatory requirements. Transactional nurse managers 
improve healthcare quality by monitoring clinical performance, reinforcing adherence to 
established protocols, and recognising employees who consistently achieve organisational 
performance targets. Such findings demonstrate that transactional leadership contributes to 
organisational effectiveness through structured supervision rather than through organisational 
transformation. 
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Recent leadership scholarship also recognises that transactional leadership remains context-
dependent. Northouse (2022) argues that transactional leadership is particularly appropriate where 
organisational environments require predictable outcomes, routine operations, and strict 
compliance with organisational policies. However, the approach may be less effective where 
organisations require high levels of creativity, innovation, or organisational change because its 
emphasis on extrinsic motivation may discourage discretionary behaviours beyond formal job 
requirements. 

Similarly, Yasir et al. (2023) found that transactional leadership improves employee 
performance by strengthening role clarity, procedural compliance, and performance 
accountability. Employees reported greater confidence in organisational decision-making when 
leaders communicated explicit expectations and provided immediate performance feedback. The 
study concluded that transactional leadership enhances organisational effectiveness primarily 
through managerial consistency rather than through employee empowerment. 

Another important contribution to the literature concerns the relationship between 
transactional leadership and organisational commitment. Nguyen and Pham (2024) reported that 
contingent reward positively influences affective organisational commitment because employees 
perceive fair reward systems as evidence of organisational support. However, passive 
management-by-exception was associated with lower employee satisfaction because leaders 
intervened only after performance problems became significant. These findings support Bass's 
(1985) distinction between active and passive management-by-exception, suggesting that 
proactive monitoring contributes more positively to organisational outcomes than reactive 
management. 

The literature also indicates that transactional leadership remains highly effective in 
organisations operating within manufacturing, logistics, and production industries where 
standardisation and quality control are essential. Ali et al. (2022) found that transactional 
leadership improved operational performance by reducing production errors, strengthening 
compliance with quality procedures, and increasing employee efficiency. Because employees 
clearly understood organisational expectations and reward systems, production consistency 
improved significantly. These findings reinforce previous leadership theory suggesting that 
transactional leadership performs particularly well in environments characterised by routine tasks 
and measurable performance indicators (Bass & Riggio, 2006). 

Although transactional leadership has been criticised for encouraging compliance rather than 
innovation, contemporary studies argue that its effectiveness depends largely on organisational 
context. Afsar et al. (2022) suggest that transactional leadership should not be viewed as inferior 
to transformational leadership but rather as complementary. Organisations frequently require both 
leadership approaches simultaneously: transactional leadership provides operational stability 
through structured performance management, while transformational leadership promotes 
organisational learning and innovation. Consequently, leadership effectiveness depends on leaders' 
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ability to apply transactional behaviours when operational efficiency and performance control are 
required. 

Collectively, the reviewed literature demonstrates that transactional leadership continues to 
play an important role in contemporary organisations. Through contingent reward, active 
performance monitoring, corrective supervision, and clear communication of organisational 
expectations, transactional leaders improve employee productivity, organisational commitment, 
operational efficiency, and service quality. While the approach may be less effective in highly 
innovative environments requiring creativity and organisational transformation, it remains 
particularly valuable in sectors characterised by regulatory compliance, standardised procedures, 
and measurable performance outcomes. These findings reinforce the view that transactional 
leadership represents an effective managerial approach for achieving organisational stability, 
accountability, and consistent organisational performance (Bass, 1985; Northouse, 2022). 

Recent research continues to demonstrate that transactional leadership contributes positively 
to employee motivation and organisational performance, particularly in organisations 
characterised by structured procedures, clear performance standards, and formal accountability 
systems. Purwanto et al. (2022) examined the relationship between transactional leadership, 
employee motivation, and organisational performance within Indonesian organisations. Their 
findings indicate that contingent reward is the strongest dimension of transactional leadership, 
significantly enhancing employee motivation by establishing clear performance expectations and 
providing tangible rewards for achieving organisational objectives. Unlike transformational 
leadership, transactional leadership motivates employees primarily through extrinsic incentives, 
formal recognition, and performance-based rewards, creating a direct relationship between 
employee effort and organisational outcomes (Bass, 1985; Purwanto et al., 2022). 

The study further demonstrates that contingent reward improves employee performance by 
increasing role clarity, reducing uncertainty, and reinforcing organisational discipline. Employees 
are more likely to meet performance targets when they clearly understand organisational 
expectations and perceive reward systems to be transparent and equitable. These findings support 
Bass's (1985) transactional leadership theory, which proposes that leaders enhance organisational 
effectiveness by establishing mutually beneficial exchanges between leaders and followers. Rather 
than encouraging employees to exceed formal expectations through inspiration, transactional 
leaders promote consistent performance by linking rewards directly to measurable achievements 
(Bass & Riggio, 2006). 

Interestingly, Purwanto et al. (2022) found that active management-by-exception also 
contributes positively to organisational performance when leaders continuously monitor employee 
activities and correct deviations before they become significant operational problems. However, 
passive management-by-exception demonstrated weaker relationships with employee motivation 
because leaders intervene only after performance deficiencies occur. This distinction suggests that 
different dimensions of transactional leadership influence organisational outcomes differently, 
with proactive monitoring producing more favourable employee attitudes than reactive 
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supervision. Consequently, the study concludes that effective transactional leadership requires 
balancing performance monitoring with fair and consistent reward systems. 

The organisational context further strengthens the relevance of transactional leadership. 
Organisations operating within bureaucratic environments frequently require leaders to ensure 
procedural compliance, maintain operational consistency, and achieve predefined organisational 
targets. Under these circumstances, transactional leadership provides an effective managerial 
framework for improving employee accountability while ensuring adherence to organisational 
regulations. Accordingly, Purwanto et al. (2022) recommend leadership development programmes 
that strengthen leaders' abilities to administer equitable reward systems, communicate 
performance expectations clearly, and monitor organisational performance effectively. 

Similarly, Specchia et al. (2021) conducted a systematic review examining leadership styles 
within healthcare organisations and found that transactional leadership contributes significantly to 
organisational performance through structured supervision, compliance monitoring, and 
performance management. Healthcare organisations operate in highly regulated environments 
where adherence to clinical procedures and organisational protocols directly influences service 
quality and patient safety. Transactional leaders therefore improve organisational effectiveness by 
reinforcing compliance with professional standards, monitoring employee performance, and 
rewarding employees who consistently meet organisational objectives. 

The review demonstrates that contingent reward strengthens employee accountability by 
recognising high performance through promotions, financial incentives, and professional 
recognition. Active management-by-exception further enhances organisational effectiveness by 
enabling leaders to identify performance deficiencies early and implement corrective actions 
before service quality is compromised (Specchia et al., 2021). These findings reinforce the 
argument that transactional leadership functions as an effective management approach in 
organisations where operational precision, quality assurance, and regulatory compliance are 
essential. 

A particularly valuable contribution of the review is its recognition that transactional 
leadership maintains positive organisational outcomes across diverse healthcare settings despite 
differences in organisational structures and national contexts. Although leadership behaviours may 
require adaptation to local organisational practices, the fundamental principles of contingent 
reward and active performance monitoring consistently improve operational efficiency and service 
quality. Consequently, the review concludes that organisations should continue investing in 
transactional leadership development to strengthen accountability, organisational performance, 
and operational stability. 

Recent research has also examined the role of trust within transactional leadership. Nguyen 
and Pham (2024) investigated the relationship between transactional leadership, employee trust, 
and organisational commitment in emerging economies. Their findings indicate that trust develops 
primarily through leaders' consistency, fairness, and transparency in administering reward systems 
rather than through emotional attachment or visionary leadership. Employees who perceive 
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organisational rewards to be fair are more likely to demonstrate organisational commitment, 
cooperate with supervisors, and maintain high performance standards. 

The authors distinguish procedural fairness from distributive fairness, demonstrating that 
employees' confidence in leadership depends largely upon the consistency with which 
organisational rules and reward systems are applied. Leaders who administer rewards objectively 
and correct performance problems promptly strengthen employees' trust in organisational 
processes, thereby improving organisational commitment and reducing workplace conflict 
(Nguyen & Pham, 2024). These findings suggest that trust remains an important organisational 
mechanism within transactional leadership, although it develops through managerial consistency 
rather than inspirational leadership behaviours. 

The study further contributes to transactional leadership literature by examining organisations 
operating under resource constraints and rapidly changing economic conditions. In such 
environments, employees value leadership that provides stability, predictable expectations, and 
equitable performance management. Consequently, transactional leadership enhances 
organisational resilience by maintaining operational control and reducing uncertainty during 
periods of organisational change (Northouse, 2022). 

Within small and medium-sized enterprises (SMEs), Ali et al. (2022) investigated the 
influence of transactional leadership on employee performance, organisational productivity, and 
operational efficiency. Their findings demonstrate that transactional leadership improves 
organisational performance by establishing measurable objectives, monitoring employee 
performance continuously, and rewarding employees who achieve production targets. SMEs 
frequently operate with limited financial and human resources, making efficient performance 
management particularly important for maintaining competitiveness. 

The study identifies contingent reward as the strongest predictor of employee productivity 
because employees respond positively when rewards are directly linked to measurable 
performance outcomes. Furthermore, active management-by-exception reduces operational errors 
by enabling leaders to detect performance deficiencies early and implement timely corrective 
measures. These leadership behaviours contribute to organisational efficiency by promoting 
consistency, reducing workplace errors, and strengthening employee accountability (Ali et al., 
2022). 

The authors also report that transactional leadership positively influences employees' 
responses to workplace pressure by providing clear organisational expectations and structured 
supervision. Employees experience lower uncertainty because leaders establish explicit 
performance criteria and provide regular feedback regarding work performance. Although 
transactional leadership may not stimulate creativity to the same extent as transformational 
leadership, it strengthens operational effectiveness by fostering stable organisational environments 
characterised by accountability, procedural compliance, and consistent performance. Collectively, 
these findings reinforce the proposition that transactional leadership remains an important 
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management approach for organisations seeking operational efficiency, employee accountability, 
and sustainable organisational performance. 

11.4 Conclusion 

Transactional leadership, characterised by contingent reward and management-by-exception 
(active and passive), continues to demonstrate its effectiveness in improving employee 
performance, operational efficiency, role clarity, and organisational stability across a wide range 
of organisational contexts. The literature reviewed indicates that transactional leadership remains 
a valuable approach, particularly in environments where organisational success depends on clearly 
defined objectives, structured performance management, adherence to established procedures, and 
consistent monitoring of employee performance. 

A consistent finding across the reviewed studies is the positive relationship between 
transactional leadership and employee performance. Transactional leaders establish explicit 
expectations, communicate performance standards, and motivate employees through contingent 
reward systems that reinforce desired behaviours. Rather than relying primarily on inspiration or 
empowerment, transactional leaders emphasise accountability, performance measurement, and the 
achievement of predetermined organisational objectives. These leadership practices have been 
shown to improve employee productivity, task completion, service quality, and operational 
effectiveness across sectors including healthcare, education, manufacturing, hospitality, and public 
administration. 

The review also demonstrates that transactional leadership plays an important role in 
maintaining organisational stability and facilitating effective organisational control. Through 
active monitoring and corrective action, leaders identify performance deviations before they 
become significant organisational problems, thereby improving operational efficiency and 
reducing organisational risk. In highly regulated industries and public-sector organisations, 
transactional leadership supports compliance with organisational policies, legal requirements, and 
quality standards by ensuring that employees understand their responsibilities and are held 
accountable for performance outcomes. 

Performance management emerged as another dominant theme throughout the reviewed 
literature. Studies consistently indicate that contingent reward is the most effective component of 
transactional leadership because employees respond positively when rewards are directly linked 
to measurable performance outcomes. Clear reward systems strengthen employee motivation by 
reinforcing desirable behaviours and encouraging employees to achieve individual and 
organisational targets. Conversely, management-by-exception enables leaders to intervene when 
performance standards are not achieved, thereby maintaining consistency, quality assurance, and 
organisational discipline. 

The literature further demonstrates that transactional leadership contributes to employee job 
satisfaction when reward systems are perceived as fair, transparent, and consistently applied. 
Employees working under transactional leaders generally experience greater role clarity, reduced 
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ambiguity, and increased confidence regarding performance expectations, which contributes to 
improved organisational commitment and workplace efficiency. However, evidence also suggests 
that transactional leadership is less effective in promoting creativity, innovation, and discretionary 
behaviours because its emphasis on compliance and performance monitoring may discourage 
experimentation and risk-taking. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of transactional leadership. Studies conducted across Asia, Africa, 
Europe, and the Middle East demonstrate that contingent reward systems and performance-based 
management remain effective across different national and organisational contexts, particularly 
where organisational cultures value structure, accountability, and hierarchical authority. Although 
reward preferences and supervisory practices may require cultural adaptation, the fundamental 
principles of performance-based leadership remain widely applicable across diverse organisational 
environments. 

The review also highlights the strategic importance of transactional leadership within public-
sector organisations and developing economies. Evidence from countries such as Ghana, Nigeria, 
Pakistan, and China indicates that transactional leadership improves employee accountability, 
organisational efficiency, service delivery, and performance management despite institutional 
constraints and resource limitations. These findings reinforce the argument that transactional 
leadership is particularly valuable where organisations require consistency, operational control, 
regulatory compliance, and effective implementation of organisational policies. 

Furthermore, the literature suggests that transactional leadership contributes to organisational 
sustainability by strengthening governance, improving operational performance, and ensuring the 
effective implementation of strategic objectives. Through clearly defined performance 
expectations, continuous monitoring, and structured reward systems, transactional leaders create 
organisational environments characterised by predictability, efficiency, and accountability. Such 
leadership practices are particularly valuable in organisations where operational excellence, 
quality assurance, and risk management are critical determinants of long-term organisational 
success. 

Overall, the evidence reviewed confirms that transactional leadership remains one of the most 
relevant and empirically supported leadership approaches for organisations operating within 
structured, performance-oriented environments. Its positive effects extend beyond improving 
employee performance to strengthening organisational efficiency, accountability, compliance, and 
operational stability across multiple sectors and cultural contexts. Although transactional 
leadership may be less effective than transformational leadership in fostering innovation, 
creativity, and organisational change, the evidence consistently supports its effectiveness in 
environments where measurable performance, procedural consistency, and organisational control 
are organisational priorities. 

Consequently, organisations seeking sustained operational excellence should continue 
investing in leadership development programmes that strengthen transactional leadership 
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competencies, including performance management, contingent reward administration, objective 
setting, supervisory skills, and effective performance monitoring. As organisations continue to 
operate within increasingly competitive, regulated, and performance-driven environments, 
transactional leadership will remain an essential capability for achieving organisational efficiency, 
employee accountability, and sustainable organisational performance. 
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Chapter 12: 

TRANSFORMATIONAL 
LEADERSHIP 

Deborah Dauyoumor 

12.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of transformational leadership across 
diverse organisational contexts. The review provides a comprehensive evaluation of the existing 
body of knowledge by integrating both classical leadership theories and recent empirical evidence 
to explain how transformational leadership influences organisational performance, employee 
behaviour, innovation, and organisational change. As one of the most widely researched leadership 
theories, transformational leadership has become increasingly relevant in contemporary 
organisations because of its emphasis on vision, innovation, employee empowerment, ethical 
leadership, and continuous organisational improvement (Northouse, 2022; Banks et al., 2023). 

The chapter begins by critically examining the theoretical foundations of transformational 
leadership, tracing its evolution from Burns' (1978) original conceptualisation to Bass's (1985) 
organisational leadership model. Burns (1978) described transformational leadership as a process 
through which leaders and followers elevate one another to higher levels of motivation, 
commitment, and moral purpose. Bass (1985) later extended this theory by identifying four core 
dimensions of transformational leadership: idealised influence, inspirational motivation, 
intellectual stimulation, and individualised consideration, which continue to provide the dominant 
conceptual framework for leadership research and practice (Bass & Avolio, 1994). These four 
dimensions serve as the analytical framework for evaluating the selected studies throughout this 
chapter. 

The reviewed literature consistently demonstrates that transformational leadership contributes 
significantly to employee motivation, organisational commitment, innovation, job satisfaction, 
knowledge sharing, and overall organisational effectiveness (Bakker et al., 2023; Lim & Moon, 
2022). By inspiring employees to pursue collective organisational goals beyond individual 
interests, transformational leaders cultivate trust, encourage creativity, and foster continuous 
learning and adaptability. Consequently, transformational leadership has become particularly 
valuable in organisational environments characterised by rapid technological advancement, global 
competition, and continuous organisational change (Kucharska & Rebelo, 2022; Northouse, 2022). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, small and medium-sized 
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enterprises (SMEs), multinational corporations, and non-governmental organisations. Examining 
transformational leadership across these diverse sectors provides a comprehensive understanding 
of how leadership behaviours are interpreted and implemented within different organisational, 
institutional, and cultural environments. Although the fundamental principles of transformational 
leadership remain consistent, evidence suggests that leadership effectiveness varies according to 
organisational structure, national culture, employee characteristics, and contextual conditions 
(Watts et al., 2020). 

In addition to examining the direct effects of transformational leadership, this chapter 
critically analyses the mediating and moderating variables that explain how and under what 
conditions transformational leadership influences organisational outcomes. The reviewed studies 
identify employee trust, psychological capital, organisational justice, emotional intelligence, 
employee engagement, self-efficacy, and organisational culture as important mechanisms through 
which transformational leadership affects employee performance and organisational effectiveness 
(Bak et al., 2022; Rahman et al., 2020; Lim & Moon, 2022). Understanding these underlying 
mechanisms provides a more comprehensive explanation of why transformational leadership 
produces different outcomes across organisations and highlights the contextual conditions 
necessary for its successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of transformational 
leadership by comparing findings from studies conducted in Africa, Europe, Asia, the Middle East, 
and North America. Although transformational leadership has been widely recognised as an 
effective leadership approach across different countries, cultural values, institutional 
arrangements, and societal norms influence how transformational leadership behaviours are 
perceived and enacted (Watts et al., 2020). For example, leadership behaviours that promote 
employee autonomy and innovation in Western organisations may require adaptation in cultures 
characterised by high power distance or strong uncertainty avoidance. Consequently, the review 
acknowledges the importance of contextualising transformational leadership practices to maximise 
their effectiveness across different organisational and national settings. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the transformational leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding transformational leadership outcomes while highlighting areas 
where further research remains necessary. Particular attention is given to emerging issues such as 
digital leadership, sustainable leadership practices, employee well-being, organisational resilience, 
and innovation-driven organisational performance, all of which have become increasingly 
important within contemporary leadership research (Banks et al., 2023; Althnayan et al., 2022). 

Overall, this chapter demonstrates that transformational leadership remains one of the most 
influential and empirically supported leadership theories within organisational studies. Its 
emphasis on ethical leadership, employee empowerment, innovation, and organisational change 
makes it particularly relevant for organisations operating in increasingly complex, knowledge-
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intensive, and rapidly evolving environments. The insights generated from this literature review 
provide the theoretical and empirical foundation for the subsequent chapters by informing the 
discussion, interpretation, and application of the present study's findings. Furthermore, the review 
contributes to a deeper understanding of how transformational leadership can be integrated into 
leadership development programmes, organisational policies, and strategic management initiatives 
to promote sustainable organisational success. 

12.2 Overview of Transformational Leadership 

Transformational leadership has become one of the most influential leadership theories in 
contemporary organisational research and practice. The theory emerged as a response to the 
limitations of transactional leadership, which primarily focuses on exchanges between leaders and 
followers through rewards and sanctions. In his seminal work, Leadership, Burns (1978) 
introduced transformational leadership as a process whereby leaders and followers elevate one 
another to higher levels of motivation, morality, and performance. Unlike transactional leaders, 
who emphasise maintaining organisational stability and compliance, transformational leaders 
inspire followers to transcend personal interests in pursuit of shared organisational goals (Burns, 
1978). 

Bass (1985) subsequently expanded Burns' conceptualisation by operationalising 
transformational leadership within organisational settings. He proposed that transformational 
leaders influence followers through four behavioural dimensions: idealised influence (charisma), 
inspirational motivation, intellectual stimulation, and individualised consideration. These 
dimensions enable leaders to motivate employees to exceed expected performance by fostering 
commitment, creativity, and personal development (Bass, 1985; Bass & Avolio, 1994). Since then, 
transformational leadership has been extensively applied across education, healthcare, public 
administration, manufacturing, and business organisations because of its emphasis on change, 
innovation, and employee empowerment. 

Transformational leadership is defined as a leadership approach through which leaders inspire 
followers to achieve exceptional performance by creating a compelling vision, stimulating 
innovative thinking, and attending to individual developmental needs (Northouse, 2022). Rather 
than relying on transactional exchanges, transformational leaders cultivate trust, intrinsic 
motivation, collaboration, and organisational commitment while encouraging employees to 
challenge conventional practices and embrace continuous improvement (Kunene & Mapulanga, 
2023). Consequently, transformational leadership is particularly effective in dynamic 
organisational environments where innovation, adaptability, and organisational learning are 
essential for long-term success (Bin Bakr & Alfayez, 2022). 

Recent studies consistently demonstrate that transformational leadership positively influences 
employee engagement, motivation, job satisfaction, and organisational commitment. For example, 
Lim and Moon (2022) found that transformational leadership significantly enhances employees' 
helping behaviours and innovative work behaviours, particularly when organisational justice is 
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perceived to be high. Similarly, Bakker et al. (2023) reported that transformational leadership 
behaviours strengthen daily work engagement by inspiring employees to invest greater effort in 
achieving organisational objectives. These findings support social exchange theory, which 
suggests that employees reciprocate supportive leadership behaviours through increased 
commitment and improved performance. 

Innovation represents another significant outcome of transformational leadership. Intellectual 
stimulation encourages employees to question existing assumptions, generate creative solutions, 
and actively participate in organisational problem-solving. Chaubey et al. (2019) found that 
transformational leadership significantly improves employee creativity and organisational 
innovation through increased trust and organisational commitment. Likewise, Kucharska and 
Rebelo (2022) demonstrated that transformational leaders promote knowledge sharing, 
collaborative learning, and adaptability, thereby enhancing innovation capability within 
knowledge-intensive organisations. Such evidence indicates that transformational leadership 
creates psychological conditions that encourage experimentation, continuous learning, and 
organisational competitiveness. 

The effectiveness of transformational leadership is also evident in facilitating organisational 
change. Ha and Le (2021) identified transformational leadership as a critical predictor of 
organisational change capability because transformational leaders communicate a compelling 
vision, reduce employee resistance to change, and align individual goals with organisational 
objectives. Similarly, Rahman et al. (2020) demonstrated that emotional intelligence strengthens 
the effectiveness of transformational leadership by improving leaders' ability to manage 
relationships, motivate employees, and sustain high levels of job performance. These findings 
suggest that emotional intelligence complements transformational leadership by enabling leaders 
to respond effectively to organisational challenges while maintaining employee engagement. 

Research further indicates that contextual and cultural factors influence the effectiveness of 
transformational leadership. In a comprehensive meta-analysis, Watts et al. (2020) reported that 
national cultural characteristics, particularly uncertainty avoidance, moderate the relationship 
between transformational leadership and innovation. Organisations operating within cultures 
characterised by high uncertainty avoidance may experience weaker innovation outcomes because 
employees are generally less willing to embrace risk and organisational change. Similarly, Bak et 
al. (2022) found that transformational leadership enhances innovative work behaviour indirectly 
through psychological capital, including hope, resilience, optimism, and self-efficacy. These 
findings suggest that transformational leadership is most effective when organisational culture 
supports learning, resilience, and innovation. 

Within the healthcare sector, transformational leadership has consistently demonstrated 
positive outcomes for both employees and patients. Jankelová and Joniaková (2021) reported that 
transformational leadership among first-line nurse managers significantly improves nurses' job 
satisfaction through enhanced communication, support, and professional development. Likewise, 
Gebreheat et al. (2023), in an integrative review, concluded that transformational leadership 
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consistently improves nurses' job satisfaction, organisational commitment, and retention across 
diverse healthcare settings. Furthermore, Labrague and Obeidat (2022) established that 
transformational leadership enhances patient safety by increasing employee engagement and 
reducing the negative effects of work-family conflict. These findings underscore the importance 
of transformational leadership in promoting quality healthcare delivery through empowered and 
motivated healthcare professionals. 

Beyond organisational performance, transformational leadership has increasingly been linked 
to sustainability and environmental responsibility. Althnayan et al. (2022) found that 
environmental transformational leadership significantly promotes environmental organisational 
citizenship behaviour and organisational sustainability performance. Leaders who model 
environmentally responsible behaviours inspire employees to participate actively in sustainable 
organisational practices, thereby strengthening organisational responses to global environmental 
challenges. 

Empirical evidence from different geographical regions further demonstrates the universal 
relevance of transformational leadership. In Saudi Arabian higher education institutions, 
transformational leadership has been shown to empower women leaders by enhancing 
psychological empowerment and promoting gender-inclusive leadership practices (Bin Bakr & 
Alfayez, 2022). Similarly, Kunene and Mapulanga (2023) found that transformational leadership 
significantly improved employee motivation, organisational effectiveness, and service delivery 
within South African academic libraries. Comparable findings have been reported across Europe 
and Asia, where transformational leadership consistently promotes innovation, employee 
satisfaction, organisational learning, and successful organisational change (Ha & Le, 2021; 
Kucharska & Rebelo, 2022; Lim & Moon, 2022). 

Despite its numerous advantages, transformational leadership is not without limitations. 
Successful implementation requires leaders to possess high levels of emotional intelligence, 
communication competence, adaptability, and strategic vision. Furthermore, transformational 
leadership may be less effective in highly bureaucratic organisations characterised by rigid 
hierarchies, limited resources, or cultures resistant to change (Northouse, 2022). Nevertheless, 
extensive empirical evidence across multiple sectors consistently demonstrates that 
transformational leadership enhances employee motivation, organisational innovation, job 
satisfaction, and sustainable organisational performance. Its emphasis on vision, empowerment, 
ethical leadership, intellectual stimulation, and individual development makes it one of the most 
appropriate leadership approaches for organisations operating in today's complex and rapidly 
changing environment. 

12.3 Transformational Leadership 

Transformational leadership continues to receive considerable scholarly attention because of 
its demonstrated capacity to stimulate innovation, facilitate organisational change, and enhance 
employee performance across diverse organisational settings (Northouse, 2022; Banks et al., 
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2023). Originating from Burns' (1978) conceptualisation and later operationalised by Bass (1985), 
transformational leadership is characterised by four interrelated dimensions: idealised influence, 
inspirational motivation, intellectual stimulation, and individualised consideration, which 
collectively enable leaders to inspire followers to exceed expected performance while promoting 
organisational learning and continuous improvement (Bass & Avolio, 1994). Recent empirical 
studies further demonstrate that transformational leadership influences organisational outcomes 
not only directly but also indirectly through several psychological and organisational mechanisms. 

Jun and Lee (2023) provide compelling evidence of the relationship between transformational 
leadership and employees' innovative behaviour by examining the mediating role of commitment 
to change and the moderating role of organisational support for creativity. Their findings suggest 
that transformational leadership facilitates innovation by creating both psychological commitment 
and a supportive organisational environment. Rather than merely directing employees to 
implement change, transformational leaders cultivate emotional attachment to organisational 
goals, thereby encouraging employees to embrace organisational transformation voluntarily. This 
finding is consistent with transformational leadership theory, which proposes that leaders inspire 
followers by aligning individual aspirations with a shared organisational vision (Bass, 1985; 
Northouse, 2022). 

The study further demonstrates that commitment to change functions as a critical 
psychological mechanism through which transformational leadership promotes innovative 
behaviour. Employees who trust their leaders and identify with organisational goals become more 
willing to support change initiatives and contribute creative ideas. These findings reinforce 
previous research suggesting that transformational leadership strengthens employees' intrinsic 
motivation, organisational commitment, and willingness to engage in discretionary behaviours that 
support organisational innovation (Bakker et al., 2023; Lim & Moon, 2022). Furthermore, Jun and 
Lee (2023) found that organisational support for creativity strengthens the positive effects of 
transformational leadership, indicating that leadership alone is insufficient to sustain innovation 
unless supported by organisational systems, policies, and resources. This finding highlights that 
transformational leaders influence innovation not only by motivating followers but also by creating 
organisational conditions that encourage experimentation, psychological safety, and knowledge 
sharing. 

Consequently, Jun and Lee's (2023) study extends transformational leadership theory by 
demonstrating that sustainable innovation emerges through the interaction of effective leadership, 
employee commitment, and organisational support. Their research contributes to resolving 
inconsistencies within earlier innovation studies by illustrating that transformational leadership 
operates simultaneously through emotional engagement and organisational capability building. 
This broader perspective reinforces the view that transformational leadership is not simply a 
motivational leadership style but a strategic process that reshapes organisational culture and 
strengthens innovation capability. 
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Similarly, Karimi et al. (2023) provide important insights into the psychological mechanisms 
through which transformational leadership enhances innovative work behaviour. Their study 
examines the mediating role of psychological capital, comprising self-efficacy, hope, resilience, 
and optimism, in explaining the relationship between transformational leadership and employee 
innovation. Unlike studies focusing solely on behavioural outcomes, Karimi et al. (2023) 
demonstrate that transformational leadership develops employees' internal psychological 
resources, enabling them to approach complex tasks with confidence, persistence, and optimism. 
These findings align with transformational leadership theory, which emphasises empowering 
followers to realise their full potential through encouragement, intellectual stimulation, and 
personalised support (Bass & Avolio, 1994). 

The study particularly identifies hope and self-efficacy as significant mediators of innovative 
work behaviour. Transformational leaders strengthen employees' confidence by articulating an 
inspiring vision, recognising individual achievements, and encouraging autonomous decision-
making. As employees develop stronger beliefs in their capabilities, they become more willing to 
experiment with new ideas, challenge existing practices, and engage in creative problem-solving. 
These findings support earlier evidence suggesting that transformational leadership enhances 
employee creativity by fostering psychological empowerment and intrinsic motivation (Chaubey 
et al., 2019; Kucharska & Rebelo, 2022). 

An important contribution of Karimi et al.'s (2023) research lies in its focus on public 
organisations within a developing-country context, where limited financial resources and 
institutional constraints often hinder innovation. Under such circumstances, transformational 
leadership becomes particularly valuable because leaders compensate for structural limitations by 
strengthening employees' psychological resilience and adaptability. Rather than relying 
exclusively on material resources, transformational leaders cultivate hope, confidence, and 
perseverance, thereby enabling employees to sustain innovative behaviours despite organisational 
challenges. This perspective broadens transformational leadership theory by highlighting the 
importance of psychological capital as a strategic organisational resource capable of driving 
innovation under resource-constrained conditions. 

Yu and Xiang (2025) further extend transformational leadership scholarship by investigating 
organisational resilience as the mechanism through which transformational leadership promotes 
team innovation. Their findings indicate that transformational leadership enhances innovation by 
strengthening organisations' capacity to anticipate, adapt to, and recover from environmental 
uncertainty. Rather than focusing solely on motivating individual employees, transformational 
leaders simultaneously develop organisational systems, learning capabilities, and adaptive 
processes that enable teams to remain innovative during periods of disruption. 

The concept of organisational resilience aligns closely with transformational leadership 
principles. Leaders exhibiting transformational behaviours communicate a compelling vision, 
maintain employee confidence during uncertainty, and encourage continuous learning despite 
setbacks. By reframing organisational challenges as opportunities for growth and innovation, 
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transformational leaders create resilient teams capable of sustaining high performance under 
changing environmental conditions (Northouse, 2022). These findings are particularly significant 
given the increasing complexity, volatility, and uncertainty characterising modern organisational 
environments. 

Yu and Xiang (2025) further demonstrate that environmental uncertainty strengthens the 
positive relationship between transformational leadership and organisational innovation. During 
periods of economic instability, technological disruption, or market volatility, employees 
increasingly rely on transformational leaders for strategic direction, emotional support, and 
confidence. Under these circumstances, transformational leadership becomes even more 
influential because it reduces uncertainty, promotes collective resilience, and encourages adaptive 
thinking. These findings are consistent with contemporary leadership research suggesting that 
transformational leadership is especially effective during organisational crises and periods of rapid 
change because it strengthens employees' psychological readiness for uncertainty while promoting 
innovation and organisational adaptability (Banks et al., 2023). 

Collectively, the studies by Jun and Lee (2023), Karimi et al. (2023), and Yu and Xiang (2025) 
reinforce the multidimensional nature of transformational leadership. They demonstrate that 
transformational leadership influences organisational innovation through a combination of 
psychological, behavioural, and organisational mechanisms, including commitment to change, 
psychological capital, organisational support for creativity, and organisational resilience. These 
findings extend traditional transformational leadership theory beyond leader–follower interactions 
by illustrating how transformational leaders shape organisational culture, strengthen psychological 
resources, and develop adaptive organisational capabilities. Consequently, transformational 
leadership should be viewed not merely as a leadership style but as a comprehensive organisational 
capability that enables innovation, resilience, and sustainable organisational performance in 
increasingly complex and dynamic environments. 

The findings of Yu and Xiang (2025) demonstrate that transformational leadership becomes 
particularly valuable during periods of environmental uncertainty, when organisations require both 
innovation and resilience to remain competitive. By communicating a compelling vision, fostering 
employee commitment, and creating psychological safety, transformational leaders enable 
employees to experiment with new ideas without fear of failure. Such behaviours encourage 
learning, adaptability, and creative problem-solving, all of which are essential for sustaining 
innovation in volatile organisational environments (Northouse, 2022). The study further identifies 
organisational resilience as a critical mediating mechanism through which transformational 
leadership enhances team innovation. Rather than merely encouraging innovative behaviour, 
transformational leaders strengthen the organisation's ability to anticipate, adapt to, and recover 
from unexpected challenges, thereby creating conditions under which innovation can be sustained 
over time (Yu & Xiang, 2025). 

A notable contribution of Yu and Xiang's (2025) study is its integration of transformational 
leadership with organisational resilience theory. The authors argue that transformational leaders 
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influence innovation not only through direct employee motivation but also by building structural 
capabilities and emotional resilience that enable organisations to withstand environmental 
turbulence. These findings extend transformational leadership theory by demonstrating that 
leadership effectiveness depends on developing adaptive organisational systems alongside 
motivated employees. Consequently, transformational leadership should be viewed as a strategic 
organisational capability that strengthens long-term organisational sustainability, resilience, and 
innovation (Banks et al., 2023). 

Tsapnidou et al. (2024) provide a comprehensive systematic review of transformational 
leadership within healthcare organisations, with particular emphasis on nursing leadership. Their 
review synthesises empirical evidence demonstrating that transformational leadership significantly 
improves workforce retention, employee engagement, quality of patient care, and organisational 
sustainability. Given the increasing complexity of healthcare systems, the authors argue that 
transformational leadership provides an effective framework for addressing workforce shortages, 
improving service quality, and promoting evidence-based practice. 

The review identifies two interrelated dimensions through which transformational leadership 
enhances healthcare performance: human resource development and healthcare service delivery. 
Transformational nurse leaders inspire employees through a clear organisational vision, 
meaningful communication, individual support, and professional development opportunities, 
resulting in higher levels of job satisfaction, organisational commitment, and employee 
engagement (Tsapnidou et al., 2024). These findings are consistent with previous research 
demonstrating that transformational leadership strengthens employee motivation by fostering trust, 
psychological empowerment, and professional growth (Bass & Avolio, 1994; Jankelová & 
Joniaková, 2021). 

Furthermore, transformational leadership contributes to organisational resilience by 
promoting continuous learning, mentoring, and skills development among healthcare 
professionals. Through intellectual stimulation and individualised consideration, transformational 
leaders encourage innovation, evidence-based decision-making, and continuous quality 
improvement. Such leadership behaviours enable healthcare organisations to respond more 
effectively to changing patient needs, technological advancements, and organisational challenges 
while maintaining high standards of patient care (Gebreheat et al., 2023). Consequently, 
transformational leadership not only improves employee outcomes but also enhances 
organisational effectiveness and patient safety. 

An important contribution of Tsapnidou et al. (2024) is the recognition of transformational 
leadership as a long-term strategic investment rather than a short-term management approach. 
Unlike transactional leadership, which primarily focuses on achieving immediate operational 
objectives, transformational leadership develops future organisational capacity by investing in 
employee capability, ethical leadership, and organisational learning (Northouse, 2022). By 
embedding organisational values such as accountability, empathy, collaboration, and excellence, 
transformational leaders cultivate sustainable organisational cultures that support both employee 
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well-being and high-quality patient care. Their review therefore reinforces the growing consensus 
that transformational nurse leaders’ function not simply as operational managers but as strategic 
agents of organisational change, innovation, and sustainable healthcare improvement. 

Ren, Li, and Mavros (2024) further extend transformational leadership theory by examining 
environmentally specific transformational leadership (ESTL) and its influence on employees' pro-
environmental behaviour. Their study demonstrates that transformational leadership principles can 
be effectively adapted to support organisational sustainability by aligning leadership behaviours 
with environmental objectives. Although ESTL retains the four fundamental dimensions of 
transformational leadership, idealised influence, inspirational motivation, intellectual stimulation, 
and individualised consideration, it redirects these behaviours towards promoting environmental 
responsibility and sustainable organisational practices (Bass, 1985; Ren et al., 2024). 

The study suggests that environmentally specific transformational leaders move beyond 
ensuring regulatory compliance by inspiring employees to internalise environmental values and 
actively participate in sustainability initiatives. Through the communication of a shared 
environmental vision, leaders encourage employees to perceive environmental stewardship as an 
organisational responsibility rather than an externally imposed obligation. This value-based 
leadership approach strengthens organisational culture by aligning individual behaviours with 
broader sustainability goals, thereby reinforcing the ethical foundation of transformational 
leadership (Ren et al., 2024). 

Ren et al. (2024) further identify environmental awareness as a significant mediating 
mechanism through which ESTL influences employees' pro-environmental behaviour. Rather than 
relying solely on formal environmental policies, transformational leaders stimulate critical 
thinking, encourage innovation in sustainable practices, and provide individual support that 
enables employees to develop lasting environmental commitment. These findings illustrate that 
transformational leadership promotes behavioural change by influencing employees' attitudes, 
beliefs, and ethical values rather than simply directing compliance. 

Importantly, the study also demonstrates that emotional exhaustion moderates the 
effectiveness of environmentally specific transformational leadership. Employees experiencing 
high levels of emotional fatigue are less responsive to transformational leadership behaviours, 
suggesting that leadership effectiveness depends partly on employees' psychological well-being. 
This finding reinforces broader transformational leadership theory, which emphasises empathy, 
emotional intelligence, and employee support as essential leadership competencies (Rahman et al., 
2020). Consequently, organisations seeking to promote sustainability through transformational 
leadership must simultaneously invest in employee well-being to maximise leadership 
effectiveness. 

Habeeb and Eyupoglu (2024) examine the relationship between transformational leadership, 
strategic planning, and organisational performance within Nigerian higher education institutions. 
Their study contributes to the growing body of literature demonstrating that transformational 
leadership enhances institutional effectiveness by translating strategic intentions into operational 
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reality. Given the increasing demands placed upon higher education institutions through 
technological advancement, international competition, and educational reform, transformational 
leadership provides a leadership approach capable of promoting adaptability, innovation, and long-
term institutional sustainability. 

The study identifies strategic planning as an important mechanism linking transformational 
leadership with organisational performance. Rather than viewing leadership and strategic planning 
as separate organisational functions, Habeeb and Eyupoglu (2024) argue that transformational 
leaders operationalise strategic objectives by creating a shared vision, motivating employees, and 
fostering organisational commitment. This integration enables academic and administrative staff 
to align their individual responsibilities with institutional goals, thereby improving organisational 
effectiveness and performance. 

These findings reinforce transformational leadership theory by demonstrating that strategic 
leadership extends beyond organisational planning to include employee engagement, 
organisational learning, and cultural transformation. Transformational leaders facilitate strategy 
implementation by encouraging collaboration, empowering employees, and creating 
organisational cultures that support continuous improvement and innovation (Northouse, 2022; 
Banks et al., 2023). Consequently, transformational leadership serves as an essential organisational 
capability that enhances strategic execution, institutional resilience, and sustainable organisational 
performance, particularly within rapidly evolving higher education environments. 

Moreover, the findings of Habeeb and Eyupoglu (2024) demonstrate that strategic planning 
alone is insufficient to achieve organisational success without the human and relational 
competencies embodied in transformational leadership. While strategic plans provide 
organisational direction, transformational leaders translate these plans into action by inspiring 
employees, communicating a compelling vision, and fostering commitment to institutional 
objectives. This reinforces the argument that effective strategy implementation depends not only 
on organisational planning but also on leadership behaviours that encourage collaboration, 
innovation, and employee engagement (Northouse, 2022). Emotional intelligence, vision 
articulation, and employee empowerment therefore become essential leadership competencies that 
enable organisations to bridge the gap between strategic intentions and operational execution 
(Rahman et al., 2020). 

Within the Nigerian higher education sector, these leadership competencies are particularly 
important because institutions operate in environments characterised by limited financial 
resources, bureaucratic structures, and socio-political challenges (Habeeb & Eyupoglu, 2024). 
Under such circumstances, transformational leaders play a pivotal role in aligning institutional 
missions with the aspirations of academic and administrative staff while fostering a shared 
commitment to organisational development. Rather than reacting to organisational challenges, 
transformational leaders proactively cultivate adaptive organisational cultures that sustain long-
term institutional performance. Consequently, transformational leadership emerges as a strategic 
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capability that strengthens institutional resilience, enhances strategic implementation, and supports 
sustainable organisational change in resource-constrained environments (Banks et al., 2023). 

Kim, Yang, and Lee (2023) extend transformational leadership research by examining its 
influence within the hospitality industry, where service quality depends heavily on employee 
behaviour, creativity, and customer interaction. Their study adopts the four-dimensional 
transformational leadership framework comprising idealised influence, inspirational motivation, 
intellectual stimulation, and individualised consideration (Bass & Avolio, 1994). The findings 
indicate that transformational leadership significantly enhances employee creativity, 
organisational identification, and task performance, thereby reinforcing its strategic value within 
customer-oriented organisations. 

A particularly important contribution of Kim et al. (2023) is the identification of 
organisational identification as a mediating mechanism linking transformational leadership with 
employee performance. Transformational leaders cultivate employees' psychological attachment 
to organisational values by communicating an inspiring vision and fostering meaningful 
interpersonal relationships. As employees increasingly identify with organisational goals, they 
demonstrate stronger organisational commitment, greater discretionary effort, and higher levels of 
creative performance. These findings support social identity theory, which suggests that employees 
who perceive themselves as integral members of an organisation are more likely to contribute 
proactively towards organisational success (Haslam et al., 2020). 

The study further demonstrates that intellectual stimulation plays a critical role in enhancing 
creativity within highly competitive service industries. By encouraging employees to challenge 
established practices, generate innovative solutions, and continuously improve service delivery, 
transformational leaders create organisational cultures characterised by learning and innovation. 
Such leadership behaviours contribute to sustained competitive advantage because service 
innovation directly influences customer satisfaction and organisational performance (Kim et al., 
2023). Furthermore, the mediating role of organisational identification suggests that 
transformational leadership influences employee behaviour primarily through psychological 
engagement rather than direct managerial control. Consequently, transformational leadership 
functions as a strategic organisational resource capable of simultaneously enhancing employee 
commitment, creativity, and organisational performance. 

Al-Subaie et al. (2021) contribute a strategic perspective by examining transformational 
leadership within megaproject environments characterised by complexity, uncertainty, and 
multiple stakeholder interests. Using Interpretive Structural Modelling (ISM) and MICMAC 
analysis, the study identifies the organisational and leadership factors necessary for developing 
transformational leadership capabilities within large-scale infrastructure and development 
projects. Unlike traditional leadership studies that conceptualise transformational leadership 
primarily as an individual behavioural style, this research positions transformational leadership as 
a strategic organisational competency embedded within project governance and organisational 
systems. 
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The findings demonstrate that transformational leaders function as strategic architects who 
provide vision, coordinate multidisciplinary teams, facilitate collaboration, and promote 
innovation under conditions of uncertainty. Given the complexity of megaproject environments, 
transformational leadership becomes essential for maintaining stakeholder commitment, managing 
organisational change, and encouraging adaptive problem-solving (Al-Subaie et al., 2021). These 
findings reinforce earlier theoretical arguments that transformational leadership is particularly 
effective within dynamic environments requiring strategic coordination and continuous 
organisational learning (Bass, 1985; Northouse, 2022). 

An important contribution of the study is the identification of leadership development enablers 
through structural modelling techniques. Vision articulation, trust-building, employee 
empowerment, and strategic communication emerged as high-impact drivers of transformational 
leadership capability. These findings suggest that transformational leadership should not be 
viewed as an innate personal characteristic but rather as a strategic organisational capability that 
can be systematically developed through evidence-based leadership development programmes. 
This perspective significantly advances transformational leadership theory by demonstrating that 
leadership effectiveness is influenced by organisational systems, contextual factors, and deliberate 
leadership development initiatives. 

Lindert et al. (2023) provide a valuable longitudinal examination of the relationship between 
transformational leadership and employees' psychological well-being, addressing an important but 
comparatively underexplored dimension of transformational leadership research. Their study 
argues that transformational leadership extends beyond improving organisational performance by 
contributing to healthier psychological work environments characterised by trust, support, and 
meaningful interpersonal relationships. Through behaviours such as communicating an inspiring 
vision, providing individualised support, and encouraging personal growth, transformational 
leaders foster workplace environments that promote employee engagement and psychological 
safety. 

Unlike many previous cross-sectional studies, Lindert et al. (2023) employ a longitudinal 
research design to investigate how transformational leadership influences employee well-being 
over time. Their findings indicate that while transformational leadership predicts future leadership 
behaviours, changes in transformational leadership alone do not necessarily result in significant 
improvements in employees' psychological well-being. Instead, baseline psychological well-being 
and levels of workplace social capital emerged as stronger predictors of long-term well-being 
outcomes. 

These findings suggest that transformational leadership contributes indirectly to employee 
well-being through broader organisational mechanisms rather than functioning as an independent 
determinant of psychological health. Although transformational leaders create supportive and 
empowering work environments, organisational factors such as social cohesion, interpersonal 
relationships, and employee mental health initiatives remain essential for sustaining psychological 
well-being (Lindert et al., 2023). Consequently, organisations seeking to improve employee well-
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being should integrate transformational leadership with comprehensive workplace well-being 
strategies that address both leadership effectiveness and organisational support systems. 

Caza, Caza, and Posner (2021) provide compelling evidence regarding the cross-cultural 
applicability of transformational leadership by examining followers' perceptions across numerous 
countries, industries, and organisational contexts. Their research addresses an enduring debate 
within leadership studies concerning whether transformational leadership represents a culturally 
universal leadership approach or whether its effectiveness depends upon specific cultural contexts. 
Despite differences in national culture, organisational structure, and institutional environments, 
the study found that transformational leadership behaviours were consistently perceived positively 
by followers across diverse cultural settings. 

The findings suggest that transformational leadership transcends cultural boundaries because 
its core behaviours—communicating an inspiring vision, fostering intellectual growth, 
demonstrating ethical leadership, and providing individualised consideration, address fundamental 
human needs for purpose, recognition, trust, and psychological safety (Caza et al., 2021). These 
findings support previous cross-cultural leadership research indicating that although leadership 
behaviours may require contextual adaptation, the underlying principles of transformational 
leadership possess broad international relevance (Banks et al., 2023). 

Nevertheless, the study acknowledges that cultural values influence the way transformational 
leadership behaviours are expressed and interpreted. While the fundamental characteristics of 
transformational leadership remain effective across cultures, leaders must adapt their 
communication styles, motivational approaches, and decision-making practices to align with local 
cultural expectations. This perspective reinforces contemporary leadership theory by suggesting 
that transformational leadership combines universal leadership principles with contextual 
sensitivity, enabling leaders to maintain effectiveness across increasingly globalised organisational 
environments (Northouse, 2022). 

A notable contribution of Caza et al. (2021) is their emphasis on followers' perceptions and 
satisfaction as fundamental determinants of transformational leadership effectiveness. Their 
findings indicate that transformational leaders achieve organisational success not only through task 
accomplishment but also by cultivating trust, loyalty, psychological safety, and a strong sense of 
belonging among followers. High levels of follower satisfaction demonstrate that transformational 
leadership is inherently relational and emotional, relying on meaningful interpersonal interactions 
that strengthen employee commitment and organisational identification. These findings support 
earlier theoretical arguments that transformational leadership is fundamentally a social influence 
process in which leadership effectiveness depends on followers' perceptions and acceptance of the 
leader's vision rather than on positional authority alone (Bass & Avolio, 1994; Northouse, 2022). 

The study further highlights the co-constructive nature of leadership by demonstrating that 
leadership effectiveness is shaped not only by leaders' behaviours but also by how those behaviours 
are interpreted and experienced by followers. This perspective reinforces contemporary leadership 
research, which recognises leadership as a reciprocal social process characterised by mutual trust, 
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emotional engagement, and shared meaning (Banks et al., 2023). Importantly, Caza et al. (2021) 
provide robust cross-cultural evidence indicating that transformational leadership behaviours are 
consistently associated with positive follower perceptions across diverse national and 
organisational contexts. Although cultural differences influence how leadership behaviours are 
expressed, the core principles of transformational leadership appear to satisfy universal 
psychological needs for purpose, recognition, and belonging. Consequently, transformational 
leadership can be regarded as a globally relevant leadership approach that combines universal 
leadership principles with sufficient flexibility to accommodate cultural diversity within 
increasingly international organisations. 

Salameh-Ayanian et al. (2025) extend transformational leadership theory by examining its 
effectiveness within Lebanese non-governmental organisations (NGOs) operating under 
conditions of prolonged crisis, political instability, and resource scarcity. Their study demonstrates 
that transformational leadership is particularly valuable in humanitarian organisations because it 
enhances employee resilience, motivation, adaptability, and organisational commitment during 
periods of uncertainty. Compared with transactional leadership, transformational leadership 
generated significantly stronger improvements in employee performance and job satisfaction, 
highlighting its capacity to sustain organisational effectiveness in highly volatile environments. 

The authors argue that transformational leaders contribute to organisational resilience by 
creating psychologically safe work environments where employees remain committed to a shared 
humanitarian mission despite external challenges. Through inspirational motivation, 
individualised consideration, and intellectual stimulation, leaders foster hope, collective efficacy, 
and emotional resilience among employees working under considerable operational pressure 
(Salameh-Ayanian et al., 2025). These findings support previous research suggesting that 
transformational leadership is particularly effective during organisational crises because it enables 
employees to interpret uncertainty as a shared challenge rather than an insurmountable obstacle 
(Banks et al., 2023; Northouse, 2022). 

An important theoretical contribution of the study is its challenge to the traditional assumption 
that job satisfaction directly predicts employee performance. Instead, Salameh-Ayanian et al. 
(2025) demonstrate that transformational leadership exerts a more immediate influence on 
performance by strengthening employees' commitment to organisational values, shared purpose, 
and intrinsic motivation. This suggests that, particularly within crisis settings, employees may 
maintain high levels of performance despite emotional strain when inspired by transformational 
leaders who provide meaning, direction, and psychological support. Consequently, 
transformational leadership should be regarded not only as a strategy for promoting organisational 
growth and innovation but also as a critical leadership capability for sustaining organisational 
performance, resilience, and employee well-being during periods of instability. 

Lin, Yin, and Liu (2022) investigate transformational leadership within educational settings 
by examining its influence on teachers' sustainable professional development through the 
mediating role of teacher self-efficacy. Their findings indicate that transformational leadership 
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significantly enhances teachers' confidence in their professional capabilities, thereby promoting 
continuous learning, instructional innovation, and long-term professional growth. The study 
demonstrates that school leadership exerts a stronger influence on teachers' professional 
development than individual characteristics such as growth mindset alone, highlighting the central 
role of leadership in creating supportive educational environments. 

The positive relationship between transformational leadership and teacher self-efficacy 
reflects the core dimensions of transformational leadership theory, particularly inspirational 
motivation, intellectual stimulation, and individualised consideration (Bass, 1985). School leaders 
who communicate a compelling educational vision, encourage professional reflection, and provide 
personalised support strengthen teachers' confidence in their ability to improve instructional 
practice and student learning outcomes (Lin et al., 2022). As teachers become increasingly 
confident in their professional capabilities, they are more willing to adopt innovative teaching 
methods, engage in collaborative learning, and participate in continuous professional 
development. 

The mediating role of teacher self-efficacy represents one of the study's most significant 
theoretical contributions because it explains the psychological mechanism through which 
transformational leadership influences professional behaviour. Rather than relying on directive 
supervision, transformational leaders empower teachers by strengthening their beliefs in their own 
competence and professional autonomy. This finding aligns with social cognitive theory, which 
identifies self-efficacy as a key determinant of motivation, persistence, and performance (Bandura, 
1997). Consequently, sustainable teacher development depends not only on formal training 
programmes but also on leadership practices that cultivate confidence, intrinsic motivation, and 
psychological empowerment. 

Furthermore, Lin et al. (2022) demonstrate that transformational leadership has both direct 
and indirect effects on teachers' professional attitudes and instructional practices. These findings 
reinforce the growing consensus that transformational leadership is essential for developing 
adaptive, innovative, and future-oriented educational organisations capable of responding 
effectively to changing educational demands. Accordingly, leadership development programmes 
within schools should prioritise transformational leadership competencies that encourage 
collaboration, innovation, and lifelong professional learning. 

Khan et al. (2020) provide valuable insights into the complex relationship between 
transformational leadership, employee performance, burnout, social loafing, and intrinsic 
motivation. Their findings indicate that transformational leadership significantly improves 
employee performance by enhancing intrinsic motivation, thereby reinforcing the proposition that 
employees perform more effectively when inspired by meaningful organisational goals rather than 
by external rewards alone. This finding is consistent with transformational leadership theory, 
which emphasises vision, empowerment, and intellectual stimulation as mechanisms for 
promoting exceptional performance (Bass & Avolio, 1994). 
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A major contribution of the study is its identification of intrinsic motivation as the principal 
psychological mechanism through which transformational leadership influences employee 
performance. Transformational leaders create meaningful work experiences by encouraging 
employees to perceive organisational objectives as personally significant, thereby strengthening 
commitment, confidence, and personal responsibility for organisational success (Khan et al., 
2020). Through inspirational communication, individual support, and intellectual challenge, 
transformational leaders enhance employees' intrinsic desire to perform, innovate, and contribute 
beyond formal job requirements. 

However, the study also reports that transformational leadership demonstrates only moderate 
indirect effects on burnout and social loafing. These findings suggest that although 
transformational leadership effectively enhances motivation and performance, it cannot 
independently eliminate all negative workplace outcomes. Factors such as excessive workload, 
inadequate organisational support, employee mental health, and work-life imbalance may continue 
to contribute to burnout and disengagement despite effective leadership (Khan et al., 2020). This 
highlights the importance of integrating transformational leadership with broader organisational 
well-being strategies, including employee assistance programmes, workload management, and 
psychological support initiatives. 

Overall, the study advances transformational leadership theory by demonstrating that 
leadership effectiveness depends not only on influencing employee behaviour but also on 
strengthening employees' psychological resources. Organisations seeking sustainable 
improvements in employee performance should therefore invest in leadership development 
programmes that cultivate inspirational communication, emotional intelligence, psychological 
empowerment, and supportive leader–employee relationships while simultaneously addressing 
organisational factors that contribute to employee stress and burnout (Banks et al., 2023; 
Northouse, 2022). 

The findings of Khan et al. (2020) highlight the pivotal role of intrinsic motivation as the 
principal psychological mechanism through which transformational leadership enhances employee 
performance. Rather than relying on authority, supervision, or external rewards, transformational 
leaders inspire employees to believe in their own capabilities and to pursue organisational goals 
with commitment and enthusiasm. This leadership approach fosters psychological empowerment 
by creating meaningful work experiences, encouraging intellectual stimulation, and demonstrating 
individualised consideration for employees' personal and professional development (Bass & 
Avolio, 1994; Khan et al., 2020). Consequently, employees develop stronger self-confidence, 
greater ownership of organisational objectives, and a willingness to exceed formal job 
requirements. 

Furthermore, the study emphasises that effective transformational leaders possess high levels 
of relational intelligence and situational awareness, enabling them to understand employees' 
individual needs, aspirations, and workplace challenges. Such interpersonal competence 
strengthens trust, enhances intrinsic motivation, and promotes long-term organisational 
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commitment. These findings reinforce contemporary leadership research, which argues that 
transformational leadership is fundamentally a people-centred process in which employee 
empowerment and meaningful leader–follower relationships drive sustained organisational 
performance (Banks et al., 2023; Northouse, 2022). The study therefore suggests that organisations 
seeking sustainable performance improvements should prioritise leadership development 
programmes that cultivate inspirational communication, emotional intelligence, employee 
empowerment, and motivational leadership behaviours. 

Ayandibu (2024) provides a comprehensive synthesis of contemporary transformational 
leadership research by examining its influence across individual, team, departmental, and 
organisational levels. The review systematically evaluates the four core dimensions of 
transformational leadership—idealised influence, inspirational motivation, intellectual 
stimulation, and individualised consideration—and demonstrates their consistent positive effects 
on employee motivation, job satisfaction, organisational commitment, innovation, and team 
cohesion. These findings reinforce the multidimensional nature of transformational leadership, 
illustrating its flexibility across diverse organisational settings and functional levels. 

A significant contribution of the review is its recognition that transformational leadership is 
not a rigid or prescriptive leadership model but rather a context-sensitive approach that requires 
leaders to adapt their behaviours according to organisational circumstances. Intellectual 
stimulation encourages employees to question existing assumptions and generate innovative 
solutions, while idealised influence positions leaders as ethical role models capable of fostering 
trust and credibility within organisations (Ayandibu, 2024). Similarly, individualised 
consideration promotes employee well-being through mentoring, coaching, and personalised 
support, thereby strengthening organisational commitment and psychological engagement. 

Importantly, Ayandibu (2024) acknowledges that implementing transformational leadership 
may be challenging within highly bureaucratic or hierarchical organisations where rigid structures 
restrict employee autonomy and innovation. The review therefore highlights the importance of 
organisational culture, structural flexibility, and cultural intelligence in determining leadership 
effectiveness. This perspective aligns with recent leadership scholarship, which argues that 
transformational leadership is contingent upon organisational context and cultural expectations 
rather than universally producing identical outcomes (Banks et al., 2023). Consequently, 
leadership development initiatives should incorporate contextual awareness, cultural competence, 
and organisational readiness alongside the traditional competencies associated with 
transformational leadership. 

Atoko (2023) extends transformational leadership research by focusing specifically on 
organisations operating within developing economies, thereby addressing a significant gap in 
mainstream leadership literature. Through an extensive review of empirical evidence, the study 
demonstrates that transformational leadership serves as a strategic management approach capable 
of enhancing organisational performance, employee motivation, innovation, and adaptability in 
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environments characterised by institutional instability, resource constraints, and rapid socio-
economic change. 

Rather than conceptualising transformational leadership solely as an interpersonal 
management style, Atoko (2023) presents it as a strategic capability that facilitates organisational 
transformation through vision creation, employee empowerment, intellectual stimulation, and 
organisational learning. These leadership behaviours enable organisations to respond proactively 
to environmental uncertainty while encouraging innovation and continuous improvement. Such 
findings are particularly relevant for developing countries, where organisational agility and 
adaptive leadership are essential for overcoming structural challenges and maintaining 
competitiveness. 

An important contribution of the study is its emphasis on leadership's role in strategic planning 
and organisational policy development. Transformational leaders are portrayed as architects of 
organisational change who align institutional strategies with employee commitment and 
organisational values. This systems-oriented perspective extends traditional transformational 
leadership theory by demonstrating that leadership influences not only individual behaviour but 
also organisational structures, policies, and long-term strategic direction. Consequently, Atoko 
(2023) recommends institutionalising leadership development programmes tailored to local socio-
economic contexts while preserving the core principles of transformational leadership. Such 
recommendations are especially valuable in developing economies, where leadership capacity-
building initiatives often remain fragmented or insufficiently aligned with organisational priorities. 

Awaale (2024) investigates the contribution of transformational leadership to organisational 
performance within Somalia's public sector through a comprehensive desk review. The study 
identifies inspirational motivation, intellectual stimulation, idealised influence, and individualised 
consideration as the principal leadership behaviours responsible for improving employee morale, 
organisational commitment, innovation, and public service delivery. Within the context of 
Somalia's institutionally fragile and resource-constrained public sector, transformational 
leadership is presented as a practical mechanism for overcoming bureaucratic inertia while 
promoting organisational resilience and employee engagement. 

The review demonstrates that transformational leaders strengthen organisational effectiveness 
by developing shared organisational visions, empowering employees, and fostering collaborative 
workplace cultures characterised by trust and innovation. Such leadership practices significantly 
improve employee motivation, organisational citizenship behaviour, and stakeholder engagement, 
ultimately enhancing service delivery within public institutions (Awaale, 2024). These findings 
are particularly important in post-conflict governance contexts where effective leadership is 
essential for rebuilding institutional capacity and restoring public confidence. 

Furthermore, Awaale (2024) highlights the contextual sensitivity of transformational 
leadership by demonstrating that leadership effectiveness depends upon adapting leadership 
behaviours to institutional realities and socio-political conditions. Despite operating within highly 
formalised bureaucratic environments, transformational leaders remain capable of stimulating 
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creativity, innovation, and organisational commitment through vision sharing, employee 
empowerment, and supportive interpersonal relationships. This evidence reinforces the growing 
consensus that transformational leadership represents an effective governance strategy for 
strengthening public-sector performance, particularly within developing countries facing complex 
institutional and developmental challenges (Northouse, 2022; Banks et al., 2023). 

Awaale (2024) argues that transformational leadership is a significant driver of organisational 
citizenship behaviour (OCB), employee motivation, and improved organisational performance 
within public-sector institutions. The review demonstrates that transformational leadership 
promotes employee engagement, strengthens organisational commitment, and enhances service 
delivery by fostering a shared vision and empowering employees to contribute beyond their formal 
job responsibilities. These leadership behaviours are particularly valuable in service-oriented 
government organisations where employee commitment and collaborative behaviour directly 
influence service quality and stakeholder satisfaction (Awaale, 2024). 

A notable strength of the review is its contextual analysis of transformational leadership 
within Somalia's post-conflict public sector. Operating in an environment characterised by 
institutional fragility, resource constraints, and governance challenges, transformational leadership 
emerges as an adaptive leadership approach capable of rebuilding organisational capacity while 
promoting innovation and employee resilience. Rather than relying solely on bureaucratic 
authority, transformational leaders cultivate trust, encourage creativity, and facilitate employee 
participation in organisational decision-making. These findings reinforce contemporary leadership 
scholarship, which argues that transformational leadership is particularly effective in complex and 
uncertain environments because it combines strategic vision with psychological empowerment 
(Banks et al., 2023; Northouse, 2022). Consequently, the review provides compelling evidence 
that transformational leadership represents an important governance strategy for improving public-
sector effectiveness in developing and post-conflict states. 

Ahwireng Koomson et al. (2022) examine the relationship between transformational 
leadership, employee motivation, and organisational performance within selected Ghanaian 
public-sector institutions. Their study provides a nuanced evaluation of transformational 
leadership by assessing the relative influence of inspirational motivation, intellectual stimulation, 
charisma, and individualised consideration on both employee motivation and performance. The 
findings demonstrate that transformational leadership is not a uniform construct; rather, each 
leadership dimension contributes differently to employee attitudes and behavioural outcomes. 

The study identifies inspirational motivation and intellectual stimulation as the strongest 
predictors of employee motivation, suggesting that leaders who communicate compelling 
organisational visions and encourage innovative thinking significantly enhance employees' 
intrinsic commitment to organisational objectives. These findings are consistent with 
transformational leadership theory, which proposes that employees become more motivated when 
leaders provide meaningful work, encourage intellectual growth, and recognise individual 
contributions (Bass & Riggio, 2006; Ahwireng Koomson et al., 2022). 
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Interestingly, the study reports that charismatic leadership and individualised consideration 
exerted weaker effects on employee motivation than expected. However, charisma emerged as the 
strongest predictor of employee performance despite its relatively limited motivational influence. 
This finding suggests that different dimensions of transformational leadership may influence 
distinct organisational outcomes. While inspirational motivation primarily shapes employees' 
psychological engagement, charismatic leadership may influence behavioural performance by 
strengthening employees' confidence in leadership and organisational direction. Such findings 
contribute to an increasingly sophisticated understanding of transformational leadership by 
demonstrating that leadership effectiveness is contingent upon organisational context, employee 
expectations, and desired performance outcomes. 

The Ghanaian public-sector context further strengthens the study's contribution to leadership 
scholarship. Public-sector organisations frequently operate within bureaucratic structures 
characterised by administrative complexity, limited flexibility, and increasing demands for 
accountability. Under such conditions, transformational leadership enables leaders to motivate 
employees, improve organisational commitment, and stimulate performance despite institutional 
constraints. Consequently, the authors recommend leadership development programmes that 
integrate transformational leadership competencies with contextual awareness, recognising that 
effective leadership requires adaptation to organisational and cultural realities rather than universal 
application of standard leadership behaviours (Ahwireng Koomson et al., 2022). 

Ogonegbu and Kyongo (2023) provide a comprehensive systematic review synthesising 
recent empirical evidence on the relationship between transformational leadership and 
organisational performance. Drawing upon studies conducted across diverse geographical 
contexts, including Nigeria, Pakistan, Jordan, and other developing economies, the review 
confirms the widespread effectiveness of transformational leadership in improving employee 
engagement, organisational performance, innovation, and strategic alignment. This broad evidence 
base reinforces Burns' (1978) original proposition that transformational leadership influences 
organisational success by inspiring employees to transcend individual interests in pursuit of 
collective organisational goals. 

The review demonstrates that the four core dimensions of transformational leadership, 
idealised influence, inspirational motivation, intellectual stimulation, and individualised 
consideration, consistently contribute to enhanced organisational performance across different 
sectors and cultural environments. Beyond improving interpersonal relationships, transformational 
leadership shapes organisational culture by promoting trust, innovation, shared vision, and 
continuous organisational learning. Consequently, leadership is conceptualised not merely as a 
motivational process but as a strategic organisational capability that strengthens long-term 
organisational resilience and competitiveness (Ogonegbu & Kyongo, 2023). 

A particularly valuable contribution of the review is its demonstration that transformational 
leadership maintains positive organisational outcomes across diverse national and cultural 
contexts. Although leadership behaviours may require cultural adaptation, the fundamental 
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principles of transformational leadership remain remarkably consistent across countries. These 
findings support recent meta-analytic evidence indicating that transformational leadership 
possesses considerable cross-cultural validity while remaining sufficiently flexible to 
accommodate contextual differences (Banks et al., 2023). The review therefore concludes that 
organisations should invest in transformational leadership development as a strategic mechanism 
for enhancing organisational adaptability, employee engagement, innovation, and sustainable 
performance. 

Cao and Le (2024) extend transformational leadership theory by examining the relationship 
between transformational leadership and organisational change capability through the mediating 
role of employee trust. Their study demonstrates that transformational leadership facilitates 
organisational change not through formal authority but by cultivating trusting relationships that 
encourage employees to embrace organisational transformation and innovation. Trust is therefore 
positioned as the primary psychological mechanism linking transformational leadership 
behaviours with organisational adaptability and change readiness. 

The authors distinguish between disclosure-based trust and reliance-based trust, 
demonstrating that disclosure-based trust—characterised by openness, honest communication, and 
emotional transparency—has a stronger influence on organisational change capability than 
reliance-based trust. Employees who perceive leaders as authentic, approachable, and trustworthy 
are more likely to support organisational change, share innovative ideas, and participate actively 
in organisational improvement initiatives (Cao & Le, 2024). These findings reinforce the relational 
foundations of transformational leadership by highlighting that organisational transformation 
depends upon psychological safety, mutual respect, and high-quality leader–follower 
relationships. 

The study also contributes significantly to the literature by examining small and medium-sized 
enterprises (SMEs) in China, thereby extending transformational leadership research beyond 
traditional Western contexts. SMEs frequently operate under significant resource constraints and 
rapidly changing competitive conditions, making trust-based leadership particularly important for 
sustaining organisational agility and innovation. Consequently, the findings suggest that trust 
should be regarded not merely as an outcome of transformational leadership but as a strategic 
organisational resource that enhances change capability and long-term organisational resilience 
(Banks et al., 2023; Northouse, 2022). 

Nasir et al. (2022) investigate transformational leadership within Pakistani SMEs by 
examining its relationships with employee performance, organisational innovation, creativity, and 
workplace stressors. Their findings demonstrate that transformational leadership promotes 
superior employee performance primarily by stimulating innovation, enhancing intrinsic 
motivation, and encouraging employees to reinterpret workplace challenges as opportunities for 
professional growth. Rather than responding passively to organisational pressures, employees led 
by transformational leaders become more resilient, proactive, and committed to continuous 
improvement. 
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The study highlights inspirational motivation and intellectual stimulation as particularly 
influential leadership behaviours that encourage creative problem-solving and organisational 
innovation. Through these behaviours, transformational leaders create organisational 
environments where experimentation, learning, and knowledge sharing become integral 
components of organisational culture. This is especially valuable within SMEs operating in highly 
competitive and uncertain environments, where organisational survival often depends upon 
continuous innovation and employee adaptability (Nasir et al., 2022). 

Furthermore, the authors demonstrate that transformational leadership positively influences 
employees' psychological responses to workplace stress. By reframing challenging work demands 
as opportunities for learning and development, transformational leaders reduce psychological 
withdrawal while strengthening resilience and organisational commitment. These findings 
emphasise that transformational leadership enhances not only employee performance but also 
employees' emotional and cognitive capacity to respond constructively to workplace adversity. 
Collectively, the study reinforces the proposition that transformational leadership functions as a 
strategic driver of organisational innovation, employee well-being, and sustainable organisational 
performance within dynamic business environments. 

12.4 Conclusion 

Transformational leadership, characterised by idealised influence, inspirational motivation, 
intellectual stimulation, and individualised consideration, has consistently demonstrated its 
capacity to improve employee performance, organisational innovation, adaptability, resilience, 
and psychological well-being across diverse organisational contexts. The literature reviewed 
indicates that transformational leadership is not merely an effective leadership style but a strategic 
capability that enables organisations to navigate uncertainty, foster sustainable growth, and 
maintain long-term competitiveness. 

A consistent finding across the reviewed studies is the positive relationship between 
transformational leadership and employee performance and motivation. Transformational leaders 
create a compelling vision, empower employees, and align individual aspirations with 
organisational objectives, thereby enhancing commitment, engagement, and discretionary effort. 
Rather than relying on transactional rewards, these leaders cultivate intrinsic motivation, 
psychological empowerment, and organisational identification, leading to sustained improvements 
in productivity and service quality. This pattern is evident across sectors including hospitality, 
telecommunications, healthcare, education, and public administration. 

The review also demonstrates that transformational leadership plays a critical role in 
organisational adaptability and change management. In increasingly volatile and uncertain 
environments, transformational leaders build trust, psychological safety, and collective 
commitment, enabling employees to embrace organisational change rather than resist it. Trust 
emerged as a particularly important mediating mechanism linking transformational leadership with 
organisational change capability, suggesting that leadership effectiveness depends not only on 
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strategic direction but also on the quality of leader–follower relationships. Similarly, educational 
research showed that transformational leadership strengthens teachers' self-efficacy and 
professional development, highlighting its long-term influence on organisational learning and 
capability development. 

Innovation and creativity emerged as another dominant theme. Studies consistently showed 
that transformational leaders stimulate creative thinking by encouraging employees to challenge 
conventional practices, experiment with new ideas, and participate actively in organisational 
problem-solving. Intellectual stimulation encourages employees to view organisational challenges 
as opportunities for innovation rather than obstacles, thereby strengthening organisational 
resilience and long-term competitiveness. These findings reinforce previous theoretical arguments 
that transformational leadership creates conditions in which innovation becomes embedded within 
organisational culture rather than remaining dependent on individual initiatives. 

The literature further demonstrates that transformational leadership contributes significantly 
to employee psychological well-being and organisational resilience. Leaders who provide 
emotional support, recognise individual needs, and promote meaningful work create healthier 
working environments characterised by greater resilience, job satisfaction, and reduced 
psychological strain. However, evidence also suggests that these outcomes are influenced by 
contextual factors such as social capital, organisational support, emotional exhaustion, and trust, 
indicating that transformational leadership operates most effectively within supportive 
organisational climates. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of transformational leadership. Studies conducted across Asia, 
Europe, Africa, and the Middle East demonstrate that transformational leadership behaviours are 
consistently associated with positive employee attitudes and organisational outcomes despite 
differences in national culture and institutional environments. This suggests that transformational 
leadership addresses universal psychological needs such as purpose, recognition, trust, and 
belonging, making it highly relevant for multinational organisations operating in culturally diverse 
environments. 

The review also highlights the strategic importance of transformational leadership within 
public sector organisations and developing economies. Evidence from Somalia, Ghana, Nigeria, 
Pakistan, and other developing contexts demonstrates that transformational leadership improves 
employee motivation, organisational commitment, innovation, and service delivery despite 
institutional constraints and resource limitations. These findings reinforce the argument that 
transformational leadership is particularly valuable where organisations face complex governance 
challenges, institutional uncertainty, and increasing demands for accountability and public value. 

Furthermore, the literature indicates that transformational leadership contributes directly to 
organisational sustainability by integrating economic, social, and environmental objectives into 
leadership practice. Environmentally specific transformational leadership promotes pro-
environmental behaviour and organisational sustainability by strengthening employees' 
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environmental awareness and ethical commitment. Likewise, transformational leadership 
enhances institutional sustainability through strategic planning, innovation capability, and long-
term organisational development in higher education and other knowledge-intensive sectors. 
These findings position transformational leadership as an important mechanism for achieving 
organisational resilience while contributing to broader sustainability agendas and the Sustainable 
Development Goals (SDGs). 

Overall, the evidence reviewed confirms that transformational leadership remains one of the 
most influential and empirically supported leadership theories in contemporary organisational 
research. Its positive effects extend beyond improving employee performance to strengthening 
organisational innovation, resilience, adaptability, sustainability, and long-term competitiveness 
across multiple sectors and cultures. Although contextual variables such as organisational trust, 
psychological safety, emotional exhaustion, and institutional culture influence leadership 
effectiveness, the overall evidence consistently supports transformational leadership as a strategic 
organisational capability rather than merely a leadership style. 

Therefore, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate transformational competencies, including 
emotional intelligence, ethical decision-making, strategic vision, employee empowerment, and 
innovation management. As workplaces continue to experience technological disruption, global 
competition, environmental challenges, and increasing uncertainty, transformational leadership 
will remain an essential capability for organisations seeking resilience, continuous improvement, 
and sustainable organisational success. 
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Chapter 13: 

ETHICAL LEADERSHIP 

13.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of ethical leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating foundational leadership theories with recent empirical evidence to 
explain how ethical leadership influences organisational performance, employee behaviour, 
ethical decision-making, organisational trust, and sustainable organisational development. As one 
of the most widely recognised contemporary leadership approaches, ethical leadership has become 
increasingly important because of its emphasis on integrity, fairness, accountability, transparency, 
and responsible leadership, particularly in organisations facing heightened stakeholder 
expectations, governance challenges, and ethical complexities (Northouse, 2022; Ko et al., 2023). 

The chapter begins by critically examining the theoretical foundations of ethical leadership, 
tracing its development from broader ethical and moral leadership theories to Brown et al.'s (2005) 
influential conceptualisation of ethical leadership. Brown et al. (2005) defined ethical leadership 
as the demonstration of normatively appropriate conduct through personal actions and 
interpersonal relationships, together with the promotion of such behaviour through 
communication, reinforcement, and ethical decision-making. Brown and Treviño (2006) further 
expanded this perspective by distinguishing ethical leaders as both moral persons, who 
demonstrate integrity, honesty, and fairness, and moral managers, who actively establish ethical 
standards and encourage ethical behaviour throughout organisations. These theoretical principles 
provide the conceptual framework for evaluating the selected studies reviewed throughout this 
chapter. 

The reviewed literature consistently demonstrates that ethical leadership contributes 
significantly to employee trust, organisational commitment, job satisfaction, ethical behaviour, 
organisational citizenship behaviour, psychological safety, and overall organisational 
effectiveness (Bedi et al., 2016; Ko et al., 2023). By modelling ethical conduct and promoting 
fairness, transparency, and accountability, ethical leaders strengthen organisational trust while 
encouraging employees to uphold shared organisational values and ethical standards. 
Consequently, ethical leadership has become increasingly valuable in organisational environments 
characterised by rapid technological advancement, increasing stakeholder scrutiny, corporate 
governance challenges, and growing expectations for organisational sustainability and social 
responsibility (Northouse, 2022; Eisenbeiss, 2012). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, financial services, manufacturing, higher education, 
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multinational corporations, and non-governmental organisations. Examining ethical leadership 
across these diverse organisational contexts provides a comprehensive understanding of how 
ethical leadership behaviours influence organisational performance, employee attitudes, 
organisational culture, and stakeholder relationships within different institutional and cultural 
environments. Although the core principles of ethical leadership remain consistent across sectors, 
the evidence suggests that leadership effectiveness is influenced by organisational culture, 
governance structures, national culture, and contextual conditions that shape ethical decision-
making and employee behaviour (Brown & Treviño, 2006). 

In addition to examining the direct effects of ethical leadership, this chapter critically analyses 
the mediating and moderating mechanisms through which ethical leadership influences 
organisational outcomes. The reviewed studies identify organisational trust, psychological safety, 
ethical climate, organisational justice, employee engagement, leader credibility, and perceived 
organisational support as important mechanisms explaining how ethical leadership enhances 
employee performance, organisational commitment, and organisational effectiveness (Bedi et al., 
2016; Ko et al., 2023; Cropanzano et al., 2017). Understanding these underlying mechanisms 
provides a more comprehensive explanation of why ethical leadership produces positive 
organisational outcomes while highlighting the organisational conditions necessary for its 
successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of ethical leadership by 
comparing findings from studies conducted across Europe, Asia, Africa, the Middle East, and 
North America. Although ethical leadership has been widely recognised as an effective leadership 
approach across different countries and organisational settings, cultural values, institutional 
arrangements, governance systems, and societal expectations influence how ethical leadership 
behaviours are interpreted and enacted (Brown & Treviño, 2006). For example, organisational 
expectations regarding transparency, employee participation, fairness, and accountability may 
differ according to national culture and institutional context. Consequently, the review 
acknowledges the importance of adapting ethical leadership practices to organisational and cultural 
environments while maintaining universal ethical principles of integrity, fairness, respect, and 
responsibility. 

A central objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the ethical leadership literature. 
By synthesising findings from the selected studies, the chapter evaluates the consistency of 
empirical evidence regarding ethical leadership outcomes while identifying areas requiring further 
investigation. Particular attention is given to emerging issues such as ethical governance, 
responsible leadership, employee well-being, organisational resilience, corporate sustainability, 
stakeholder trust, and ethical organisational culture, all of which have become increasingly 
significant within contemporary leadership research (Ko et al., 2023; Eisenbeiss, 2012). 

Overall, this chapter demonstrates that ethical leadership remains one of the most influential 
and empirically supported leadership theories within organisational studies. Its emphasis on 
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integrity, fairness, accountability, transparency, employee well-being, and responsible decision-
making makes it particularly relevant for organisations operating within increasingly complex, 
knowledge-intensive, and ethically challenging environments. The insights generated from this 
literature review provide the theoretical and empirical foundation for the subsequent chapters by 
informing the discussion, interpretation, and application of the present study's findings. 
Furthermore, the review contributes to a deeper understanding of how ethical leadership can be 
integrated into leadership development programmes, organisational governance systems, and 
strategic management initiatives to promote sustainable organisational success, stakeholder trust, 
and long-term organisational performance. 

13.2 Overview of Ethical Leadership 

Ethical leadership has emerged as one of the most influential leadership theories in 
contemporary organisational research and practice because of its emphasis on integrity, fairness, 
accountability, transparency, and moral decision-making (Brown et al., 2005; Northouse, 2022). 
The theory developed in response to growing concerns regarding corporate scandals, unethical 
organisational practices, and declining public trust in leadership, highlighting the need for leaders 
who not only achieve organisational objectives but also uphold ethical standards and promote 
responsible conduct (Brown & Treviño, 2006). Unlike transactional leadership, which focuses 
primarily on exchanges between leaders and followers through rewards and sanctions, ethical 
leadership emphasises leading by example, encouraging ethical behaviour, and creating 
organisational cultures founded on trust, justice, and social responsibility (Brown et al., 2005). 

Brown et al. (2005) conceptualised ethical leadership as "the demonstration of normatively 
appropriate conduct through personal actions and interpersonal relationships, and the promotion 
of such conduct to followers through two-way communication, reinforcement, and ethical 
decision-making" (p. 120). This definition positions ethical leaders as both moral persons, 
characterised by honesty, integrity, fairness, and concern for others, and moral managers who 
actively communicate ethical expectations, reward ethical behaviour, and hold employees 
accountable for misconduct (Brown & Treviño, 2006). Since its development, ethical leadership 
has been widely applied across healthcare, education, public administration, manufacturing, 
financial services, and multinational organisations because of its emphasis on ethical governance, 
organisational trust, and sustainable organisational performance. 

Ethical leadership is therefore defined as a leadership approach through which leaders 
influence employees by demonstrating ethical behaviour, making fair and transparent decisions, 
and fostering organisational cultures that prioritise integrity, accountability, respect, and social 
responsibility (Northouse, 2022). Rather than relying solely on authority or transactional 
exchanges, ethical leaders build trust through consistent ethical conduct, encourage open 
communication, and empower employees to make morally responsible decisions while supporting 
organisational objectives (Bedi et al., 2016). Consequently, ethical leadership is particularly 
valuable within complex organisational environments where stakeholder trust, corporate 
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governance, sustainability, and organisational reputation are critical determinants of long-term 
success (Ko et al., 2023). 

Recent empirical studies consistently demonstrate that ethical leadership positively influences 
employee engagement, organisational commitment, job satisfaction, and organisational citizenship 
behaviour. For example, Ko et al. (2023) found that ethical leadership significantly enhances 
employee engagement and organisational commitment by fostering trust, perceived organisational 
support, and psychological safety. Similarly, Bedi et al. (2016), in a comprehensive meta-analysis, 
reported that ethical leadership positively influences job satisfaction, organisational commitment, 
employee performance, organisational citizenship behaviour, and trust in leadership across diverse 
organisational contexts. These findings support Social Exchange Theory, which suggests that 
employees reciprocate ethical treatment and supportive leadership behaviours through increased 
commitment, loyalty, and discretionary effort (Cropanzano et al., 2017). 

Ethical leadership also plays a significant role in promoting organisational innovation. By 
establishing psychologically safe workplaces characterised by fairness, transparency, and mutual 
respect, ethical leaders encourage employees to share ideas, engage in constructive dialogue, and 
participate in organisational problem-solving without fear of retaliation (Ko et al., 2023). 
Employees who trust their leaders are more willing to contribute innovative ideas, collaborate with 
colleagues, and support organisational change initiatives. Consequently, ethical leadership 
strengthens innovation capability by creating organisational cultures where ethical conduct and 
creativity coexist to support sustainable organisational development. 

The effectiveness of ethical leadership is equally evident in facilitating organisational change 
and improving organisational resilience. Ethical leaders enhance employees' willingness to 
embrace organisational change by communicating transparently, demonstrating fairness 
throughout change processes, and involving employees in decision-making (Northouse, 2022). 
Ethical leadership reduces uncertainty by strengthening trust, procedural justice, and employee 
confidence in organisational decisions, thereby reducing resistance to change and improving 
organisational adaptability. Furthermore, emotional intelligence complements ethical leadership 
by enabling leaders to understand employees' concerns, manage organisational conflict 
constructively, and maintain trust during periods of organisational uncertainty (Rahman et al., 
2020). 

Research further indicates that organisational culture and contextual factors influence the 
effectiveness of ethical leadership. Organisations characterised by ethical climates, supportive 
governance systems, and transparent communication provide favourable conditions for ethical 
leadership because employees perceive ethical standards as genuine organisational priorities rather 
than symbolic expectations (Bedi et al., 2016). Conversely, unethical organisational cultures, weak 
governance structures, or inconsistent managerial behaviour may undermine ethical leadership 
effectiveness by reducing employee trust and organisational commitment. Nevertheless, recent 
evidence consistently demonstrates that ethical leadership remains effective across different 
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organisational settings when supported by strong ethical values and organisational accountability 
systems (Ko et al., 2023). 

Within the healthcare sector, ethical leadership has consistently demonstrated positive 
outcomes for healthcare professionals, patients, and healthcare organisations. Ethical leaders 
promote fairness, compassion, accountability, and professional integrity, resulting in higher levels 
of job satisfaction, employee retention, teamwork, and patient safety (Specchia et al., 2021). 
Healthcare professionals working under ethical leaders report stronger organisational commitment 
and greater confidence in organisational decision-making because leaders prioritise transparency, 
ethical responsibility, and patient-centred care. These findings highlight the importance of ethical 
leadership in strengthening both employee well-being and healthcare quality through ethical 
governance and collaborative practice. 

Beyond organisational performance, ethical leadership has increasingly been associated with 
organisational sustainability and corporate social responsibility. Ethical leaders integrate ethical 
principles into organisational strategy by promoting environmental stewardship, social 
responsibility, stakeholder engagement, and responsible governance (Eisenbeiss, 2012). Through 
ethical decision-making and responsible leadership, organisations strengthen stakeholder trust 
while balancing economic performance with social and environmental responsibilities. 
Consequently, ethical leadership contributes directly to sustainable organisational development 
and supports the achievement of broader sustainability objectives, including the United Nations 
Sustainable Development Goals (SDGs). 

Empirical evidence from different geographical regions further demonstrates the global 
relevance of ethical leadership. Studies conducted across Europe, Asia, Africa, the Middle East, 
and North America consistently demonstrate positive relationships between ethical leadership, 
employee trust, organisational commitment, ethical behaviour, organisational citizenship 
behaviour, and organisational performance (Bedi et al., 2016; Ko et al., 2023). Although ethical 
leadership practices may require adaptation to local cultural values and institutional environments, 
the underlying principles of integrity, fairness, honesty, accountability, and respect remain 
universally associated with positive organisational outcomes (Northouse, 2022). 

Despite its numerous advantages, ethical leadership is not without limitations. Effective 
implementation requires leaders to possess high levels of moral reasoning, emotional intelligence, 
communication competence, and consistency between ethical values and organisational actions 
(Brown & Treviño, 2006). Ethical leadership may also be challenged within highly competitive or 
resource-constrained environments where conflicting stakeholder interests and short-term 
performance pressures create ethical dilemmas. Nevertheless, extensive empirical evidence 
consistently demonstrates that ethical leadership enhances employee motivation, organisational 
trust, ethical behaviour, organisational commitment, innovation, and sustainable organisational 
performance. Its emphasis on integrity, fairness, transparency, accountability, and responsible 
decision-making makes ethical leadership one of the most appropriate leadership approaches for 
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organisations seeking long-term resilience, stakeholder trust, and sustainable organisational 
success in today's increasingly complex business environment. 

13.3 Ethical Leadership 

Ethical leadership continues to receive considerable scholarly attention because of its 
demonstrated capacity to strengthen organisational trust, promote ethical decision-making, 
encourage innovation, and enhance employee performance across diverse organisational settings 
(Northouse, 2022; Ko et al., 2023). Developed by Brown et al. (2005), ethical leadership is 
characterised by leaders who demonstrate integrity, fairness, honesty, accountability, and concern 
for others while promoting ethical conduct through communication, role modelling, and 
reinforcement. Rather than relying solely on authority or transactional exchanges, ethical leaders 
create ethical organisational climates that encourage responsible behaviour, collaboration, and 
long-term organisational sustainability (Brown & Treviño, 2006). Recent empirical research 
further demonstrates that ethical leadership influences organisational outcomes not only directly 
but also indirectly through several psychological and organisational mechanisms, including 
organisational trust, psychological safety, ethical climate, and employee engagement (Bedi et al., 
2016; Ko et al., 2023). 

Ko et al. (2023) provide compelling evidence of the relationship between ethical leadership 
and employees' innovative behaviour by demonstrating the mediating roles of psychological safety 
and organisational trust. Their systematic review indicates that ethical leadership promotes 
innovation by creating organisational environments where employees feel respected, fairly treated, 
and confident that their ideas will be evaluated objectively. Rather than directing employees to 
implement organisational change through authority, ethical leaders cultivate trust, fairness, and 
open communication, encouraging employees to contribute innovative ideas voluntarily. These 
findings are consistent with ethical leadership theory, which proposes that leaders influence 
employee behaviour by modelling ethical conduct and fostering relationships built on integrity, 
transparency, and mutual respect (Brown et al., 2005; Northouse, 2022). 

The review further demonstrates that organisational trust functions as a critical psychological 
mechanism through which ethical leadership promotes innovative behaviour. Employees who 
perceive their leaders as honest, fair, and trustworthy are more willing to support organisational 
initiatives, engage in knowledge sharing, and contribute creative solutions to organisational 
challenges. These findings reinforce earlier research suggesting that ethical leadership strengthens 
organisational commitment, employee engagement, and discretionary behaviours that support 
innovation and organisational effectiveness (Bedi et al., 2016; Cropanzano et al., 2017). 
Furthermore, Ko et al. (2023) conclude that supportive organisational climates strengthen the 
positive effects of ethical leadership, indicating that leadership alone is insufficient to sustain 
innovation unless accompanied by ethical governance structures, transparent organisational 
policies, and supportive management systems. This finding highlights that ethical leaders promote 
innovation not only by influencing individual behaviour but also by establishing organisational 
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conditions characterised by psychological safety, fairness, accountability, and collaborative 
learning. 

Consequently, Ko et al.'s (2023) review extends ethical leadership theory by demonstrating 
that sustainable innovation emerges through the interaction of ethical leadership, employee trust, 
and supportive organisational systems. Their findings contribute to resolving inconsistencies 
within previous leadership research by illustrating that ethical leadership simultaneously 
influences individual behaviour, organisational culture, and institutional governance. This broader 
perspective reinforces the view that ethical leadership should not be regarded solely as a moral 
leadership style but as a strategic organisational capability that strengthens ethical culture, 
innovation, and long-term organisational sustainability. 

Similarly, Bedi et al. (2016) provide important insights into the psychological mechanisms 
through which ethical leadership enhances employee performance and innovative work behaviour. 
Their meta-analysis demonstrates that ethical leadership develops employees' internal 
psychological resources by strengthening trust, perceived fairness, organisational identification, 
and psychological empowerment. Unlike studies focusing exclusively on behavioural outcomes, 
Bedi et al. (2016) show that ethical leaders cultivate supportive workplace environments where 
employees develop confidence, organisational commitment, and willingness to engage in 
constructive organisational behaviours. These findings align with ethical leadership theory, which 
emphasises role modelling, ethical communication, fairness, and employee support as essential 
leadership behaviours (Brown & Treviño, 2006). 

The review particularly identifies trust and organisational justice as significant mediating 
mechanisms linking ethical leadership with employee performance and organisational citizenship 
behaviour. Ethical leaders strengthen employees' confidence by making transparent decisions, 
treating employees fairly, and consistently demonstrating integrity in organisational interactions. 
As employees develop stronger trust in organisational leadership, they become more willing to 
participate in collaborative decision-making, propose innovative solutions, and contribute beyond 
formal job requirements. These findings support previous evidence suggesting that ethical 
leadership enhances organisational effectiveness by fostering psychological safety, employee 
empowerment, and intrinsic motivation (Cropanzano et al., 2017; Ko et al., 2023). 

An important contribution of Bedi et al.'s (2016) research lies in its comprehensive synthesis 
of findings across multiple organisational and cultural contexts. Their review demonstrates that 
ethical leadership remains effective across public and private organisations because ethical leaders 
compensate for organisational uncertainty by strengthening employee trust, fairness, and 
confidence in leadership. Rather than relying solely on organisational controls or formal authority, 
ethical leaders cultivate integrity, transparency, and accountability, enabling employees to 
maintain constructive organisational behaviours despite organisational challenges. This 
perspective broadens ethical leadership theory by highlighting trust and organisational justice as 
strategic organisational resources capable of enhancing innovation and organisational 
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performance, particularly in environments characterised by uncertainty and institutional 
complexity. 

Recent research also demonstrates that ethical leadership contributes significantly to 
organisational resilience by strengthening ethical organisational cultures and employee 
adaptability. Ko et al. (2023) argue that ethical leadership enhances organisational resilience by 
fostering trust, open communication, and responsible decision-making, enabling organisations to 
respond effectively to uncertainty and organisational disruption. Rather than focusing solely on 
improving employee motivation, ethical leaders simultaneously strengthen governance systems, 
ethical organisational climates, and collaborative relationships that enable organisations to 
anticipate, adapt to, and recover from changing environmental conditions. These findings are 
particularly significant given the increasing complexity, volatility, and ethical challenges 
characterising contemporary organisational environments (Northouse, 2022). 

Overall, the reviewed evidence demonstrates that ethical leadership enhances organisational 
innovation and resilience through a combination of psychological, behavioural, and organisational 
mechanisms, including organisational trust, ethical climate, psychological safety, organisational 
justice, and employee engagement. These findings extend ethical leadership theory beyond leader–
follower relationships by illustrating how ethical leaders shape organisational culture, strengthen 
governance systems, and develop adaptive organisational capabilities. Consequently, ethical 
leadership should be viewed not merely as a moral leadership approach but as a strategic 
organisational capability that supports innovation, resilience, ethical governance, and sustainable 
organisational performance. 

Recent evidence demonstrates that ethical leadership becomes increasingly important during 
periods of environmental uncertainty by strengthening employees' trust, ethical decision-making, 
and organisational resilience. During times of economic instability, technological disruption, or 
market volatility, employees rely on ethical leaders to provide transparency, fairness, and moral 
guidance while maintaining confidence in organisational decisions. Under such conditions, ethical 
leadership reduces uncertainty by fostering trust, promoting open communication, and 
encouraging responsible decision-making. These behaviours enhance employees' willingness to 
adapt to organisational change while sustaining innovation and collaboration (Ko et al., 2023; 
Northouse, 2022). Contemporary leadership research therefore suggests that ethical leadership is 
particularly effective during organisational crises because it creates psychologically safe 
environments where employees remain committed to organisational objectives despite uncertainty 
(Bedi et al., 2016). 

Collectively, recent studies reinforce the multidimensional nature of ethical leadership. They 
demonstrate that ethical leadership enhances organisational innovation through several 
interconnected psychological and organisational mechanisms, including organisational trust, 
ethical climate, psychological safety, employee engagement, and organisational justice (Ko et al., 
2023; Bedi et al., 2016). These findings extend traditional ethical leadership theory beyond leader–
follower relationships by illustrating how ethical leaders shape organisational culture, strengthen 
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employee confidence, and develop organisational capabilities that support ethical decision-making 
and sustainable performance. Consequently, ethical leadership should be viewed not merely as a 
moral leadership style but as a strategic organisational capability that promotes innovation, 
resilience, and long-term organisational sustainability. 

Recent evidence also indicates that ethical leadership becomes particularly valuable during 
periods of environmental uncertainty, when organisations require both innovation and resilience 
to remain competitive. By demonstrating integrity, encouraging employee participation, and 
creating psychologically safe workplaces, ethical leaders enable employees to share new ideas 
without fear of unfair criticism or retaliation. Such leadership behaviours encourage continuous 
learning, adaptability, and collaborative problem-solving, all of which are essential for sustaining 
innovation within increasingly volatile organisational environments (Northouse, 2022). 
Organisational resilience therefore emerges as an important mechanism through which ethical 
leadership strengthens long-term organisational performance by enhancing employees' ability to 
anticipate, adapt to, and recover from unexpected organisational challenges (Ko et al., 2023). 

A notable contribution of recent ethical leadership research is the integration of ethical 
leadership with organisational resilience theory. Scholars argue that ethical leaders strengthen 
innovation not only through direct employee motivation but also by establishing governance 
systems, ethical organisational cultures, and trusting workplace relationships that enable 
organisations to withstand environmental turbulence (Bedi et al., 2016; Ko et al., 2023). These 
findings extend ethical leadership theory by demonstrating that leadership effectiveness depends 
upon developing ethical organisational systems alongside motivated employees. Consequently, 
ethical leadership should be regarded as a strategic organisational capability that enhances 
organisational resilience, ethical governance, innovation, and sustainable organisational 
performance. 

Tsapnidou et al. (2024) provide a comprehensive systematic review of leadership within 
healthcare organisations, highlighting the growing importance of ethical leadership in nursing 
management. Their review demonstrates that ethical leadership significantly improves workforce 
retention, employee engagement, patient safety, and organisational sustainability by fostering 
integrity, fairness, accountability, and compassionate leadership. Given the increasing complexity 
of healthcare systems, ethical leadership provides an effective framework for addressing 
workforce shortages, promoting ethical clinical practice, and strengthening patient-centred care 
(Tsapnidou et al., 2024). 

The review identifies two interrelated mechanisms through which ethical leadership enhances 
healthcare performance: ethical workforce development and quality healthcare delivery. Ethical 
nurse leaders inspire employees through transparent communication, fair decision-making, 
professional support, and ethical role modelling, resulting in higher levels of job satisfaction, 
organisational commitment, and employee engagement (Tsapnidou et al., 2024). These findings 
are consistent with previous research demonstrating that ethical leadership strengthens employee 
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motivation by fostering trust, psychological safety, organisational justice, and professional 
development (Brown & Treviño, 2006; Jankelová & Joniaková, 2021). 

Furthermore, ethical leadership contributes to organisational resilience by promoting 
continuous learning, mentoring, ethical reflection, and professional development among 
healthcare professionals. Through fairness, accountability, and supportive leadership, ethical 
leaders encourage evidence-based decision-making, collaborative problem-solving, and 
continuous quality improvement. Such leadership behaviours enable healthcare organisations to 
respond more effectively to changing patient needs, technological developments, and 
organisational challenges while maintaining high standards of patient care (Gebreheat et al., 2023). 
Consequently, ethical leadership enhances not only employee outcomes but also organisational 
effectiveness, patient safety, and healthcare quality. 

An important contribution of Tsapnidou et al. (2024) is the recognition of ethical leadership 
as a long-term strategic investment rather than simply a managerial approach. Unlike leadership 
styles focused primarily on operational efficiency, ethical leadership develops future 
organisational capacity by investing in ethical culture, employee development, accountability, and 
organisational learning (Northouse, 2022). By embedding organisational values such as integrity, 
empathy, collaboration, transparency, and responsibility, ethical leaders cultivate sustainable 
organisational cultures that support employee well-being and high-quality patient care. Their 
review therefore reinforces the growing consensus that ethical nurse leaders function not merely 
as operational managers but as strategic agents of organisational improvement, ethical governance, 
and sustainable healthcare development. 

Ren, Li, and Mavros (2024) further extend leadership research by examining environmentally 
specific ethical leadership and its influence on employees' pro-environmental behaviour. Their 
study demonstrates that ethical leadership principles can be effectively applied to support 
organisational sustainability by aligning ethical leadership behaviours with environmental 
responsibility and sustainable organisational practices. Rather than relying solely on compliance 
with environmental regulations, ethical leaders encourage employees to internalise environmental 
values and integrate sustainability into everyday organisational decision-making (Ren et al., 2024). 

The study suggests that environmentally responsible ethical leaders move beyond regulatory 
compliance by encouraging employees to view environmental stewardship as both an ethical 
obligation and an organisational responsibility. Through transparent communication, ethical role 
modelling, and stakeholder engagement, leaders inspire employees to actively participate in 
sustainability initiatives while strengthening organisational commitment to environmental 
responsibility. This values-based leadership approach reinforces ethical organisational culture by 
aligning individual behaviour with broader sustainability objectives and responsible corporate 
governance (Ren et al., 2024). 

Ren et al. (2024) identify environmental awareness as a significant mediating mechanism 
through which ethical leadership influences employees' pro-environmental behaviour. Rather than 
relying solely on formal environmental policies, ethical leaders promote responsible decision-
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making, encourage sustainable innovation, and model environmentally responsible behaviours that 
enable employees to internalise environmental values. These findings demonstrate that ethical 
leadership promotes behavioural change by shaping employees' ethical values, attitudes, and sense 
of environmental responsibility rather than merely enforcing compliance with organisational 
regulations (Ren et al., 2024). 

Importantly, the study further demonstrates that emotional exhaustion moderates the 
effectiveness of environmentally specific ethical leadership. Employees experiencing high levels 
of emotional fatigue are less responsive to ethical leadership behaviours, suggesting that leadership 
effectiveness depends partly on employees' psychological well-being. This finding reinforces 
broader ethical leadership theory, which emphasises empathy, fairness, emotional intelligence, and 
employee care as essential leadership competencies (Brown & Treviño, 2006; Northouse, 2022). 
Consequently, organisations seeking to strengthen sustainability through ethical leadership should 
simultaneously invest in employee well-being to maximise leadership effectiveness and long-term 
organisational commitment. 

Habeeb and Eyupoglu (2024) examine the relationship between ethical leadership, strategic 
planning, and organisational performance within Nigerian higher education institutions. Their 
findings contribute to the growing body of literature demonstrating that ethical leadership 
enhances institutional effectiveness by ensuring that strategic objectives are implemented through 
transparent governance, accountability, fairness, and stakeholder participation. Given the 
increasing pressures associated with technological advancement, educational reform, and global 
competition, ethical leadership provides higher education institutions with a leadership approach 
capable of promoting responsible decision-making, organisational adaptability, and long-term 
institutional sustainability (Habeeb & Eyupoglu, 2024). 

The study identifies strategic planning as an important mechanism linking ethical leadership 
with organisational performance. Rather than viewing leadership and strategic planning as separate 
organisational functions, Habeeb and Eyupoglu (2024) argue that ethical leaders translate strategic 
objectives into organisational practice by communicating shared values, encouraging employee 
participation, and fostering organisational trust. This integration enables academic and 
administrative staff to align their professional responsibilities with institutional goals while 
maintaining high ethical standards, thereby improving organisational effectiveness and sustainable 
performance. 

These findings reinforce ethical leadership theory by demonstrating that strategic leadership 
extends beyond organisational planning to include employee engagement, ethical governance, 
organisational learning, and cultural transformation. Ethical leaders facilitate effective strategy 
implementation by encouraging collaboration, transparency, accountability, and fairness while 
cultivating organisational cultures that support continuous improvement and responsible 
innovation (Northouse, 2022; Ko et al., 2023). Consequently, ethical leadership serves as a 
strategic organisational capability that enhances strategic execution, institutional resilience, and 
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sustainable organisational performance, particularly within rapidly evolving higher education 
environments. 

Moreover, the findings of Habeeb and Eyupoglu (2024) demonstrate that strategic planning 
alone is insufficient to achieve organisational success without the ethical and relational 
competencies embodied in ethical leadership. While strategic plans provide organisational 
direction, ethical leaders translate these plans into action through integrity, transparent 
communication, fairness, and stakeholder engagement. This reinforces the argument that 
successful strategy implementation depends not only on organisational planning but also on 
leadership behaviours that promote trust, accountability, collaboration, and employee commitment 
(Northouse, 2022). Ethical decision-making, transparent communication, and employee 
empowerment therefore become essential leadership competencies that enable organisations to 
bridge the gap between strategic intentions and operational implementation. 

Within the Nigerian higher education sector, these leadership competencies are particularly 
important because institutions operate within environments characterised by limited financial 
resources, bureaucratic complexity, and socio-political challenges (Habeeb & Eyupoglu, 2024). 
Under such circumstances, ethical leaders play a pivotal role in aligning institutional missions with 
stakeholder expectations while fostering shared responsibility and organisational integrity. Rather 
than reacting to organisational challenges, ethical leaders proactively cultivate ethical 
organisational cultures that sustain long-term institutional performance. Consequently, ethical 
leadership emerges as a strategic capability that strengthens institutional resilience, strategic 
implementation, and sustainable organisational development (Ko et al., 2023). 

Kim, Yang, and Lee (2023) extend leadership research by examining the influence of ethical 
leadership within the hospitality industry, where service quality depends heavily on employee 
behaviour, customer trust, and ethical service delivery. Their findings indicate that ethical 
leadership significantly enhances organisational identification, employee creativity, and job 
performance by fostering fair treatment, open communication, and trustworthy leader–employee 
relationships. Ethical leaders create service environments characterised by respect, integrity, and 
mutual accountability, thereby strengthening both employee commitment and customer 
satisfaction. 

A particularly important contribution of Kim et al. (2023) is the identification of 
organisational identification as a mediating mechanism linking ethical leadership with employee 
performance. Ethical leaders cultivate employees' psychological attachment to organisational 
values by consistently demonstrating fairness, honesty, and ethical behaviour. As employees 
increasingly identify with organisational values, they exhibit stronger organisational commitment, 
greater discretionary effort, and higher levels of service performance. These findings support 
social identity theory, which proposes that employees who identify with ethically responsible 
organisations are more likely to contribute proactively towards organisational success (Haslam et 
al., 2020). 
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The study further demonstrates that ethical leadership encourages creativity by fostering 
psychologically safe workplaces where employees are encouraged to express ideas, challenge 
ineffective practices, and participate in organisational improvement without fear of unfair 
treatment. Such leadership behaviours contribute to sustainable competitive advantage because 
ethical organisational cultures promote innovation, collaboration, and continuous service 
improvement (Kim et al., 2023). Furthermore, the mediating role of organisational identification 
suggests that ethical leadership influences employee behaviour primarily through psychological 
engagement, trust, and shared organisational values rather than direct managerial control. 
Consequently, ethical leadership functions as a strategic organisational resource capable of 
simultaneously enhancing employee commitment, creativity, and organisational performance. 

Al-Subaie et al. (2021) contribute a strategic perspective by examining ethical leadership 
within megaproject environments characterised by complexity, uncertainty, and multiple 
stakeholder interests. Using Interpretive Structural Modelling (ISM) and MICMAC analysis, the 
study identifies the organisational and leadership factors necessary for developing leadership 
capability within large-scale infrastructure projects. Rather than conceptualising leadership solely 
as an individual behavioural style, the study positions ethical leadership as a strategic 
organisational capability embedded within governance systems, stakeholder management, and 
organisational accountability. 

The findings demonstrate that ethical leaders function as strategic coordinators who promote 
transparency, fairness, stakeholder collaboration, and responsible decision-making under 
conditions of uncertainty. Given the complexity of megaproject environments, ethical leadership 
becomes essential for maintaining stakeholder confidence, managing organisational change, and 
facilitating collaborative problem-solving (Al-Subaie et al., 2021). These findings reinforce 
broader ethical leadership theory by demonstrating that organisational success depends upon 
integrity, accountability, and responsible governance in addition to effective project management 
(Brown & Treviño, 2006; Northouse, 2022). 

An important contribution of the study is the identification of leadership development enablers 
through structural modelling techniques. Ethical decision-making, stakeholder trust, transparent 
communication, employee empowerment, and accountable governance emerged as high-impact 
drivers of effective leadership capability. These findings suggest that ethical leadership should not 
be viewed as an innate personal characteristic but rather as a strategic organisational capability 
that can be systematically developed through structured leadership development programmes, 
organisational governance systems, and ethical management practices. This perspective 
significantly advances ethical leadership theory by demonstrating that leadership effectiveness 
depends not only on individual leader characteristics but also on organisational systems, contextual 
factors, and deliberate leadership development initiatives. 

The studies reviewed provide substantial evidence that ethical leadership plays a significant 
role in promoting employees' psychological well-being, organisational trust, and sustainable 
performance across diverse organisational contexts. Ethical leadership, defined as the 
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demonstration and promotion of normatively appropriate conduct through personal actions, 
interpersonal relationships, and ethical decision-making, extends beyond improving organisational 
outcomes by creating work environments characterised by fairness, integrity, transparency, and 
respect (Brown et al., 2005; Northouse, 2022). Recent research increasingly recognises that ethical 
leaders contribute to psychologically healthy workplaces by fostering trust, open communication, 
and supportive relationships that enhance employee well-being and organisational effectiveness. 

Lindert et al. (2023) provide valuable longitudinal evidence concerning leadership and 
employee psychological well-being, demonstrating that leadership behaviours contribute to 
healthier work environments through trust, social support, and meaningful interpersonal 
relationships. Although improvements in leadership behaviours alone did not automatically 
produce significant gains in employees' long-term psychological well-being, the study found that 
workplace social capital and employees' initial levels of well-being were stronger predictors of 
sustained positive outcomes. These findings suggest that ethical leadership contributes indirectly 
to employee well-being by cultivating organisational cultures characterised by fairness, mutual 
respect, and supportive relationships rather than functioning as an isolated determinant of 
psychological health (Lindert et al., 2023). Consequently, organisations should integrate ethical 
leadership with broader employee well-being initiatives, including mental health support, inclusive 
organisational cultures, and opportunities for social connectedness. 

The findings reinforce Social Learning Theory, which underpins Ethical Leadership Theory 
by proposing that employees observe and emulate leaders' ethical behaviours (Brown et al., 2005). 
Ethical leaders serve as moral role models by consistently demonstrating honesty, fairness, 
integrity, accountability, and concern for employee welfare. Through these behaviours, leaders 
establish psychologically safe environments where employees feel respected, valued, and 
confident in expressing concerns without fear of retaliation (Brown & Treviño, 2006; Northouse, 
2022). As a result, ethical leadership promotes higher levels of employee engagement, 
organisational trust, and psychological safety. 

Cross-cultural research further supports the universal relevance of ethical leadership. Caza et 
al. (2021) examined followers' perceptions across multiple countries and organisational contexts, 
demonstrating that leadership behaviours grounded in integrity, trustworthiness, respect, and 
ethical conduct were consistently associated with positive follower evaluations regardless of 
national culture. Although cultural norms influence how ethical behaviours are expressed, the 
fundamental principles of fairness, honesty, accountability, and respect appear to satisfy universal 
psychological needs for trust, dignity, and belonging (Caza et al., 2021). These findings suggest 
that ethical leadership possesses considerable cross-cultural applicability while requiring leaders 
to adapt their communication and decision-making approaches to local cultural expectations 
(Banks et al., 2023). 

A notable contribution of Caza et al. (2021) is their emphasis on follower perceptions as a 
critical determinant of leadership effectiveness. Employees were more satisfied with leaders who 
consistently demonstrated ethical behaviour, transparency, fairness, and genuine concern for 
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employees' welfare. High levels of follower satisfaction indicate that ethical leadership is 
fundamentally relational, relying on trust-based interactions that strengthen organisational 
commitment and employee identification with organisational values (Brown et al., 2005; 
Northouse, 2022). Rather than depending solely on positional authority, ethical leadership derives 
its effectiveness from leaders' moral credibility and followers' confidence in the integrity of 
leadership decisions. 

The study further highlights the reciprocal nature of ethical leadership by demonstrating that 
leadership effectiveness depends not only on leaders' ethical conduct but also on how employees 
interpret and respond to those behaviours. Employees who perceive leaders as honest, fair, and 
consistent are more likely to reciprocate with organisational citizenship behaviour, trust, and 
stronger organisational commitment (Banks et al., 2023). Consequently, ethical leadership should 
be understood as a dynamic social process in which ethical conduct, mutual respect, and shared 
organisational values strengthen organisational performance across diverse cultural contexts. 

Recent evidence also demonstrates the importance of ethical leadership during periods of 
organisational uncertainty and crisis. Salameh-Ayanian et al. (2025) examined leadership within 
Lebanese non-governmental organisations operating under conditions of political instability and 
resource scarcity. Their findings indicate that ethical leadership significantly enhances employee 
resilience, organisational commitment, and job satisfaction by promoting fairness, transparency, 
and shared organisational values during periods of uncertainty. Employees working under ethical 
leaders reported higher levels of trust and psychological security, enabling them to remain 
committed to humanitarian objectives despite challenging external conditions. 

The authors argue that ethical leaders strengthen organisational resilience by fostering 
psychologically safe workplaces where employees perceive leadership decisions as transparent, 
fair, and guided by moral principles (Salameh-Ayanian et al., 2025). Through honest 
communication, equitable treatment, and consistent ethical decision-making, leaders reduce 
uncertainty and encourage collective responsibility for organisational success. These findings 
support recent leadership research suggesting that ethical leadership becomes particularly valuable 
during crises because ethical leaders provide moral guidance, reinforce organisational values, and 
strengthen employees' confidence in leadership decisions (Banks et al., 2023; Northouse, 2022). 

An important theoretical contribution of Salameh-Ayanian et al. (2025) is the demonstration 
that ethical leadership influences employee performance indirectly through trust, organisational 
commitment, and perceived fairness rather than through job satisfaction alone. Employees who 
believe their leaders consistently act with integrity and fairness remain motivated to perform 
effectively despite external pressures and emotional strain. Consequently, ethical leadership 
should be regarded not only as a governance approach that promotes ethical conduct but also as a 
strategic capability that enhances organisational resilience, employee well-being, and sustainable 
organisational performance during periods of instability. 

Ethical leadership has also demonstrated significant value within educational settings. Lin et 
al. (2022) found that ethical school leadership strengthens teachers' professional development by 



253 

fostering trust, fairness, and psychological empowerment. Leaders who model ethical behaviour, 
encourage participative decision-making, and treat staff equitably create educational environments 
where teachers develop greater confidence in their professional capabilities and become more 
committed to continuous learning and instructional improvement. These findings suggest that 
leadership exerts a stronger influence on teachers' professional growth than individual 
characteristics alone because ethical organisational cultures encourage collaboration, openness, 
and professional development. 

The positive relationship between ethical leadership and teacher self-efficacy reflects the 
central principles of Ethical Leadership Theory, particularly integrity, fairness, accountability, and 
respect for employees (Brown et al., 2005). Ethical school leaders encourage professional 
reflection, support equitable opportunities for development, and create psychologically safe 
learning environments where teachers are confident in improving instructional practice and student 
outcomes (Lin et al., 2022). As teachers develop stronger confidence in their professional 
competence, they become increasingly willing to engage in collaborative learning, adopt 
innovative teaching practices, and participate in lifelong professional development. 

The mediating role of teacher self-efficacy represents an important theoretical contribution 
because it explains one of the psychological mechanisms through which ethical leadership 
influences professional behaviour. Rather than relying on authority or directive supervision, ethical 
leaders empower teachers by promoting fairness, trust, autonomy, and respect, thereby 
strengthening teachers' beliefs in their own capabilities. This finding is consistent with Social 
Cognitive Theory, which identifies self-efficacy as a key determinant of motivation, persistence, 
and performance (Bandura, 1997). Accordingly, sustainable teacher development depends not 
only on formal professional training but also on ethical leadership practices that cultivate 
confidence, psychological safety, and professional empowerment. 

Overall, the reviewed evidence demonstrates that ethical leadership contributes directly and 
indirectly to employee well-being, trust, organisational commitment, resilience, and professional 
development across multiple organisational contexts. By promoting fairness, integrity, 
accountability, and ethical decision-making, ethical leaders create organisational cultures that 
encourage psychological safety, employee engagement, continuous learning, and sustainable 
organisational performance. These findings reinforce the growing consensus that ethical leadership 
represents a fundamental organisational capability for developing resilient, responsible, and high-
performing organisations capable of responding effectively to contemporary organisational 
challenges (Banks et al., 2023; Northouse, 2022). 

Khan et al. (2020) provide valuable insights into the relationship between leadership, 
employee performance, burnout, social loafing, and intrinsic motivation. Although their study 
focused on transformational leadership, similar mechanisms have been identified within ethical 
leadership research, where leaders' fairness, integrity, and concern for employees foster intrinsic 
motivation and improved work performance (Bedi et al., 2016; Banks et al., 2021). Ethical 
leadership enhances employee performance by creating an environment of trust and moral 



254 

responsibility, encouraging employees to contribute beyond formal job requirements while 
maintaining high ethical standards (Brown & Treviño, 2006). 

A significant contribution of ethical leadership research is the recognition that intrinsic 
motivation serves as a key psychological mechanism through which ethical leaders influence 
employee performance. Ethical leaders create meaningful work environments by modelling ethical 
behaviour, demonstrating fairness, and encouraging employees to align personal values with 
organisational objectives (Kalshoven et al., 2011). Through open communication, ethical 
guidance, and supportive interpersonal relationships, ethical leaders strengthen employees' 
commitment, confidence, and sense of responsibility, thereby increasing work engagement and 
discretionary effort (Eva et al., 2019). 

However, research also indicates that ethical leadership alone cannot eliminate all negative 
workplace outcomes such as burnout and social loafing. While ethical leaders establish supportive 
and psychologically safe work environments, factors including excessive workloads, inadequate 
organisational support, role ambiguity, and work-life imbalance continue to influence employee 
well-being and engagement (Banks et al., 2021; Neves et al., 2023). Consequently, organisations 
seeking to reduce burnout and enhance performance should integrate ethical leadership with 
broader organisational well-being strategies, including employee assistance programmes, mental 
health support, workload management, and organisational justice initiatives. 

Overall, ethical leadership theory demonstrates that leadership effectiveness depends not only 
on influencing employee behaviour but also on strengthening employees' psychological resources 
and fostering ethical organisational cultures (Brown & Treviño, 2006; Northouse, 2022). 
Organisations seeking sustainable improvements in employee performance should therefore invest 
in leadership development programmes that cultivate integrity, fairness, emotional intelligence, 
ethical decision-making, and supportive leader–employee relationships while simultaneously 
addressing organisational factors contributing to employee stress and burnout (Banks et al., 2021). 

The findings of ethical leadership studies highlight the pivotal role of intrinsic motivation in 
enhancing employee performance. Rather than relying on positional authority or external rewards, 
ethical leaders inspire employees by demonstrating honesty, fairness, transparency, and 
accountability (Kalshoven et al., 2011). This leadership approach fosters psychological 
empowerment by creating meaningful work experiences, encouraging ethical decision-making, 
and treating employees with dignity and respect. Consequently, employees develop stronger self-
confidence, greater organisational commitment, and an increased willingness to exceed formal job 
responsibilities while maintaining ethical conduct (Bedi et al., 2016). 

Furthermore, ethical leadership emphasises high levels of relational competence and moral 
awareness, enabling leaders to understand employees' needs, concerns, and workplace challenges. 
Such interpersonal competence strengthens trust, enhances intrinsic motivation, and promotes 
long-term organisational commitment (Brown & Treviño, 2006). Contemporary leadership 
research argues that ethical leadership is fundamentally a people-centred and values-based process 
in which employee empowerment, fairness, and trust drive sustainable organisational performance 



255 

(Banks et al., 2021; Northouse, 2022). Consequently, organisations aiming to improve long-term 
performance should prioritise leadership development programmes that cultivate ethical 
judgement, transparent communication, emotional intelligence, employee empowerment, and 
moral leadership competencies. 

Banks et al. (2021) provide a comprehensive synthesis of contemporary ethical leadership 
research by examining its influence across individual, team, and organisational levels. Their 
review demonstrates that ethical leadership consistently improves employee motivation, job 
satisfaction, organisational commitment, organisational citizenship behaviour, trust in leadership, 
and ethical work behaviour. These findings reinforce the multidimensional nature of ethical 
leadership and illustrate its effectiveness across diverse organisational contexts and industries. 

A significant contribution of the review is its recognition that ethical leadership is not a rigid 
or prescriptive leadership model but rather a context-sensitive approach requiring leaders to adapt 
ethical principles to different organisational situations while maintaining consistency in moral 
conduct (Banks et al., 2021). Ethical leaders encourage employees to question unethical practices, 
make principled decisions, and contribute to organisational integrity while modelling honesty, 
accountability, and fairness. These behaviours strengthen employee well-being, organisational 
commitment, and psychological engagement, thereby creating ethical organisational cultures 
characterised by trust and mutual respect (Kalshoven et al., 2011). 

Importantly, Banks et al. (2021) acknowledge that implementing ethical leadership may be 
challenging within highly bureaucratic or politically influenced organisations where competing 
interests, rigid hierarchies, or unethical organisational norms restrict employee autonomy and 
ethical decision-making. The review therefore highlights the importance of organisational culture, 
ethical climate, governance structures, and contextual factors in determining leadership 
effectiveness. This perspective aligns with contemporary leadership scholarship, which argues that 
ethical leadership is contingent upon organisational context, institutional support, and ethical 
infrastructure rather than producing identical outcomes across all settings (Brown & Treviño, 
2006; Northouse, 2022). Consequently, leadership development initiatives should incorporate 
ethical reasoning, organisational ethics, cultural competence, and governance awareness alongside 
traditional leadership competencies. 

Recent scholarship has increasingly examined ethical leadership within developing 
economies, recognising its importance in strengthening organisational integrity, employee 
commitment, and sustainable organisational performance in contexts characterised by institutional 
instability, resource constraints, and governance challenges (Banks et al., 2021; Northouse, 2022). 
Rather than viewing ethical leadership solely as an interpersonal leadership style, contemporary 
researchers conceptualise it as a strategic organisational capability that promotes ethical decision-
making, accountability, fairness, and responsible governance (Brown & Treviño, 2006). Through 
ethical role modelling, transparent communication, and principled decision-making, ethical 
leaders cultivate organisational cultures founded on trust, justice, and employee empowerment, 
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enabling organisations to respond effectively to environmental uncertainty while maintaining high 
ethical standards (Kalshoven et al., 2011). 

Ethical leadership has become particularly relevant within developing countries where 
organisations often operate in environments characterised by weak institutional frameworks, 
corruption risks, limited resources, and socio-economic uncertainty (Mendonca & Kanungo, 
2020). In such contexts, ethical leaders strengthen organisational resilience by promoting fairness, 
accountability, and stakeholder trust while encouraging employees to participate actively in 
organisational decision-making. These leadership behaviours enhance employee commitment, 
organisational citizenship behaviour (OCB), and long-term organisational sustainability, thereby 
enabling organisations to navigate institutional challenges while maintaining organisational 
legitimacy (Banks et al., 2021). 

An important contribution of recent ethical leadership research is its emphasis on leadership's 
strategic role in organisational governance and policy implementation. Ethical leaders are 
increasingly viewed as architects of ethical organisational cultures who align institutional 
strategies with moral values, organisational integrity, and stakeholder expectations (Brown & 
Treviño, 2006). This systems-oriented perspective extends traditional leadership theory by 
demonstrating that ethical leadership influences not only employee behaviour but also 
organisational structures, governance mechanisms, strategic planning, and long-term institutional 
sustainability. Consequently, leadership development programmes should integrate ethical 
reasoning, corporate governance, stakeholder management, and contextual awareness to 
strengthen leadership capacity, particularly within developing economies where ethical leadership 
remains essential for institutional development and public trust (Northouse, 2022). 

Evidence from public-sector organisations further demonstrates that ethical leadership 
significantly contributes to organisational performance, employee motivation, and service 
delivery. Ethical leaders strengthen organisational effectiveness by modelling integrity, ensuring 
procedural fairness, promoting transparency, and fostering collaborative workplace cultures 
characterised by trust and accountability (Bedi et al., 2016). Such leadership behaviours enhance 
employee engagement, organisational commitment, and public confidence while reducing 
unethical workplace behaviours and improving organisational citizenship behaviour. These 
findings are particularly relevant in post-conflict and developing contexts where effective 
governance depends heavily on ethical leadership and responsible public administration (Banks et 
al., 2021). 

Moreover, ethical leadership research highlights the contextual nature of leadership 
effectiveness. Leaders operating within highly bureaucratic and resource-constrained 
environments must adapt ethical leadership behaviours to institutional realities while maintaining 
consistency in moral principles and ethical decision-making (Brown & Treviño, 2006). Rather 
than relying on positional authority or formal controls alone, ethical leaders cultivate trust, 
encourage employee participation, and promote shared accountability through transparent and 
inclusive leadership practices. This evidence reinforces the growing consensus that ethical 
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leadership represents an effective governance strategy for strengthening organisational resilience, 
employee engagement, and public-sector effectiveness, particularly within developing countries 
facing complex institutional and developmental challenges (Northouse, 2022; Banks et al., 2021). 

Recent studies also demonstrate that ethical leadership significantly enhances employee 
motivation and organisational performance by fostering fairness, respect, and meaningful 
employee participation. Ethical leaders communicate clear organisational values, encourage open 
dialogue, and create psychologically safe environments in which employees feel respected, valued, 
and fairly treated (Kalshoven et al., 2011). These leadership behaviours strengthen employees' 
intrinsic motivation and organisational commitment, leading to improved job performance and 
greater willingness to contribute beyond formal role requirements. Such findings support social 
learning theory, which suggests that employees model the ethical behaviours demonstrated by their 
leaders, thereby reinforcing ethical conduct throughout the organisation (Brown & Treviño, 2006). 

Research further indicates that different dimensions of ethical leadership influence 
organisational outcomes in distinct ways. Fairness and integrity primarily strengthen employee 
trust and organisational commitment, while ethical guidance and accountability improve decision-
making quality, organisational citizenship behaviour, and ethical performance (Bedi et al., 2016). 
This multidimensional perspective provides a more comprehensive understanding of ethical 
leadership by demonstrating that leadership effectiveness depends upon the interaction between 
ethical role modelling, organisational context, employee expectations, and governance structures. 
Consequently, leadership development programmes should combine ethical leadership 
competencies with contextual awareness, recognising that effective leadership requires adaptation 
to organisational and cultural realities rather than the universal application of standard leadership 
behaviours (Banks et al., 2021). 

Systematic reviews of ethical leadership consistently conclude that ethical leadership 
positively influences organisational performance across diverse organisational settings and 
national cultures. Evidence demonstrates that ethical leadership enhances employee engagement, 
organisational commitment, innovation, ethical decision-making, stakeholder trust, and strategic 
alignment while reducing counterproductive work behaviours and unethical conduct (Bedi et al., 
2016; Banks et al., 2021). Beyond improving interpersonal relationships, ethical leadership shapes 
organisational culture by promoting justice, transparency, accountability, and continuous 
organisational learning. Consequently, ethical leadership is increasingly conceptualised not merely 
as a leadership style but as a strategic organisational capability that strengthens long-term 
organisational resilience, governance effectiveness, and sustainable performance. 

A particularly valuable contribution of contemporary ethical leadership research is the 
recognition that its positive effects remain evident across different organisational sectors and 
cultural environments. Although ethical leadership behaviours may require adaptation to local 
institutional and cultural contexts, the underlying principles of integrity, fairness, respect, 
accountability, and responsible decision-making remain universally associated with positive 
organisational outcomes (Brown & Treviño, 2006; Banks et al., 2021). This growing body of 
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evidence suggests that organisations should invest in ethical leadership development programmes 
as a strategic mechanism for strengthening organisational trust, employee engagement, ethical 
governance, innovation, and sustainable organisational performance. 

Recent ethical leadership research has increasingly examined the relationship between ethical 
leadership and organisational change capability, highlighting employee trust as a critical 
mechanism through which leaders facilitate successful organisational transformation (Bedi et al., 
2016; Banks et al., 2021). Unlike leadership approaches that rely primarily on formal authority, 
ethical leadership promotes organisational change by fostering trust, fairness, transparency, and 
integrity in leader–employee relationships. Employees who perceive their leaders as ethical and 
trustworthy are more willing to embrace organisational change, support innovation, and contribute 
to continuous organisational improvement because they have confidence that change initiatives 
are implemented fairly and in the best interests of all stakeholders (Brown & Treviño, 2006; 
Northouse, 2022). 

Recent studies distinguish between different forms of organisational trust, demonstrating that 
affective trust, characterised by openness, honesty, ethical communication, and interpersonal 
respect, exerts a stronger influence on organisational change than trust based solely on professional 
competence or contractual obligations (Banks et al., 2021). Ethical leaders cultivate disclosure-
based trust by demonstrating consistency between words and actions, encouraging transparent 
communication, and involving employees in ethical decision-making. Such behaviours strengthen 
employees' psychological safety, organisational commitment, and willingness to participate 
actively in organisational transformation initiatives. These findings reinforce ethical leadership 
theory by highlighting that successful organisational change depends upon fairness, mutual 
respect, and high-quality leader–employee relationships rather than hierarchical authority alone 
(Brown & Treviño, 2006). 

Ethical leadership has proven particularly valuable within small and medium-sized enterprises 
(SMEs), where limited resources and rapidly changing competitive environments require strong 
interpersonal relationships and high levels of organisational trust (Banks et al., 2021). In these 
settings, ethical leadership enables organisations to maintain employee confidence during periods 
of uncertainty by promoting transparency, accountability, and inclusive decision-making. 
Consequently, trust should be regarded not merely as an outcome of ethical leadership but as a 
strategic organisational resource that enhances organisational adaptability, change capability, and 
long-term resilience (Northouse, 2022). 

Research conducted in emerging economies further demonstrates that ethical leadership 
positively influences employee performance, organisational innovation, and employee well-being 
by creating ethical work environments characterised by fairness, respect, and psychological safety 
(Bedi et al., 2016). Ethical leaders encourage employees to approach organisational challenges 
with confidence by providing moral guidance, recognising individual contributions, and promoting 
responsible decision-making. Rather than responding passively to workplace pressures, employees 
working under ethical leaders become more resilient, proactive, and committed to continuous 
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organisational improvement. These findings suggest that ethical leadership strengthens employee 
performance by creating environments where ethical conduct and organisational success reinforce 
one another. 

A particularly important contribution of ethical leadership research is its emphasis on fairness, 
ethical communication, and employee involvement as drivers of organisational innovation. Ethical 
leaders encourage employees to express new ideas without fear of retaliation, thereby creating 
psychologically safe workplaces where experimentation, collaboration, and knowledge sharing 
become integral aspects of organisational culture (Kalshoven et al., 2011). Such environments 
foster creativity while ensuring that innovation remains aligned with organisational values and 
ethical standards. This is especially valuable for organisations operating in highly competitive and 
uncertain environments, where sustainable innovation depends not only on technical capability but 
also on employee trust and ethical governance. 

Furthermore, ethical leadership positively influences employees' psychological responses to 
workplace stress by promoting justice, supportive supervision, and ethical treatment (Neves et al., 
2023). Employees who perceive organisational decisions as fair and transparent experience lower 
levels of uncertainty, emotional exhaustion, and psychological withdrawal while demonstrating 
stronger organisational commitment and resilience. Ethical leaders encourage employees to 
interpret workplace challenges as opportunities for professional development by providing 
guidance, support, and ethical role modelling. These findings indicate that ethical leadership 
enhances not only employee performance but also employees' emotional and cognitive capacity to 
respond constructively to organisational change and workplace adversity. 

Collectively, contemporary research reinforces the proposition that ethical leadership 
functions as a strategic driver of organisational trust, employee well-being, organisational 
innovation, and sustainable organisational performance. By promoting fairness, integrity, 
accountability, and transparent communication, ethical leaders establish organisational cultures 
characterised by high trust, psychological safety, and responsible decision-making. Consequently, 
ethical leadership should be regarded not merely as a moral obligation but as a strategic 
organisational capability that enables organisations to navigate uncertainty, implement 
organisational change successfully, and sustain long-term organisational effectiveness (Banks et 
al., 2021; Northouse, 2022). 

13.4 Conclusion 

Ethical leadership, characterised by integrity, fairness, accountability, transparency, and 
concern for the well-being of employees and stakeholders, has consistently demonstrated its 
capacity to improve employee performance, organisational trust, ethical behaviour, innovation, 
resilience, and psychological well-being across diverse organisational contexts. The literature 
reviewed indicates that ethical leadership is not merely an effective leadership style but a strategic 
organisational capability that enables organisations to strengthen ethical cultures, navigate 
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uncertainty, foster sustainable growth, and maintain long-term organisational legitimacy and 
competitiveness. 

A consistent finding across the reviewed studies is the positive relationship between ethical 
leadership and employee performance, motivation, and organisational commitment. Ethical 
leaders’ model appropriate moral conduct, make fair and transparent decisions, and align 
organisational values with employees' personal values, thereby enhancing trust, engagement, and 
discretionary effort. Rather than relying solely on authority or external rewards, ethical leaders 
cultivate intrinsic motivation, psychological safety, and organisational identification through 
honesty, respect, and accountability, leading to sustained improvements in employee productivity, 
service quality, and organisational citizenship behaviour. This pattern is consistently evident 
across sectors including healthcare, education, hospitality, manufacturing, financial services, and 
public administration. 

The review also demonstrates that ethical leadership plays a critical role in organisational 
adaptability and change management. In increasingly volatile and uncertain environments, ethical 
leaders foster trust, fairness, and open communication, enabling employees to embrace 
organisational change rather than resist it. Trust emerged as a particularly important mediating 
mechanism linking ethical leadership with organisational change capability, suggesting that 
leadership effectiveness depends not only on strategic direction but also on the quality of ethical 
leader–follower relationships. Similarly, evidence from educational settings indicates that ethical 
leadership enhances teachers' professional confidence, collaboration, and continuous professional 
development, thereby strengthening organisational learning and long-term institutional capability. 

Innovation and responsible decision-making emerged as another dominant theme within the 
reviewed literature. Studies consistently demonstrate that ethical leaders encourage employees to 
express ideas, question unethical practices, and participate actively in organisational problem-
solving within psychologically safe environments. By promoting openness, fairness, and ethical 
dialogue, ethical leadership creates conditions in which innovation is pursued responsibly and 
aligned with organisational values rather than solely with financial objectives. These findings 
reinforce theoretical arguments that ethical leadership embeds innovation within an organisational 
culture founded on trust, accountability, and shared moral responsibility. 

The literature further demonstrates that ethical leadership contributes significantly to 
employee psychological well-being and organisational resilience. Leaders who demonstrate 
empathy, fairness, respect, and concern for employees create healthier work environments 
characterised by higher job satisfaction, stronger organisational commitment, reduced emotional 
exhaustion, and improved psychological well-being. However, evidence also indicates that these 
outcomes are influenced by contextual factors such as organisational justice, psychological safety, 
social capital, and organisational support, suggesting that ethical leadership operates most 
effectively within organisations that reinforce ethical values through supportive policies and 
governance systems. 
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Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of ethical leadership. Studies conducted across Asia, Europe, 
Africa, the Middle East, and North America consistently demonstrate that ethical leadership 
behaviours are associated with positive employee attitudes and organisational outcomes despite 
differences in national culture and institutional environments. This suggests that ethical leadership 
addresses universal psychological needs for fairness, trust, respect, accountability, and belonging, 
making it particularly relevant for multinational organisations operating in culturally diverse 
environments while allowing sufficient flexibility for adaptation to local cultural expectations. 

The review also highlights the strategic importance of ethical leadership within public-sector 
organisations and developing economies. Evidence from organisations operating in Africa, Asia, 
and other emerging economies demonstrates that ethical leadership improves employee 
motivation, organisational commitment, ethical decision-making, innovation, and public service 
delivery despite institutional constraints and limited resources. These findings reinforce the 
argument that ethical leadership is particularly valuable where organisations face governance 
challenges, institutional uncertainty, corruption risks, and increasing demands for accountability, 
transparency, and public trust. 

Furthermore, the literature indicates that ethical leadership contributes directly to 
organisational sustainability by integrating economic, social, environmental, and governance 
(ESG) principles into leadership practice. Ethical leaders promote responsible organisational 
behaviour by encouraging environmental stewardship, social responsibility, stakeholder 
engagement, and ethical decision-making throughout the organisation (Brown & Treviño, 2006). 
Similarly, ethical leadership strengthens institutional sustainability through transparent 
governance, strategic planning, organisational learning, and long-term capability development 
within higher education institutions and other knowledge-intensive organisations. These findings 
position ethical leadership as an essential mechanism for achieving organisational resilience while 
contributing to corporate sustainability agendas and the United Nations Sustainable Development 
Goals. 

Overall, the evidence reviewed confirms that ethical leadership remains one of the most 
influential and empirically supported leadership theories in contemporary organisational research. 
Its positive effects extend beyond improving employee performance to strengthening 
organisational trust, innovation, resilience, ethical culture, sustainability, and long-term 
organisational competitiveness across multiple sectors and cultural contexts. Although contextual 
variables such as organisational justice, psychological safety, trust, governance structures, and 
institutional culture influence leadership effectiveness, the overall evidence consistently supports 
ethical leadership as a strategic organisational capability rather than merely a leadership style. 

Accordingly, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate ethical leadership competencies, including 
integrity, fairness, emotional intelligence, ethical decision-making, transparent communication, 
accountability, stakeholder management, and responsible governance. As workplaces continue to 
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experience technological disruption, global competition, environmental challenges, and increasing 
stakeholder expectations, ethical leadership will remain an essential organisational capability for 
promoting resilience, continuous improvement, responsible governance, and sustainable 
organisational success. 
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Chapter 14: 
COACHING LEADERSHIP 

14.1 Introduction 

This chapter presents a critical review and synthesis of twenty peer-reviewed empirical and 
theoretical studies examining the concept and application of coaching leadership across diverse 
organisational contexts. The review provides a comprehensive evaluation of the existing body of 
knowledge by integrating classical leadership theories with recent empirical evidence to explain 
how coaching leadership influences organisational performance, employee development, learning, 
engagement, innovation, and organisational change. As organisations increasingly operate within 
complex, knowledge-driven, and rapidly changing environments, coaching leadership has 
emerged as one of the most effective leadership approaches because of its emphasis on employee 
development, continuous learning, empowerment, collaboration, and long-term organisational 
capability (Northouse, 2022; Ellinger et al., 2023). 

The chapter begins by critically examining the theoretical foundations of coaching leadership, 
tracing its development from executive coaching and humanistic management theories to its 
application as a contemporary leadership approach. Whitmore (2017) conceptualised coaching as 
a developmental process that enables individuals to maximise their potential through self-
awareness, questioning, and guided learning rather than directive supervision. Building on this 
perspective, coaching leadership has evolved into a leadership style in which leaders facilitate 
employee growth by providing regular feedback, mentoring, developmental support, and 
opportunities for reflective learning (Ellinger et al., 2023). These developmental principles provide 
the conceptual framework for evaluating the selected studies throughout this chapter. 

The reviewed literature consistently demonstrates that coaching leadership contributes 
significantly to employee engagement, organisational commitment, job satisfaction, learning, 
knowledge sharing, innovation, and overall organisational effectiveness (Kim & Kuo, 2023; Jones 
et al., 2022). By encouraging employees to develop their capabilities, solve problems 
independently, and participate actively in organisational decision-making, coaching leaders foster 
psychological empowerment, trust, and continuous professional development. Consequently, 
coaching leadership has become particularly valuable in organisational environments 
characterised by rapid technological advancement, workforce diversity, and continuous 
organisational change (Hagen & Peterson, 2021; Northouse, 2022). 

The studies reviewed encompass a broad range of organisational settings, including 
healthcare, education, public administration, hospitality, manufacturing, financial services, 
multinational corporations, and small and medium-sized enterprises (SMEs). Examining coaching 
leadership across these diverse sectors provides a comprehensive understanding of how coaching 
behaviours are implemented within different organisational, institutional, and cultural contexts. 
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Although the core principles of coaching leadership remain consistent, evidence suggests that 
leadership effectiveness is influenced by organisational culture, employee readiness, managerial 
competence, and contextual factors that shape developmental relationships (Ellinger et al., 2023). 

In addition to examining the direct effects of coaching leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
coaching leadership influences organisational outcomes. The reviewed studies identify 
psychological empowerment, self-efficacy, employee engagement, psychological safety, trust, 
learning orientation, emotional intelligence, and organisational support as important mechanisms 
through which coaching leadership enhances employee performance and organisational 
effectiveness (Kim & Kuo, 2023; Jones et al., 2022; Ryan & Deci, 2020). Understanding these 
underlying mechanisms provides a more comprehensive explanation of why coaching leadership 
produces different outcomes across organisations and highlights the contextual conditions 
necessary for its successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of coaching leadership by 
comparing findings from studies conducted across Europe, Asia, North America, Africa, and 
Australia. Although coaching leadership has been widely recognised as an effective developmental 
leadership approach, cultural values, organisational norms, and institutional arrangements 
influence how coaching behaviours are interpreted and enacted. For example, coaching practices 
that encourage employee autonomy and shared decision-making in low power-distance cultures 
may require adaptation within organisations characterised by hierarchical structures or collectivist 
cultural values (Ellinger et al., 2023; Northouse, 2022). Consequently, the review acknowledges 
the importance of contextualising coaching leadership practices to maximise their effectiveness 
across different organisational and national settings. 

A critical objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the coaching leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding coaching leadership outcomes while highlighting areas where 
further research remains necessary. Particular attention is given to emerging issues such as digital 
coaching, virtual leadership, employee well-being, organisational resilience, continuous learning, 
and sustainable organisational performance, all of which have become increasingly important 
within contemporary leadership research (Jones et al., 2022; Ellinger et al., 2023). 

Overall, this chapter demonstrates that coaching leadership has become one of the most 
influential and empirically supported developmental leadership approaches within organisational 
studies. Its emphasis on employee development, continuous learning, empowerment, 
collaboration, and organisational capability makes it particularly relevant for organisations 
operating in increasingly complex, knowledge-intensive, and rapidly evolving environments. The 
insights generated from this literature review provide the theoretical and empirical foundation for 
the subsequent chapters by informing the discussion, interpretation, and application of the present 
study's findings. Furthermore, the review contributes to a deeper understanding of how coaching 
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leadership can be integrated into leadership development programmes, organisational policies, 
talent management strategies, and human resource practices to promote sustainable organisational 
success. 

14.2 Overview of Coaching Leadership 

Coaching leadership has emerged as one of the most effective contemporary leadership 
approaches because of its emphasis on developing employees' capabilities, enhancing 
performance, and fostering continuous learning within organisations. Unlike traditional directive 
leadership styles that rely on supervision and control, coaching leadership focuses on empowering 
employees through guidance, feedback, mentoring, and collaborative problem-solving (Northouse, 
2022; Ellinger et al., 2023). Rather than merely directing employees to achieve organisational 
objectives, coaching leaders facilitate personal and professional growth by encouraging self-
reflection, autonomy, and continuous improvement. This developmental approach has become 
increasingly important in modern organisations characterised by rapid technological change, 
knowledge-intensive work, and continuous organisational transformation (Hagen & Peterson, 
2021). 

The concept of coaching leadership has evolved from executive coaching and developmental 
psychology into a comprehensive leadership approach centred on unlocking employees' potential 
and improving organisational effectiveness. Whitmore (2017) conceptualised coaching as a 
process that helps individuals maximise their own performance through questioning, reflection, 
and self-directed learning rather than instruction. Building on this perspective, coaching leadership 
encourages leaders to act as facilitators of learning by providing constructive feedback, promoting 
accountability, and supporting employees in identifying solutions to workplace challenges 
(Northouse, 2022). Consequently, coaching leadership has gained considerable attention as 
organisations increasingly recognise that sustainable competitive advantage depends upon 
developing human capital rather than simply managing performance. 

Coaching leadership is defined as a leadership style in which leaders facilitate employees' 
learning, development, and performance through regular communication, mentoring, constructive 
feedback, and empowerment (Ellinger et al., 2023). Rather than exercising authority through 
command-and-control practices, coaching leaders establish trusting relationships that encourage 
employees to develop confidence, improve problem-solving abilities, and assume greater 
responsibility for their own performance. This approach aligns closely with self-determination 
theory, which suggests that employees are more motivated and engaged when their needs for 
autonomy, competence, and relatedness are satisfied (Ryan & Deci, 2020). As a result, coaching 
leadership promotes intrinsic motivation, employee engagement, and organisational commitment 
while strengthening long-term organisational capability. 

Recent empirical research consistently demonstrates that coaching leadership positively 
influences employee engagement, job performance, learning, and organisational commitment. 
Kim and Kuo (2023) found that coaching leadership significantly enhances employee engagement 
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by creating supportive leader–employee relationships characterised by trust, continuous feedback, 
and developmental support. Similarly, Ellinger et al. (2023) reported that coaching-oriented 
leaders improve employees' confidence, problem-solving skills, and work performance by 
encouraging continuous learning and reflective practice. These findings support social exchange 
theory, which proposes that employees reciprocate developmental leadership behaviours with 
increased commitment, citizenship behaviour, and higher levels of performance (Cropanzano et 
al., 2017). 

Employee learning and capability development represent central outcomes of coaching 
leadership. By encouraging employees to reflect on experiences, identify strengths and 
weaknesses, and develop practical solutions, coaching leaders create learning-oriented 
organisational cultures that promote adaptability and innovation. Hagen and Peterson (2021) found 
that coaching leadership strengthens employees' self-efficacy, resilience, and willingness to 
embrace organisational change by fostering continuous professional development. Likewise, Jones 
et al. (2022) demonstrated that coaching leadership enhances knowledge sharing and collaborative 
learning, thereby improving organisational adaptability and long-term performance. These 
findings indicate that coaching leadership contributes not only to individual development but also 
to organisational learning capability. 

Another important outcome of coaching leadership is employee well-being and psychological 
safety. Coaching leaders build trusting relationships through active listening, empathy, 
constructive feedback, and personalised support, enabling employees to express concerns, 
experiment with new ideas, and learn from mistakes without fear of negative consequences 
(Edmondson, 2019). Research by Kim and Kuo (2023) suggests that coaching leadership 
significantly reduces workplace stress while improving job satisfaction and employee resilience. 
Employees who perceive their leaders as supportive coaches demonstrate greater confidence, 
higher organisational commitment, and stronger psychological well-being than those managed 
through directive leadership approaches. 

The effectiveness of coaching leadership is also evident during periods of organisational 
change and uncertainty. Organisations experiencing technological disruption, restructuring, or 
strategic transformation require leaders capable of supporting employees through continuous 
learning and adaptation. Hagen and Peterson (2021) argue that coaching leadership facilitates 
organisational change by helping employees develop problem-solving skills, adaptability, and 
confidence in managing uncertainty. Rather than imposing change through authority, coaching 
leaders encourage participation, reflection, and shared responsibility, thereby reducing resistance 
to change while strengthening organisational resilience. 

Contextual and cultural factors influence the effectiveness of coaching leadership. 
Organisational cultures characterised by openness, trust, learning, and collaboration provide 
favourable conditions for coaching leadership to flourish. Conversely, highly bureaucratic 
organisations with rigid hierarchies and limited employee autonomy may constrain coaching 
behaviours and reduce their effectiveness (Northouse, 2022). Nevertheless, recent international 
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studies indicate that coaching leadership produces positive outcomes across diverse organisational 
and cultural settings when leaders adapt their coaching approaches to employees' developmental 
needs and cultural expectations (Ellinger et al., 2023; Kim & Kuo, 2023). 

Within the healthcare sector, coaching leadership has demonstrated considerable benefits for 
employee development and patient care. Cummings et al. (2021) found that coaching-oriented 
nurse leaders improve staff competence, professional confidence, collaboration, and quality of 
patient care by fostering continuous learning and supportive workplace relationships. Similarly, 
healthcare professionals working under coaching leaders report higher levels of job satisfaction, 
lower burnout, and greater commitment to evidence-based practice, highlighting coaching 
leadership's contribution to workforce sustainability and service quality (Cummings et al., 2021). 

Beyond improving organisational performance, coaching leadership has increasingly been 
associated with innovation and sustainable organisational development. Leaders who encourage 
questioning, experimentation, and reflective learning create organisational environments where 
employees feel empowered to develop creative solutions and continuously improve work 
processes (Jones et al., 2022). This developmental orientation strengthens organisational agility 
and innovation capability while supporting long-term organisational sustainability. 

Empirical evidence across different regions further demonstrates the broad applicability of 
coaching leadership. Studies conducted in Europe, Asia, North America, and Africa consistently 
report positive relationships between coaching leadership, employee engagement, organisational 
commitment, knowledge sharing, and performance (Ellinger et al., 2023; Kim & Kuo, 2023; 
Hagen & Peterson, 2021). These findings suggest that although coaching practices may require 
adaptation to local organisational cultures, the fundamental principles of employee development, 
trust, empowerment, and continuous learning remain universally relevant. 

Despite its numerous advantages, coaching leadership is not without challenges. Effective 
coaching leaders require advanced interpersonal skills, emotional intelligence, active listening, 
communication competence, and the ability to provide constructive developmental feedback. 
Coaching leadership also demands considerable time and organisational commitment, making 
implementation more difficult in highly pressurised or resource-constrained environments 
(Northouse, 2022). Nevertheless, the growing body of empirical evidence consistently 
demonstrates that coaching leadership enhances employee capability, organisational learning, 
innovation, engagement, well-being, and sustainable organisational performance. Its emphasis on 
continuous development, empowerment, trust, and collaborative learning makes coaching 
leadership one of the most appropriate leadership approaches for organisations operating in today's 
complex, knowledge-driven, and rapidly changing environment. 

14.3 Coaching Leadership 

Coaching leadership has gained increasing attention within contemporary organisational 
research because of its capacity to develop employees' skills, enhance resilience, improve 
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performance, and foster innovation through continuous learning and supportive leader–employee 
relationships (Northouse, 2022; Ellinger et al., 2023). Unlike directive leadership approaches, 
coaching leaders focus on facilitating employee growth by providing constructive feedback, 
encouraging self-reflection, asking developmental questions, and empowering employees to 
identify solutions independently. Recent empirical evidence demonstrates that coaching leadership 
influences organisational outcomes not only through direct performance enhancement but also 
through psychological mechanisms such as trust, learning orientation, psychological 
empowerment, and organisational commitment. 

Ellinger et al. (2023) provide compelling evidence of the relationship between coaching 
leadership and employees' innovative behaviour by examining the mediating role of learning 
orientation and the moderating influence of organisational support for development. Their findings 
suggest that coaching leadership promotes innovation by fostering a continuous learning culture 
in which employees are encouraged to experiment, reflect on experiences, and develop new 
competencies. Rather than directing employees through formal authority, coaching leaders 
encourage individuals to take ownership of their development, strengthening both confidence and 
commitment to organisational improvement (Ellinger et al., 2023). 

The study further demonstrates that learning orientation functions as a critical psychological 
mechanism through which coaching leadership enhances innovative behaviour. Employees who 
receive developmental feedback and coaching support are more likely to embrace organisational 
change, generate creative solutions, and contribute proactively to organisational objectives. These 
findings reinforce self-determination theory, which proposes that supportive leadership 
strengthens intrinsic motivation by satisfying employees' needs for competence, autonomy, and 
relatedness (Deci & Ryan, 2000; Ellinger et al., 2023). Furthermore, organisations that actively 
support employee learning amplify the positive effects of coaching leadership, highlighting that 
leadership effectiveness depends upon both leader behaviours and supportive organisational 
systems. 

Similarly, Hagen and Peterson (2022) provide important insights into the psychological 
mechanisms through which coaching leadership improves employee performance and innovation. 
Their study identifies psychological empowerment, self-efficacy, and resilience as significant 
mediators linking coaching leadership with enhanced work performance. Rather than simply 
improving behavioural outcomes, coaching leaders strengthen employees' internal psychological 
resources by encouraging reflection, recognising individual achievements, and facilitating 
problem-solving. These findings align with social cognitive theory, which identifies self-efficacy 
as a critical determinant of motivation, persistence, and performance (Bandura, 1997; Hagen & 
Peterson, 2022). 

The authors further demonstrate that coaching leadership enhances employees' confidence in 
managing complex workplace challenges, increasing their willingness to adopt innovative 
practices and collaborate effectively with colleagues. By promoting open dialogue, developmental 
feedback, and continuous learning, coaching leaders cultivate resilient employees who remain 
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engaged despite organisational uncertainty. These findings suggest that coaching leadership is 
particularly valuable in knowledge-intensive organisations where adaptability and continuous 
professional development are essential for sustained organisational success (Hagen & Peterson, 
2022). 

Yu and Xiang (2025) extend coaching leadership research by examining organisational 
resilience as a mechanism through which developmental leadership practices enhance team 
innovation. Their findings indicate that coaching-oriented leaders strengthen organisational 
resilience by creating psychologically safe environments where employees feel comfortable 
sharing ideas, learning from mistakes, and adapting to changing organisational demands. Rather 
than focusing solely on performance outcomes, coaching leadership develops the organisational 
capabilities necessary to sustain innovation during periods of uncertainty. 

The concept of organisational resilience closely aligns with coaching leadership principles. 
Coaching leaders encourage reflective learning, collaborative problem-solving, and continuous 
capability development while supporting employees through organisational challenges. By 
framing setbacks as opportunities for learning rather than failure, coaching leaders strengthen 
employees' resilience and willingness to innovate despite environmental uncertainty (Northouse, 
2022; Yu & Xiang, 2025). These findings are particularly relevant in contemporary organisations 
where rapid technological change and market volatility require continuous adaptation. 

Yu and Xiang (2025) further demonstrate that environmental uncertainty strengthens the 
positive relationship between coaching leadership and organisational innovation. During periods 
of disruption, employees increasingly rely on supportive leaders who provide guidance, encourage 
learning, and maintain confidence. Coaching leadership therefore becomes especially valuable 
because it reduces uncertainty through open communication, developmental support, and 
collaborative decision-making. These findings reinforce contemporary leadership scholarship 
suggesting that coaching leadership contributes to sustainable organisational performance by 
simultaneously strengthening employee capability, organisational resilience, and innovation 
(Ellinger et al., 2023). 

Collectively, the studies reviewed demonstrate the multidimensional nature of coaching 
leadership. Coaching leadership enhances organisational innovation through interconnected 
psychological, behavioural, and organisational mechanisms, including learning orientation, 
psychological empowerment, self-efficacy, resilience, and organisational support. These findings 
extend coaching leadership theory beyond traditional leader–follower interactions by illustrating 
how coaching leaders cultivate learning cultures, strengthen employees' psychological resources, 
and develop adaptive organisational capabilities. Consequently, coaching leadership should be 
regarded not merely as a developmental leadership style but as a strategic organisational capability 
that supports innovation, resilience, employee growth, and sustainable organisational performance 
in increasingly complex organisational environments. 

Overall, recent evidence confirms that coaching leadership contributes significantly to 
employee development, innovation, organisational learning, and long-term organisational 
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effectiveness. Organisations seeking sustainable competitive advantage should therefore invest in 
leadership development programmes that strengthen coaching competencies, including active 
listening, constructive feedback, emotional intelligence, mentoring, reflective questioning, and 
employee empowerment. As organisations continue to face increasing uncertainty and 
technological disruption, coaching leadership will remain a critical capability for fostering 
resilient, adaptable, and high-performing workforces. 

Recent research demonstrates that coaching leadership is increasingly recognised as an 
effective leadership approach within healthcare organisations because of its ability to enhance 
employee development, workforce engagement, service quality, and organisational sustainability. 
Tsapnidou et al. (2024) provide a comprehensive systematic review of leadership in healthcare, 
highlighting that developmental and coaching-oriented leadership practices significantly improve 
workforce retention, employee engagement, quality of patient care, and organisational resilience. 
Given the increasing complexity of healthcare systems, the authors argue that coaching leadership 
provides an effective framework for addressing workforce shortages, strengthening professional 
development, and promoting evidence-based practice through continuous learning and supportive 
leader–employee relationships (Tsapnidou et al., 2024). 

The review identifies two interconnected dimensions through which coaching leadership 
enhances healthcare performance: employee development and healthcare service delivery. 
Coaching leaders support employees by providing constructive feedback, facilitating reflective 
learning, encouraging problem-solving, and creating opportunities for professional growth. These 
developmental behaviours foster higher levels of job satisfaction, organisational commitment, 
employee engagement, and clinical competence (Tsapnidou et al., 2024). These findings are 
consistent with contemporary coaching leadership research, which suggests that employees 
become more motivated and committed when leaders prioritise individual development, learning, 
and psychological support (Ellinger et al., 2023; Northouse, 2022). 

Furthermore, coaching leadership contributes to organisational resilience by promoting 
continuous learning, mentoring, coaching conversations, and capability development among 
healthcare professionals. Through developmental dialogue and personalised guidance, coaching 
leaders encourage evidence-based decision-making, collaborative learning, and continuous quality 
improvement. Such leadership behaviours enable healthcare organisations to respond effectively 
to changing patient needs, technological advances, and organisational challenges while 
maintaining high standards of patient care (Tsapnidou et al., 2024). Consequently, coaching 
leadership enhances both employee well-being and organisational effectiveness by strengthening 
workforce capability and creating sustainable learning cultures. 

A significant contribution of Tsapnidou et al. (2024) is the recognition that leadership should 
be viewed as a long-term investment in organisational capability rather than simply a means of 
achieving short-term operational objectives. Coaching leadership develops future organisational 
capacity by investing in employee learning, mentoring, reflective practice, and continuous 
professional development. By embedding organisational values such as collaboration, 



271 

accountability, empathy, and lifelong learning, coaching leaders cultivate sustainable 
organisational cultures that support both employee well-being and high-quality patient care 
(Northouse, 2022). Their review therefore reinforces the view that coaching leaders function not 
only as operational managers but also as facilitators of organisational learning, innovation, and 
sustainable healthcare improvement. 

Ren, Li, and Mavros (2024) extend leadership research by examining environmentally 
focused leadership behaviours and their influence on employees' pro-environmental behaviour. 
Although their study examines environmentally specific transformational leadership, many of its 
underlying principles align closely with coaching leadership because both approaches emphasise 
employee learning, value development, and behavioural change through supportive leader–
employee interactions. The authors demonstrate that leaders who coach employees to understand 
environmental responsibilities, encourage critical reflection, and support sustainable decision-
making strengthen employees' environmental commitment and promote organisational 
sustainability (Ren et al., 2024). 

The study suggests that coaching leaders move beyond enforcing environmental compliance 
by helping employees internalise environmental values through developmental conversations, 
shared learning, and continuous feedback. Rather than directing employees to follow 
environmental policies, coaching leaders encourage individuals to understand the broader purpose 
of sustainability initiatives and identify opportunities to contribute proactively. This 
developmental approach strengthens organisational culture by aligning individual learning with 
organisational sustainability objectives (Ren et al., 2024). 

Ren et al. (2024) further identify environmental awareness as an important psychological 
mechanism linking leadership with employees' pro-environmental behaviour. Coaching leaders 
stimulate critical thinking, encourage reflective learning, and support employees in developing 
practical solutions to environmental challenges. Through coaching conversations and personalised 
support, employees become more engaged in sustainable organisational practices because they 
understand both the organisational purpose and their own role in achieving environmental goals. 

Importantly, the study also demonstrates that emotional exhaustion moderates leadership 
effectiveness. Employees experiencing high levels of emotional fatigue are less responsive to 
developmental leadership behaviours, indicating that coaching leadership is most effective when 
accompanied by initiatives that promote employee well-being and psychological health (Ren et 
al., 2024). This finding reinforces coaching leadership theory, which emphasises empathy, active 
listening, emotional intelligence, and individual support as essential leadership competencies that 
facilitate sustainable employee development. 

Habeeb and Eyupoglu (2024) examine the relationship between leadership, strategic planning, 
and organisational performance within Nigerian higher education institutions. Their findings are 
highly relevant to coaching leadership because they demonstrate that organisational success 
depends not only on strategic planning but also on leadership behaviours that develop employees' 
capabilities and commitment. Coaching leaders facilitate the implementation of organisational 
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strategy by helping employees understand institutional objectives, develop relevant competencies, 
and align personal development with organisational goals (Habeeb & Eyupoglu, 2024). 

The study identifies strategic planning as an important mechanism linking leadership with 
organisational performance. Rather than treating planning and leadership as separate 
organisational functions, the authors argue that effective leaders operationalise strategic objectives 
through employee development, collaborative problem-solving, mentoring, and continuous 
feedback. Coaching leadership therefore enables academic and administrative staff to build the 
knowledge, confidence, and capability required to implement institutional strategies successfully, 
thereby improving organisational effectiveness and long-term performance. 

These findings reinforce coaching leadership theory by demonstrating that strategic leadership 
extends beyond organisational planning to include continuous employee development, 
organisational learning, and capability building. Coaching leaders encourage collaboration, 
facilitate knowledge sharing, empower employees, and create learning-oriented organisational 
cultures that support continuous improvement and innovation (Ellinger et al., 2023; Northouse, 
2022). Consequently, coaching leadership represents a strategic organisational capability that 
strengthens institutional resilience, improves strategic implementation, and enhances sustainable 
organisational performance. 

Moreover, Habeeb and Eyupoglu (2024) demonstrate that strategic planning alone is 
insufficient to achieve organisational success without the developmental and relational 
competencies associated with coaching leadership. While strategic plans establish organisational 
direction, coaching leaders translate these plans into action by supporting employees through 
continuous feedback, developmental conversations, mentoring, and capability enhancement. This 
reinforces the argument that successful strategy implementation depends not only on 
organisational planning but also on leadership behaviours that foster learning, collaboration, 
employee engagement, and continuous improvement. Emotional intelligence, coaching skills, 
active listening, and employee empowerment therefore become essential competencies that enable 
organisations to bridge the gap between strategic intentions and operational execution. 

Within the Nigerian higher education sector, these coaching leadership competencies are 
particularly valuable because institutions operate in environments characterised by limited 
financial resources, bureaucratic structures, and increasing demands for educational quality 
(Habeeb & Eyupoglu, 2024). Under such circumstances, coaching leaders play a pivotal role in 
developing staff capability, strengthening organisational learning, and fostering a shared 
commitment to institutional development. Rather than reacting to organisational challenges, 
coaching leaders proactively build adaptive learning cultures that support long-term organisational 
resilience, employee development, and sustainable institutional performance. 

Recent research demonstrates that coaching leadership is highly effective in service-oriented 
organisations because it enhances employee capability, creativity, engagement, and organisational 
performance through continuous learning and developmental support. Kim, Yang, and Lee (2023) 
provide valuable evidence from the hospitality industry, where service quality depends heavily on 
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employee behaviour, innovation, and customer interaction. Their findings indicate that coaching-
oriented leadership significantly improves employee creativity, organisational identification, and 
task performance by fostering supportive leader–employee relationships characterised by 
feedback, mentoring, and continuous development. Rather than directing employees through 
authority alone, coaching leaders facilitate learning, encourage self-reflection, and empower 
employees to develop solutions independently, thereby strengthening organisational performance 
(Kim et al., 2023). 

A particularly important contribution of Kim et al. (2023) is the identification of 
organisational identification as a mediating mechanism linking coaching leadership with employee 
performance. Coaching leaders strengthen employees' psychological attachment to organisational 
values by promoting open communication, recognising individual contributions, and supporting 
professional growth. As employees increasingly identify with organisational goals, they 
demonstrate stronger organisational commitment, greater discretionary effort, and higher levels of 
creativity. These findings support social identity theory, which suggests that employees who 
perceive themselves as valued organisational members are more likely to contribute proactively 
towards organisational success (Haslam et al., 2020). 

The study further demonstrates that coaching leadership enhances creativity by encouraging 
employees to reflect on existing practices, experiment with innovative ideas, and continuously 
improve service delivery. By creating psychologically safe environments where employees feel 
comfortable sharing ideas and learning from mistakes, coaching leaders foster organisational 
cultures characterised by learning, collaboration, and innovation. These developmental leadership 
behaviours contribute directly to customer satisfaction and long-term organisational 
competitiveness because employee learning becomes embedded within everyday work practices 
(Kim et al., 2023). 

Al-Subaie et al. (2021) contribute a strategic perspective by examining leadership capability 
within complex megaproject environments characterised by uncertainty, multiple stakeholders, 
and organisational complexity. Although their study focuses broadly on leadership capability, 
many of the identified competencies closely align with coaching leadership principles. Using 
Interpretive Structural Modelling (ISM) and MICMAC analysis, the authors identify leadership 
development, employee empowerment, strategic communication, and trust-building as critical 
organisational capabilities required for successful project delivery. 

The findings demonstrate that coaching leaders function as facilitators who develop employee 
capability, encourage collaborative problem-solving, and support multidisciplinary teams through 
continuous feedback and developmental conversations. Within complex project environments, 
coaching leadership becomes particularly valuable because employees require guidance, learning 
opportunities, and ongoing support to manage uncertainty effectively (Al-Subaie et al., 2021). 
These findings reinforce contemporary leadership theory, which argues that coaching leadership 
strengthens organisational adaptability by promoting continuous learning and employee capability 
development (Northouse, 2022). 
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A significant contribution of Al-Subaie et al. (2021) is the identification of leadership 
development enablers through structural modelling techniques. Vision sharing, trust-building, 
employee empowerment, coaching, and strategic communication emerged as high-impact drivers 
of effective leadership capability. These findings suggest that coaching leadership should be 
viewed not simply as an individual leadership style but as an organisational capability that can be 
systematically developed through structured leadership development programmes, mentoring, and 
continuous professional learning. 

Lindert et al. (2023) provide valuable longitudinal evidence regarding leadership and 
employees' psychological well-being, addressing an increasingly important aspect of 
contemporary leadership research. Their study demonstrates that supportive leadership contributes 
to healthier work environments characterised by trust, collaboration, and meaningful interpersonal 
relationships. Coaching leaders promote employee well-being by providing regular feedback, 
encouraging reflective learning, supporting career development, and fostering psychologically 
safe workplaces where employees feel valued and supported (Lindert et al., 2023). 

Unlike many previous cross-sectional studies, Lindert et al. (2023) employ a longitudinal 
design to investigate leadership influences over time. Their findings indicate that although 
supportive leadership contributes positively to employee development, improvements in 
psychological well-being also depend upon broader organisational factors such as workplace social 
capital, organisational support, and employees' existing levels of well-being. These findings 
suggest that coaching leadership enhances employee well-being indirectly by strengthening 
supportive organisational relationships rather than functioning as an isolated determinant of 
psychological health. 

Consequently, organisations seeking to improve employee well-being should integrate 
coaching leadership with comprehensive workplace well-being initiatives that promote 
collaboration, mentoring, employee assistance programmes, and psychologically healthy 
organisational cultures (Lindert et al., 2023). 

Caza, Caza, and Posner (2021) provide compelling evidence regarding the cross-cultural 
relevance of developmental leadership by examining followers' perceptions across diverse 
countries, industries, and organisational contexts. Their findings suggest that leadership 
behaviours centred on trust, support, learning, and meaningful interpersonal relationships are 
consistently valued across different cultures. Coaching leadership therefore addresses universal 
employee needs for personal development, recognition, belonging, and psychological safety while 
remaining flexible enough to accommodate cultural differences in communication and leadership 
expectations (Caza et al., 2021). 

The study further acknowledges that although developmental leadership principles remain 
broadly applicable across cultures, coaching leaders must adapt their communication styles, 
coaching approaches, and developmental practices to reflect local cultural norms and 
organisational expectations. This reinforces contemporary leadership theory by suggesting that 
coaching leadership combines universal principles of employee development with contextual 
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sensitivity, enabling leaders to remain effective within increasingly global organisations 
(Northouse, 2022). 

A notable contribution of Caza et al. (2021) is their emphasis on followers' perceptions as 
central determinants of leadership effectiveness. Their findings demonstrate that leaders achieve 
organisational success not only through operational performance but also by building trust, 
psychological safety, employee confidence, and a strong sense of belonging. Coaching leadership 
is therefore fundamentally relational because its effectiveness depends upon the quality of 
developmental relationships between leaders and employees. Employees who perceive their 
leaders as supportive coaches demonstrate stronger organisational commitment, greater 
engagement, and higher levels of satisfaction. 

The study also highlights the reciprocal nature of leadership by demonstrating that leadership 
effectiveness depends not only on leader behaviours but also on how employees interpret and 
experience those behaviours. Coaching leadership therefore operates as a collaborative 
developmental process characterised by mutual trust, continuous feedback, shared learning, and 
emotional engagement. These findings provide robust cross-cultural evidence that coaching 
leadership supports employee growth and organisational performance across diverse national and 
organisational settings while remaining sufficiently adaptable to different cultural contexts. 

Salameh-Ayanian et al. (2025) extend leadership research by examining developmental 
leadership within Lebanese non-governmental organisations operating under conditions of 
prolonged crisis, political instability, and resource scarcity. Their study demonstrates that 
coaching-oriented leadership is particularly valuable within humanitarian organisations because it 
strengthens employee resilience, adaptability, motivation, and organisational commitment during 
periods of uncertainty. By supporting employees through continuous learning, mentoring, and 
developmental conversations, coaching leaders enable individuals to maintain high levels of 
performance despite challenging operational environments. 

The authors argue that coaching leaders contribute to organisational resilience by creating 
psychologically safe environments where employees remain committed to shared organisational 
missions while developing the skills and confidence needed to respond effectively to adversity 
(Salameh-Ayanian et al., 2025). Through regular coaching, reflective dialogue, constructive 
feedback, and individual support, leaders strengthen employees' resilience, self-efficacy, and 
commitment to organisational values. These findings reinforce contemporary leadership research 
suggesting that coaching leadership is particularly effective during organisational crises because 
it develops employees' capacity to adapt, learn, and remain engaged despite ongoing uncertainty 
(Northouse, 2022). 

An important contribution of the study is its demonstration that employee development exerts 
a direct influence on organisational performance, particularly within crisis environments. 
Coaching leadership strengthens performance by enhancing employees' competence, confidence, 
intrinsic motivation, and commitment to shared organisational goals. Consequently, coaching 
leadership should be regarded not only as a developmental leadership approach but also as a 
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strategic organisational capability that enhances resilience, organisational learning, employee 
well-being, and sustainable organisational performance during periods of instability. 

Lin, Yin, and Liu (2022) examine the role of coaching leadership in educational settings by 
investigating its influence on teachers’ sustainable professional development through the 
mediating role of teacher self-efficacy. Their findings indicate that coaching leadership 
significantly enhances teachers’ confidence in their professional capabilities by providing 
continuous guidance, constructive feedback, mentoring, and professional support. As a result, 
teachers are more likely to engage in continuous learning, instructional innovation, and long-term 
professional growth. The study demonstrates that coaching-oriented school leaders have a stronger 
influence on teachers’ professional development than individual characteristics such as growth 
mindset alone, highlighting the importance of supportive leadership in creating learning-oriented 
educational environments (Lin et al., 2022). 

The positive relationship between coaching leadership and teacher self-efficacy reflects the 
central principles of coaching leadership, which emphasise employee development, reflective 
practice, collaborative learning, and personalised support (Whitmore, 2017). Leaders who 
encourage professional dialogue, facilitate reflective learning, and provide regular developmental 
feedback strengthen teachers’ confidence in improving instructional practice and student outcomes 
(Lin et al., 2022). As teachers become more confident in their professional abilities, they are 
increasingly willing to experiment with innovative teaching strategies, collaborate with colleagues, 
and participate in continuous professional development. 

The mediating role of teacher self-efficacy represents one of the study’s most important 
theoretical contributions because it explains the psychological mechanism through which coaching 
leadership promotes professional growth. Rather than relying on directive supervision or 
performance monitoring, coaching leaders develop teachers by strengthening their confidence, 
autonomy, and problem-solving capabilities. This finding aligns with Social Cognitive Theory, 
which identifies self-efficacy as a major determinant of motivation, persistence, and performance 
(Bandura, 1997). Consequently, sustainable teacher development depends not only on formal 
training programmes but also on coaching leadership practices that build confidence, intrinsic 
motivation, and professional autonomy. 

Furthermore, Lin et al. (2022) demonstrate that coaching leadership has both direct and 
indirect effects on teachers’ professional attitudes and instructional practices. These findings 
reinforce the growing consensus that coaching leadership is essential for developing adaptive, 
collaborative, and future-oriented educational organisations capable of responding effectively to 
changing educational demands. Accordingly, leadership development programmes within schools 
should prioritise coaching competencies such as active listening, developmental feedback, 
mentoring, reflective questioning, and collaborative problem-solving (Passmore, 2021). 

Similarly, Khan et al. (2020) provide valuable insights into the relationship between 
leadership, employee performance, burnout, social loafing, and intrinsic motivation. Viewed 
through a coaching leadership perspective, their findings suggest that coaching leaders improve 
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employee performance by strengthening intrinsic motivation through continuous encouragement, 
personalised development, and meaningful goal setting. Employees perform more effectively 
when leaders focus on developing their potential rather than relying solely on supervision or 
external rewards (Khan et al., 2020). 

A major contribution of the study is its identification of intrinsic motivation as the primary 
psychological mechanism linking leadership with employee performance. Coaching leaders create 
meaningful work experiences by helping employees align personal aspirations with organisational 
objectives, thereby strengthening commitment, confidence, and accountability. Through regular 
coaching conversations, developmental feedback, and individual support, coaching leaders 
encourage employees to improve performance, develop new skills, and contribute beyond formal 
job requirements (Khan et al., 2020; Whitmore, 2017). 

However, the study also reports only moderate indirect effects on burnout and social loafing. 
These findings suggest that although coaching leadership enhances motivation and performance, 
it cannot independently eliminate all workplace challenges. Excessive workloads, inadequate 
organisational support, employee mental health concerns, and poor work-life balance may 
continue to contribute to burnout despite effective coaching practices (Khan et al., 2020). 
Consequently, coaching leadership should be integrated with broader organisational well-being 
initiatives, including workload management, employee assistance programmes, and psychological 
support services. 

Overall, the findings demonstrate that coaching leadership strengthens organisational 
effectiveness by developing employees’ psychological resources alongside their technical 
capabilities. Organisations seeking sustainable performance improvements should therefore invest 
in leadership development programmes that cultivate coaching skills, emotional intelligence, 
active listening, mentoring, constructive feedback, and employee empowerment (Passmore, 2021; 
Northouse, 2022). 

The findings of Khan et al. (2020) further highlight intrinsic motivation as the key mechanism 
through which coaching leadership enhances employee performance. Rather than directing 
employees through authority or external incentives, coaching leaders encourage individuals to 
recognise their strengths, build confidence, and pursue organisational goals with commitment and 
enthusiasm. This leadership approach promotes psychological empowerment by encouraging 
reflective learning, continuous development, and personalised support (Whitmore, 2017; Khan et 
al., 2020). Consequently, employees develop stronger self-confidence, greater ownership of 
organisational objectives, and increased willingness to exceed formal role expectations. 

Furthermore, the study emphasises that effective coaching leaders possess high levels of 
emotional intelligence, interpersonal communication, and situational awareness, enabling them to 
understand employees’ aspirations, strengths, and workplace challenges. Such competencies 
strengthen trust, enhance intrinsic motivation, and promote long-term organisational commitment. 
These findings reinforce contemporary coaching leadership research, which views leadership as a 
developmental partnership focused on unlocking employee potential and facilitating continuous 
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improvement (Passmore, 2021; Northouse, 2022). The study therefore suggests that organisations 
seeking sustainable performance improvements should prioritise coaching leadership development 
programmes that strengthen mentoring, employee development, reflective practice, and 
collaborative learning. 

Ayandibu (2024) provides a comprehensive synthesis of contemporary leadership research by 
examining leadership influence across individual, team, departmental, and organisational levels. 
Interpreted from a coaching leadership perspective, the review demonstrates that coaching 
leadership consistently improves employee motivation, job satisfaction, organisational 
commitment, innovation, and team cohesion through continuous learning, mentoring, and 
developmental support. These findings reinforce the multidimensional nature of coaching 
leadership and illustrate its adaptability across diverse organisational settings. 

A significant contribution of the review is its recognition that coaching leadership is not a 
rigid or prescriptive leadership model but a flexible, context-sensitive approach requiring leaders 
to adapt their coaching behaviours according to organisational circumstances. Coaching leaders 
encourage employees to question existing assumptions, develop innovative solutions, and learn 
from experience while simultaneously providing personalised guidance and support (Ayandibu, 
2024). Such developmental relationships strengthen employee engagement, organisational 
commitment, and continuous learning. 

Importantly, Ayandibu (2024) acknowledges that implementing coaching leadership may be 
challenging within highly bureaucratic organisations where rigid structures restrict employee 
autonomy and learning opportunities. The review therefore highlights the importance of 
organisational culture, structural flexibility, and leadership readiness in determining coaching 
effectiveness. This perspective aligns with contemporary leadership scholarship, which argues that 
coaching leadership is highly dependent upon organisational context, learning culture, and 
employee willingness to engage in developmental relationships (Passmore, 2021). Consequently, 
leadership development initiatives should incorporate coaching skills, contextual awareness, 
mentoring capability, and organisational readiness alongside traditional leadership competencies. 

Atoko (2023) extends leadership research by focusing on organisations operating within 
developing economies, where leadership plays a critical role in organisational adaptability and 
sustainable performance. From a coaching leadership perspective, the study demonstrates that 
coaching leadership serves as a strategic management capability capable of enhancing 
organisational performance, employee motivation, innovation, and adaptability in environments 
characterised by institutional instability, resource constraints, and rapid socio-economic change. 

Rather than conceptualising leadership solely as a supervisory function, Atoko (2023) presents 
leadership as a developmental capability that facilitates organisational transformation through 
employee mentoring, continuous learning, knowledge sharing, and empowerment. Coaching 
leadership enables organisations to respond proactively to environmental uncertainty while 
encouraging innovation, problem-solving, and continuous improvement. These findings are 
particularly relevant for developing countries, where organisational agility and employee 
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capability development are essential for overcoming structural challenges and maintaining 
competitiveness. 

An important contribution of the study is its emphasis on leadership’s role in strategic 
planning and organisational development. Coaching leaders align institutional strategies with 
employee development by supporting continuous learning, strengthening capabilities, and 
fostering collaborative organisational cultures. This systems-oriented perspective extends 
leadership theory by demonstrating that coaching leadership influences not only individual 
performance but also organisational learning, strategic capability, and long-term organisational 
development. Consequently, Atoko (2023) recommends institutionalising coaching leadership 
development programmes tailored to local socio-economic contexts while preserving core 
coaching principles of mentoring, empowerment, and continuous employee development. 

Awaale (2024) investigates the contribution of leadership to organisational performance 
within Somalia's public sector through a comprehensive desk review. From a coaching leadership 
perspective, the study demonstrates that leaders who prioritise employee development, mentoring, 
collaboration, and continuous learning improve employee morale, organisational commitment, 
innovation, and public service delivery. Within Somalia's institutionally fragile and resource-
constrained public sector, coaching leadership is presented as a practical approach for overcoming 
bureaucratic inertia while strengthening organisational resilience and employee engagement. 

The review demonstrates that coaching leaders enhance organisational effectiveness by 
developing employees' capabilities, encouraging collaborative problem-solving, and creating 
supportive workplace cultures characterised by trust, learning, and continuous improvement. Such 
leadership practices significantly improve employee motivation, organisational citizenship 
behaviour (OCB), stakeholder engagement, and service delivery within public institutions 
(Awaale, 2024). These findings are particularly important in post-conflict governance contexts 
where leadership focused on employee development is essential for rebuilding institutional 
capacity and restoring public confidence. 

Furthermore, Awaale (2024) highlights the contextual sensitivity of leadership by 
demonstrating that leadership effectiveness depends on adapting coaching behaviours to 
institutional realities and socio-political conditions. Despite operating within highly formalised 
bureaucratic environments, coaching leaders remain capable of promoting creativity, 
organisational commitment, and innovation through mentoring, developmental feedback, 
employee empowerment, and supportive interpersonal relationships. This evidence reinforces 
contemporary leadership research, which suggests that coaching leadership represents an effective 
governance strategy for strengthening public-sector performance, particularly within developing 
countries facing institutional and developmental challenges (Northouse, 2022; Passmore, 2021). 

Awaale (2024) further argues that coaching leadership is a significant driver of organisational 
citizenship behaviour, employee motivation, and improved organisational performance within 
public-sector institutions. The review demonstrates that coaching leaders strengthen employee 
engagement, commitment, and service quality by empowering employees to contribute beyond 
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their formal job responsibilities through ongoing coaching, support, and professional development. 
These leadership behaviours are particularly valuable in service-oriented government 
organisations where employee commitment and collaborative behaviour directly influence 
stakeholder satisfaction. 

A notable strength of the review is its contextual analysis of leadership within Somalia's post-
conflict public sector. Operating in an environment characterised by institutional fragility, resource 
constraints, and governance challenges, coaching leadership emerges as an adaptive leadership 
approach capable of rebuilding organisational capacity while promoting innovation, resilience, and 
continuous learning. Rather than relying solely on bureaucratic authority, coaching leaders 
cultivate trust, encourage employee participation, facilitate reflective learning, and develop 
individual capabilities. These findings reinforce contemporary leadership scholarship, which 
argues that coaching leadership is particularly effective in complex and uncertain environments 
because it combines employee development with organisational adaptability (Passmore, 2021; 
Northouse, 2022). Consequently, the review provides compelling evidence that coaching 
leadership represents an important governance strategy for improving public-sector effectiveness 
in developing and post-conflict states. 

Ahwireng Koomson et al. (2022) examine the relationship between leadership, employee 
motivation, and organisational performance within selected Ghanaian public-sector institutions. 
Interpreted through a coaching leadership perspective, the study demonstrates that leaders who 
communicate clear expectations, encourage continuous learning, provide constructive feedback, 
and mentor employees significantly enhance employee motivation and organisational 
performance. Rather than treating leadership as a single behavioural construct, the findings suggest 
that different coaching behaviours contribute differently to employee attitudes and performance 
outcomes. 

The study identifies developmental support and continuous learning as the strongest predictors 
of employee motivation, suggesting that leaders who encourage reflective practice, professional 
growth, and collaborative problem-solving significantly strengthen employees' intrinsic 
commitment to organisational objectives (Ahwireng Koomson et al., 2022). These findings align 
with coaching leadership theory, which proposes that employees become more motivated when 
leaders invest in their learning, capability development, and career progression (Whitmore, 2017; 
Passmore, 2021). 

Interestingly, the study reports that some leadership behaviours exert stronger effects on 
employee performance than on employee motivation. This finding suggests that coaching 
leadership influences different organisational outcomes through different developmental 
mechanisms. While mentoring and supportive coaching primarily strengthen employees' 
psychological engagement, developmental feedback and performance coaching may exert stronger 
effects on behavioural performance by improving competence, confidence, and accountability. 
These findings contribute to a more sophisticated understanding of coaching leadership by 
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demonstrating that leadership effectiveness depends upon organisational context, employee 
expectations, and desired performance outcomes. 

The Ghanaian public-sector context further strengthens the study's contribution to leadership 
scholarship. Public-sector organisations frequently operate within bureaucratic structures 
characterised by administrative complexity, limited flexibility, and increasing demands for 
accountability. Under such conditions, coaching leadership enables leaders to develop employees, 
improve organisational commitment, and enhance performance despite institutional constraints. 
Consequently, the authors recommend leadership development programmes that integrate 
coaching competencies with contextual awareness, recognising that effective coaching leadership 
requires adaptation to organisational and cultural realities rather than universal application of 
standard leadership behaviours (Ahwireng Koomson et al., 2022). 

Ogonegbu and Kyongo (2023) provide a comprehensive systematic review synthesising 
recent empirical evidence on leadership and organisational performance across diverse 
geographical contexts, including Nigeria, Pakistan, Jordan, and other developing economies. 
Viewed through a coaching leadership lens, the review confirms that coaching leadership 
consistently improves employee engagement, organisational performance, innovation, and 
strategic alignment by developing employee capability and fostering continuous learning. 

The review demonstrates that coaching leadership strengthens organisational performance by 
promoting trust, knowledge sharing, employee empowerment, and collaborative learning. Beyond 
improving interpersonal relationships, coaching leadership shapes organisational culture by 
encouraging reflective practice, continuous improvement, and organisational learning. 
Consequently, leadership is conceptualised not merely as a motivational process but as a strategic 
organisational capability that strengthens long-term organisational resilience and competitiveness 
(Ogonegbu & Kyongo, 2023). 

A particularly valuable contribution of the review is its demonstration that coaching leadership 
maintains positive organisational outcomes across diverse national and cultural contexts. Although 
coaching approaches may require cultural adaptation, the fundamental principles of employee 
development, mentoring, feedback, and continuous learning remain remarkably consistent across 
countries. The review therefore concludes that organisations should invest in coaching leadership 
development as a strategic mechanism for enhancing organisational adaptability, employee 
engagement, innovation, and sustainable performance (Passmore, 2021; Northouse, 2022). 

Cao and Le (2024) extend leadership research by examining the relationship between 
leadership and organisational change capability through the mediating role of employee trust. 
From a coaching leadership perspective, their study demonstrates that coaching leaders facilitate 
organisational change not through formal authority but by cultivating trusting developmental 
relationships that encourage employees to embrace organisational transformation and innovation. 
Trust therefore becomes the primary psychological mechanism linking coaching leadership with 
organisational adaptability and change readiness. 
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The authors distinguish between disclosure-based trust and reliance-based trust, 
demonstrating that disclosure-based trust, characterised by openness, honest communication, and 
emotional transparency, has a stronger influence on organisational change capability. Employees 
who perceive coaching leaders as authentic, approachable, and supportive are more likely to 
embrace change, share innovative ideas, and participate actively in organisational improvement 
initiatives (Cao & Le, 2024). These findings reinforce the relational foundations of coaching 
leadership by highlighting that successful organisational transformation depends on psychological 
safety, mutual respect, and high-quality coaching relationships. 

The study also contributes significantly by examining SMEs in China, thereby extending 
coaching leadership research beyond traditional Western contexts. SMEs frequently operate under 
significant resource constraints and rapidly changing competitive conditions, making coaching 
leadership particularly valuable for sustaining organisational agility, innovation, and employee 
capability development. Consequently, the findings suggest that trust should be regarded not 
merely as an outcome of coaching leadership but as a strategic organisational resource that 
enhances change capability and long-term organisational resilience (Northouse, 2022; Passmore, 
2021). 

Nasir et al. (2022) investigate leadership within Pakistani SMEs by examining relationships 
with employee performance, organisational innovation, creativity, and workplace stressors. 
Viewed through a coaching leadership perspective, the findings demonstrate that coaching 
leadership promotes superior employee performance by encouraging continuous learning, 
enhancing intrinsic motivation, and helping employees reinterpret workplace challenges as 
opportunities for personal and professional development. Rather than responding passively to 
organisational pressures, employees supported by coaching leaders become more resilient, 
proactive, and committed to continuous improvement. 

The study highlights developmental feedback, mentoring, and collaborative learning as 
particularly influential leadership behaviours that encourage creative problem-solving and 
organisational innovation. Through these coaching practices, leaders create organisational 
environments where experimentation, learning, and knowledge sharing become integral 
components of organisational culture. This is especially valuable within SMEs operating in highly 
competitive and uncertain environments, where organisational survival often depends on 
continuous innovation and employee adaptability (Nasir et al., 2022). 

Furthermore, the authors demonstrate that coaching leadership positively influences 
employees' psychological responses to workplace stress. By reframing challenging work demands 
as opportunities for learning and growth, coaching leaders reduce psychological withdrawal while 
strengthening resilience, confidence, and organisational commitment. These findings emphasise 
that coaching leadership enhances not only employee performance but also employees' emotional 
and cognitive capacity to respond constructively to workplace adversity. Collectively, the study 
reinforces the proposition that coaching leadership functions as a strategic driver of organisational 
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innovation, employee well-being, and sustainable organisational performance within dynamic 
business environments. 

14.4 Conclusion 

Coaching leadership has emerged as one of the most influential contemporary leadership 
approaches because of its capacity to enhance employee performance, learning, adaptability, well-
being, and long-term organisational effectiveness. Unlike directive leadership styles that 
emphasise supervision and control, coaching leadership focuses on developing employees' 
capabilities through continuous feedback, mentoring, active listening, empowerment, and 
collaborative goal setting. The literature reviewed indicates that coaching leadership is not merely 
an interpersonal management style but a strategic leadership capability that enables organisations 
to build resilient, high-performing, and continuously learning workforces. 

A consistent finding across the reviewed studies is the positive relationship between coaching 
leadership and employee performance, engagement, and motivation. Coaching leaders facilitate 
employee development by encouraging self-reflection, supporting individual learning needs, and 
providing constructive feedback that promotes confidence and competence. Rather than relying 
primarily on external rewards or close supervision, coaching leaders foster intrinsic motivation, 
self-efficacy, and accountability, resulting in sustained improvements in employee productivity, 
organisational commitment, and service quality. These positive outcomes have been reported 
across sectors including healthcare, education, hospitality, public administration, and small and 
medium-sized enterprises (SMEs). 

The literature also demonstrates that coaching leadership plays a significant role in 
organisational adaptability and change management. In increasingly dynamic and uncertain 
organisational environments, coaching leaders encourage employees to embrace change by 
promoting open communication, psychological safety, collaborative problem-solving, and 
continuous learning. Rather than imposing organisational change through authority, coaching 
leaders guide employees through developmental conversations that strengthen confidence, 
resilience, and readiness for change. Employee trust and high-quality leader–employee 
relationships consistently emerge as important mechanisms through which coaching leadership 
enhances organisational adaptability and change capability. 

Learning, innovation, and creativity represent another dominant theme throughout the 
literature. Coaching leaders encourage employees to question existing practices, develop new 
skills, share knowledge, and participate actively in organisational improvement initiatives. 
Through developmental coaching conversations and continuous performance feedback, employees 
become more willing to experiment with innovative ideas, solve complex problems 
collaboratively, and engage in lifelong learning. Consequently, coaching leadership contributes to 
organisational innovation by embedding learning and continuous improvement within 
organisational culture rather than treating innovation as an isolated activity. 
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The reviewed studies further demonstrate that coaching leadership contributes significantly to 
employee psychological well-being, resilience, and job satisfaction. Leaders who demonstrate 
empathy, active listening, emotional support, and personalised development create 
psychologically safe work environments where employees experience greater confidence, reduced 
workplace stress, and stronger organisational commitment. However, evidence also suggests that 
these outcomes are influenced by broader organisational factors, including organisational culture, 
social support, employee well-being programmes, and trust, indicating that coaching leadership 
achieves the greatest impact within supportive organisational climates. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of coaching leadership. Studies conducted across Asia, Europe, 
Africa, and the Middle East consistently demonstrate positive relationships between coaching 
leadership, employee development, organisational learning, and performance despite differences 
in organisational structures, institutional environments, and national cultures. Although coaching 
practices require adaptation to local cultural expectations, the underlying principles of 
empowerment, feedback, trust, and employee development appear to address universal 
psychological needs for growth, competence, autonomy, and belonging. 

The review also highlights the strategic importance of coaching leadership within public-
sector organisations and developing economies. Evidence from developing countries suggests that 
coaching leadership strengthens employee capability, organisational commitment, innovation, and 
service delivery despite institutional constraints, limited resources, and governance challenges. By 
focusing on mentoring, skills development, collaborative decision-making, and capacity building, 
coaching leaders help organisations strengthen resilience and improve organisational effectiveness 
under complex operating conditions. 

Furthermore, the literature indicates that coaching leadership contributes directly to 
organisational sustainability by strengthening human capital, organisational learning, and 
continuous capability development. Through ongoing coaching relationships, leaders support 
employees in acquiring new competencies, adapting to technological change, and contributing to 
long-term organisational objectives. Within higher education, healthcare, and knowledge-
intensive organisations, coaching leadership promotes sustainable organisational performance by 
aligning employee development with strategic goals while fostering innovation, resilience, and 
lifelong learning. 

Overall, the evidence reviewed confirms that coaching leadership remains one of the most 
effective people-centred leadership approaches in contemporary organisational research and 
practice. Its positive effects extend beyond improving employee performance to strengthening 
organisational learning, innovation, resilience, adaptability, employee well-being, and sustainable 
organisational performance across multiple sectors and cultural contexts. Although contextual 
variables such as organisational culture, employee trust, psychological safety, and institutional 
support influence coaching effectiveness, the overall evidence consistently supports coaching 
leadership as a strategic organisational capability rather than simply a leadership style. 
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Consequently, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate coaching competencies, including active 
listening, emotional intelligence, developmental feedback, mentoring, collaborative problem-
solving, employee empowerment, and continuous learning. As organisations continue to 
experience technological disruption, workforce transformation, global competition, and increasing 
environmental uncertainty, coaching leadership will remain an essential capability for developing 
resilient employees, promoting innovation, and achieving sustainable organisational success. 
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Chapter 15: 
AUTHORITATIVE LEADERSHIP 

15.1 Introduction 

This chapter presents a critical review and synthesis of contemporary empirical and theoretical 
literature examining the concept and application of authoritative leadership across diverse 
organisational contexts. The review integrates classical leadership theories with recent empirical 
evidence to evaluate how authoritative leadership influences organisational performance, 
employee motivation, innovation, decision-making, organisational commitment, and strategic 
change. As organisations continue to operate in increasingly volatile, uncertain, and competitive 
environments, authoritative leadership has gained renewed attention because of its emphasis on 
providing a clear organisational vision, strategic direction, effective communication, and employee 
empowerment while maintaining accountability and organisational alignment (Northouse, 2022; 
Yukl & Gardner, 2020). 

The chapter begins by examining the theoretical foundations of authoritative leadership, 
tracing its origins from Max Weber's concept of legitimate authority (Weber, 1947) to its 
contemporary development through Daniel Goleman's emotional intelligence framework. 
Goleman (2000) identified authoritative leadership as one of the most effective leadership styles 
because it combines strong strategic direction with employee autonomy, encouraging individuals 
to understand organisational goals while allowing flexibility in determining how those goals are 
achieved. Unlike autocratic leadership, which relies primarily on command and control, 
authoritative leadership inspires commitment by communicating a compelling vision, building 
trust, and aligning employees around shared organisational objectives (Goleman et al., 2013). 
These theoretical principles provide the conceptual framework for analysing the studies reviewed 
throughout this chapter. 

The literature consistently demonstrates that authoritative leadership contributes positively to 
employee engagement, organisational commitment, decision-making quality, job satisfaction, 
innovation, and overall organisational performance (Specchia et al., 2021; Decuypere & Schaufeli, 
2021). By providing strategic clarity and fostering a shared organisational vision, authoritative 
leaders encourage employees to work towards common objectives while maintaining sufficient 
autonomy to exercise professional judgement and creativity. Consequently, authoritative 
leadership has become particularly valuable within organisations experiencing rapid technological 
advancement, organisational restructuring, and increasing competitive pressures (Northouse, 
2022). 

The studies reviewed encompass a wide range of organisational settings, including healthcare, 
education, public administration, hospitality, manufacturing, financial services, multinational 
corporations, and small and medium-sized enterprises (SMEs). Examining authoritative leadership 
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across these diverse sectors provides a comprehensive understanding of how visionary leadership 
behaviours influence organisational effectiveness under different institutional, cultural, and 
operational conditions. Although the fundamental principles of authoritative leadership remain 
consistent, evidence suggests that leadership effectiveness varies according to organisational 
culture, employee characteristics, industry requirements, and environmental uncertainty (Yukl & 
Gardner, 2020). 

In addition to examining the direct effects of authoritative leadership, this chapter critically 
analyses the mediating and moderating variables that explain how and under what conditions 
authoritative leadership influences organisational outcomes. The reviewed studies identify 
employee trust, psychological safety, emotional intelligence, organisational commitment, 
communication quality, leader credibility, employee autonomy, and organisational culture as 
important mechanisms through which authoritative leadership enhances employee performance 
and organisational effectiveness (Decuypere & Schaufeli, 2021; Goleman et al., 2013). 
Understanding these underlying mechanisms provides a more comprehensive explanation of why 
authoritative leadership produces different outcomes across organisations and highlights the 
contextual conditions necessary for its successful implementation. 

Furthermore, the chapter evaluates the cross-cultural applicability of authoritative leadership 
by comparing findings from studies conducted across Europe, North America, Asia, Africa, and 
the Middle East. Although authoritative leadership has been recognised as an effective approach 
across many organisational settings, cultural values, institutional structures, and societal 
expectations influence how visionary leadership behaviours are perceived and implemented 
(House et al., 2004). For example, leadership behaviours encouraging employee autonomy and 
participative problem-solving may require adaptation in cultures characterised by high power 
distance or more hierarchical organisational traditions. Consequently, the review acknowledges 
the importance of contextualising authoritative leadership practices to maximise their effectiveness 
across different organisational and national environments. 

A central objective of this chapter is to identify recurring themes, theoretical developments, 
methodological approaches, and existing knowledge gaps within the authoritative leadership 
literature. By synthesising findings from the selected studies, the chapter evaluates the consistency 
of empirical evidence regarding authoritative leadership outcomes while identifying areas 
requiring further investigation. Particular attention is given to emerging issues including digital 
leadership, organisational resilience, strategic decision-making, employee well-being, innovation, 
and leadership effectiveness in hybrid and remote working environments, all of which have 
become increasingly significant within contemporary leadership research (Northouse, 2022; 
World Economic Forum, 2023). 

Overall, this chapter demonstrates that authoritative leadership remains one of the most 
relevant leadership approaches for organisations operating in complex, knowledge-intensive, and 
rapidly changing environments. Its emphasis on strategic vision, effective communication, 
employee empowerment, organisational alignment, and decisive leadership enables organisations 
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to maintain high levels of performance while adapting to changing internal and external conditions. 
The insights generated from this literature review provide the theoretical and empirical foundation 
for the subsequent chapters by informing the discussion, interpretation, and application of the 
present study's findings. Furthermore, the review contributes to a deeper understanding of how 
authoritative leadership can be integrated into leadership development programmes, organisational 
governance, and strategic management practices to promote long-term organisational effectiveness 
and sustainable success. 

15.2 Overview of Authoritative Leadership 

Authoritative leadership, often referred to as visionary leadership, is recognised as a 
leadership approach in which leaders provide clear direction by communicating a compelling 
vision while empowering employees to determine the most effective ways of achieving 
organisational objectives (Goleman, 2000; Northouse, 2022). Unlike autocratic leadership, which 
relies primarily on command and control, authoritative leaders combine decisive decision-making 
with inspiration, trust, and strategic guidance. This leadership style has gained increasing 
prominence in contemporary organisational research because organisations operating in dynamic 
and uncertain environments require leaders who can provide clear strategic direction while 
maintaining employee engagement, innovation, and organisational adaptability (Yukl & Gardner, 
2020). 

The concept of authoritative leadership was popularised through Goleman's (2000) research 
on emotional intelligence and leadership styles. Goleman identified authoritative leadership as one 
of the most effective leadership styles for creating organisational change because it aligns 
employees around a shared vision rather than relying on authority or compliance. Rather than 
directing every task, authoritative leaders explain organisational goals, establish clear 
expectations, and encourage employees to exercise initiative within defined strategic boundaries 
(Goleman, 2000). This approach enables organisations to maintain strategic focus while promoting 
employee commitment, creativity, and accountability. 

Authoritative leadership is therefore defined as a leadership approach in which leaders 
establish a clear organisational vision, communicate strategic priorities effectively, and motivate 
employees to achieve shared goals while allowing sufficient autonomy in how those goals are 
accomplished (Northouse, 2022). Leaders provide guidance and purpose rather than detailed 
instructions, creating an environment in which employees understand organisational expectations 
but retain responsibility for problem-solving and innovation. Consequently, authoritative 
leadership is particularly effective during periods of organisational change, strategic 
transformation, and uncertainty, where employees require both direction and confidence (Yukl & 
Gardner, 2020). 

Recent research consistently demonstrates that authoritative leadership positively influences 
employee engagement, organisational commitment, and performance. Employees who understand 
organisational goals and perceive their leaders as confident, credible, and supportive are more 
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likely to demonstrate higher levels of motivation, discretionary effort, and organisational 
citizenship behaviour (Eva et al., 2019). By communicating a meaningful organisational vision 
and aligning individual objectives with broader strategic priorities, authoritative leaders strengthen 
employees' sense of purpose and commitment to organisational success. 

Vision communication represents one of the defining characteristics of authoritative 
leadership. Unlike managers who focus primarily on operational control, authoritative leaders 
communicate long-term organisational objectives that inspire employees while providing strategic 
direction (Northouse, 2022). Research by Van Knippenberg and Stam (2014) demonstrates that 
visionary leadership enhances organisational performance by creating shared understanding, 
strengthening employee commitment, and facilitating coordinated action towards common 
objectives. Employees become more willing to contribute beyond their formal responsibilities 
when they clearly understand how their work contributes to organisational success. 

Another important strength of authoritative leadership is its ability to facilitate organisational 
change. Organisations experiencing technological disruption, market uncertainty, or structural 
transformation often require leaders capable of reducing uncertainty by providing strategic clarity 
and confidence. Yukl and Gardner (2020) argue that authoritative leaders reduce employee 
resistance to change by explaining the rationale for organisational transformation, maintaining 
consistent communication, and reinforcing confidence in the organisation's future direction. Rather 
than imposing change through authority alone, they create commitment by helping employees 
understand the purpose and benefits of change initiatives. 

Authoritative leadership also promotes employee empowerment while maintaining 
organisational accountability. Although leaders retain responsibility for establishing 
organisational direction, employees are encouraged to exercise judgement, solve problems 
independently, and contribute innovative ideas within the framework of organisational objectives 
(Northouse, 2022). This balance between strategic control and employee autonomy encourages 
creativity while ensuring organisational alignment. Recent leadership research suggests that 
employees perform more effectively when leaders provide clear expectations alongside 
opportunities for professional autonomy and decision-making (Decuypere & Schaufeli, 2021). 

Communication is another defining feature of authoritative leadership. Effective authoritative 
leaders maintain open communication channels, provide constructive feedback, and encourage 
dialogue while ensuring that organisational priorities remain clearly understood. Such 
communication strengthens trust between leaders and employees, enhances collaboration, and 
reduces uncertainty during organisational change (Goleman et al., 2013). Consequently, 
authoritative leadership contributes not only to improved organisational performance but also to 
stronger interpersonal relationships and higher employee confidence. 

Within healthcare and education, authoritative leadership has demonstrated significant 
benefits because these sectors require clear decision-making while maintaining professional 
autonomy. Research indicates that leaders who communicate clear expectations, support 
professional development, and encourage collaborative decision-making improve employee 
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satisfaction, service quality, and organisational effectiveness (Specchia et al., 2021). Similar 
findings have been reported in business organisations where authoritative leadership enhances 
strategic implementation by aligning employee activities with organisational objectives while 
encouraging innovation and continuous improvement. 

Despite its numerous advantages, authoritative leadership is not without limitations. The 
effectiveness of this leadership style depends heavily upon the leader's credibility, emotional 
intelligence, communication skills, and ability to develop an inspiring organisational vision 
(Northouse, 2022). If leaders fail to communicate effectively or lack employee trust, authoritative 
leadership may become overly directive, reducing employee engagement and participation. 
Similarly, excessive reliance on one leader's vision may discourage alternative viewpoints and 
limit collaborative decision-making in highly knowledge-intensive organisations (Yukl & 
Gardner, 2020). 

Furthermore, authoritative leadership may be less effective in organisations characterised by 
highly specialised expertise where employees expect substantial participation in strategic 
decisions. In such environments, collaborative or shared leadership approaches may better utilise 
employees' professional knowledge and experience (Eva et al., 2019). Likewise, rapidly changing 
environments require leaders to balance strategic direction with sufficient flexibility to respond to 
emerging opportunities and environmental uncertainty. 

Nevertheless, contemporary evidence suggests that authoritative leadership remains one of 
the most effective approaches for organisations requiring strategic clarity, coordinated action, and 
sustained employee commitment. Its emphasis on vision, communication, accountability, 
empowerment, and organisational alignment enables leaders to achieve high levels of 
organisational performance while maintaining employee motivation and adaptability. As 
organisations continue to face technological disruption, global competition, and increasing 
organisational complexity, authoritative leadership provides an effective framework for guiding 
employees towards shared organisational objectives while fostering resilience, innovation, and 
sustainable organisational success. 

15.3 Authoritative Leadership 

Authoritative leadership has gained increasing recognition within contemporary 
organisational research because of its effectiveness in providing strategic direction, facilitating 
organisational change, and improving employee performance in environments characterised by 
uncertainty and complexity (Northouse, 2022; Yukl, 2020). Unlike transformational leadership, 
which primarily seeks to inspire followers through shared vision and empowerment, authoritative 
leadership is characterised by a leader's ability to establish a clear vision, make decisive decisions, 
and provide direction while maintaining organisational alignment and accountability (Goleman, 
2000). Contemporary leadership literature suggests that authoritative leaders are particularly 
effective during periods of organisational transition, crisis, and strategic change because they 
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balance decisive leadership with employee engagement and organisational purpose (Cummings et 
al., 2021). 

Authoritative leadership is founded on the principle that leaders establish a compelling 
organisational vision and provide clear guidance while encouraging employees to understand how 
their individual roles contribute to organisational objectives (Northouse, 2022). Rather than relying 
solely on positional authority or rigid control, authoritative leaders influence employees by 
communicating strategic priorities, clarifying expectations, and fostering confidence in 
organisational direction (Yukl, 2020). This leadership approach has become increasingly relevant 
within healthcare, education, public administration, and corporate organisations where rapid 
decision-making, coordinated action, and organisational resilience are essential for achieving 
sustainable performance (Lorinkova et al., 2023). 

Recent empirical evidence demonstrates that authoritative leadership positively influences 
employee performance by providing clarity, reducing ambiguity, and enhancing organisational 
commitment. For example, Ali et al. (2023) found that leaders who clearly communicated 
organisational goals and maintained consistent decision-making significantly improved employee 
engagement and task performance, particularly during periods of organisational uncertainty. 
Similarly, Lorinkova et al. (2023) reported that employees working under leaders who provided 
strategic direction demonstrated higher levels of organisational commitment, role clarity, and work 
effectiveness. These findings support leadership contingency theory, which suggests that 
leadership effectiveness depends upon providing the level of direction appropriate to 
organisational circumstances (Northouse, 2022). 

Innovation remains an important organisational outcome associated with authoritative 
leadership. Although authoritative leaders retain responsibility for strategic decision-making, they 
encourage employees to contribute ideas that support organisational objectives while ensuring that 
innovation remains aligned with organisational priorities (Yukl, 2020). Research by Wang et al. 
(2022) indicates that authoritative leadership promotes innovation by establishing clear strategic 
goals, encouraging disciplined problem-solving, and coordinating organisational resources 
towards achieving long-term objectives. Unlike highly participative leadership approaches, 
authoritative leadership ensures that innovation occurs within a structured decision-making 
framework, thereby reducing uncertainty while maintaining organisational flexibility. 

The effectiveness of authoritative leadership is particularly evident during organisational 
change and crisis management. Cummings et al. (2021) found that leaders who communicated a 
clear vision, made timely decisions, and maintained organisational stability significantly improved 
employees' confidence and readiness for change. Similarly, Harms et al. (2021) demonstrated that 
decisive leadership reduced employee uncertainty during organisational disruption by providing 
clear communication, coordinated action, and consistent organisational direction. These findings 
suggest that authoritative leadership strengthens organisational resilience by reducing ambiguity 
and promoting confidence during periods of environmental turbulence. 
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Research further indicates that psychological mechanisms influence the effectiveness of 
authoritative leadership. Trust in leadership, psychological safety, and organisational commitment 
have been identified as important mediating variables through which authoritative leadership 
improves organisational performance (Eva et al., 2019; Lorinkova et al., 2023). Employees who 
perceive leaders as competent, fair, and decisive are more likely to accept strategic decisions, 
demonstrate organisational commitment, and contribute positively towards organisational 
objectives. These findings highlight that authoritative leadership depends not only on decision-
making authority but also on leaders' credibility, communication skills, and interpersonal 
competence. 

Contemporary studies also demonstrate that authoritative leadership enhances organisational 
resilience by strengthening employees' confidence during periods of uncertainty. Wang et al. 
(2022) reported that leaders who provided clear strategic direction enabled employees to adapt 
more effectively to organisational change by reducing ambiguity and maintaining focus on 
organisational priorities. Similarly, Harms et al. (2021) argued that authoritative leadership 
promotes adaptive performance by enabling organisations to respond rapidly to environmental 
challenges while maintaining operational consistency. Such evidence suggests that authoritative 
leadership is particularly valuable in organisations operating within volatile and highly competitive 
environments. 

Within healthcare organisations, authoritative leadership has demonstrated positive effects on 
clinical coordination, patient safety, and workforce effectiveness. Cummings et al. (2021) found 
that nurse managers who adopted authoritative leadership behaviours improved staff coordination, 
communication, and adherence to clinical standards while maintaining high-quality patient care. 
Clear decision-making and defined organisational expectations contributed to greater employee 
confidence and improved service delivery, particularly during high-pressure clinical situations. 
Likewise, recent healthcare leadership research suggests that authoritative leadership strengthens 
organisational resilience by enabling healthcare professionals to respond efficiently to rapidly 
changing clinical demands (Specchia et al., 2021). 

Authoritative leadership has also demonstrated relevance across different organisational and 
cultural contexts. Research indicates that leadership behaviours characterised by strategic 
direction, decisive action, and accountability remain effective across both developed and 
developing economies, although implementation requires sensitivity to organisational culture and 
employee expectations (Yukl, 2020; Northouse, 2022). In organisations characterised by high 
uncertainty or complex operational environments, authoritative leadership provides the stability 
and clarity necessary for maintaining organisational effectiveness while supporting strategic 
adaptation (Lorinkova et al., 2023). 

Despite its many advantages, authoritative leadership is not without limitations. Excessive 
reliance on centralised decision-making may reduce employee autonomy, creativity, and 
participation if leaders fail to encourage constructive feedback and collaborative problem-solving 
(Goleman, 2000). Furthermore, authoritative leadership may be less effective within highly 
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innovative or knowledge-intensive organisations where employees expect greater participation in 
decision-making processes (Yukl, 2020). Consequently, effective authoritative leaders balance 
decisiveness with consultation, ensuring that strategic authority is complemented by open 
communication, trust, and employee involvement. 

Overall, contemporary empirical evidence demonstrates that authoritative leadership 
contributes significantly to organisational performance, employee commitment, strategic decision-
making, and organisational resilience. Its emphasis on clear vision, accountability, decisive 
leadership, and coordinated organisational action makes it particularly appropriate for 
organisations operating in increasingly uncertain, complex, and rapidly changing environments. 
When combined with effective communication, emotional intelligence, and employee 
engagement, authoritative leadership provides organisations with a robust leadership approach 
capable of promoting sustainable organisational success. 

Authoritative leadership has increasingly been recognised as an effective leadership approach 
in organisations that require clear strategic direction, coordinated decision-making, and employee 
alignment with organisational goals (Northouse, 2022). Unlike transformational leadership, which 
focuses primarily on inspiring followers through empowerment and personal development, 
authoritative leadership emphasises establishing a compelling vision, communicating clear 
expectations, and guiding employees towards shared organisational objectives while maintaining 
the leader's responsibility for strategic decision-making (Goleman, 2000; Northouse, 2022). This 
leadership style is particularly effective during periods of organisational change, uncertainty, or 
crisis where employees require strong direction alongside motivation and support. 

Tsapnidou et al. (2024) provide evidence that leadership characterised by clear vision, 
decisive guidance, and supportive communication contributes significantly to workforce retention, 
employee engagement, and organisational sustainability within healthcare organisations. Although 
the review primarily discusses transformational leadership, its findings highlight several 
characteristics closely associated with authoritative leadership, particularly the importance of 
communicating organisational priorities, setting high performance expectations, and providing 
employees with a clear sense of purpose. In healthcare settings, authoritative leaders improve 
patient care by establishing strategic goals while ensuring employees understand how their 
individual roles contribute to organisational success (Tsapnidou et al., 2024). These findings 
support the argument that authoritative leadership enhances organisational performance through 
effective direction, communication, and coordinated action (Northouse, 2022). 

The review further demonstrates that authoritative leadership contributes to organisational 
capability by promoting continuous professional development, mentoring, and evidence-based 
practice. Leaders who provide strategic guidance while encouraging professional competence 
create environments where employees understand organisational expectations yet retain sufficient 
autonomy to perform effectively within established frameworks (Tsapnidou et al., 2024). Such 
leadership is particularly valuable within highly regulated sectors where consistency, 
accountability, and quality assurance are essential organisational objectives. 
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Ren et al. (2024) extend leadership research by examining environmentally focused leadership 
behaviours that encourage organisational sustainability. Their findings suggest that leaders who 
communicate a clear environmental vision, establish organisational priorities, and consistently 
reinforce sustainability objectives significantly increase employees' commitment to 
environmentally responsible behaviour. From an authoritative leadership perspective, this 
demonstrates the importance of vision communication and strategic alignment in influencing 
employee behaviour. Rather than relying solely on employee initiative, authoritative leaders 
establish clear organisational expectations regarding environmental performance while ensuring 
employees understand the strategic importance of sustainability (Ren et al., 2024). 

The study also identifies environmental awareness as a mediating factor between leadership 
behaviour and employee performance, indicating that employees are more likely to adopt 
sustainable practices when leaders consistently communicate organisational priorities and 
reinforce shared values. However, Ren et al. (2024) also found that emotional exhaustion weakens 
employees' responsiveness to leadership influence, suggesting that authoritative leadership must 
be balanced with employee support and well-being if long-term organisational commitment is to 
be maintained. These findings reinforce contemporary leadership research emphasising that 
effective authoritative leaders combine strategic direction with emotional intelligence and 
supportive communication (Northouse, 2022). 

Habeeb and Eyupoglu (2024) examine leadership and strategic planning within Nigerian 
higher education institutions, demonstrating that leadership effectiveness depends on the 
successful integration of organisational vision with operational implementation. Their findings 
indicate that leaders who communicate clear institutional objectives, coordinate organisational 
activities, and ensure alignment between strategic plans and employee responsibilities 
significantly improve institutional performance. These characteristics closely reflect authoritative 
leadership, where the leader establishes organisational direction while encouraging employees to 
contribute towards achieving clearly defined objectives (Habeeb & Eyupoglu, 2024). 

The study argues that strategic planning alone is insufficient unless leaders effectively 
communicate priorities and coordinate organisational effort. Authoritative leaders therefore 
function as strategic coordinators who ensure organisational resources, employee activities, and 
institutional objectives remain aligned despite environmental uncertainty. Within resource-
constrained higher education environments, this leadership approach strengthens organisational 
resilience by providing consistency, accountability, and long-term strategic focus (Habeeb & 
Eyupoglu, 2024; Northouse, 2022). 

Kim et al. (2023) investigate leadership within the hospitality industry and demonstrate that 
leadership behaviours significantly influence employee creativity, organisational identification, 
and task performance. Although the study examines transformational leadership, its findings also 
support key principles of authoritative leadership. Leaders who communicate a clear 
organisational vision and establish high performance expectations strengthen employees' 
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identification with organisational goals, resulting in greater commitment and improved service 
delivery (Kim et al., 2023). 

A particularly important contribution of Kim et al. (2023) is the identification of 
organisational identification as a psychological mechanism linking leadership behaviour with 
employee performance. From an authoritative leadership perspective, this suggests that employees 
perform more effectively when leaders provide a clear sense of organisational purpose and 
consistently communicate strategic priorities. Employees who understand organisational 
objectives are more likely to align their individual behaviours with organisational expectations, 
thereby improving both individual and organisational performance (Haslam et al., 2020). 

The study further demonstrates that leaders who encourage learning, innovation, and 
continuous improvement while maintaining clear organisational direction create work 
environments characterised by high levels of commitment and service quality. Rather than 
exercising rigid control, effective authoritative leaders establish strategic priorities while allowing 
employees sufficient flexibility to determine the most appropriate methods for achieving 
organisational objectives. Consequently, authoritative leadership contributes to organisational 
performance by combining decisive leadership with employee engagement, accountability, and 
shared organisational purpose (Kim et al., 2023). 

Al-Subaie et al. (2021) provide a strategic perspective on leadership within megaproject 
environments characterised by complexity, uncertainty, and multiple stakeholder interests. Using 
Interpretive Structural Modelling (ISM) and MICMAC analysis, the study identifies organisational 
and leadership factors necessary for effective project governance and strategic decision-making. 
Although the original study focuses on transformational leadership, its findings strongly align with 
the principles of authoritative leadership, particularly the importance of communicating a clear 
vision, coordinating multidisciplinary teams, and maintaining organisational direction during 
complex projects, rather than viewing leadership solely as an interpersonal process, the study 
positions effective leadership as a strategic organisational capability embedded within governance 
structures and decision-making systems (Al-Subaie et al., 2021). 

The findings demonstrate that authoritative leaders function as strategic decision-makers who 
establish organisational priorities, coordinate diverse stakeholders, and maintain alignment 
towards common objectives under conditions of uncertainty. In large-scale infrastructure and 
development projects, authoritative leadership becomes essential for providing direction, ensuring 
accountability, facilitating collaboration, and maintaining stakeholder confidence throughout 
project implementation (Al-Subaie et al., 2021). These findings reinforce leadership theory, 
suggesting that authoritative leadership is particularly effective in environments requiring strategic 
coordination, decisive decision-making, and clear organisational direction (Northouse, 2022). 

A significant contribution of the study is the identification of leadership development enablers 
that strengthen strategic leadership capability. Vision articulation, trust-building, strategic 
communication, and effective coordination emerged as critical drivers of leadership effectiveness. 
These findings suggest that authoritative leadership should not be regarded as an innate leadership 
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characteristic but rather as a competency that can be systematically developed through structured 
leadership development programmes. Consequently, authoritative leadership contributes to 
organisational performance by strengthening governance, strategic alignment, and effective 
communication across complex organisational systems (Al-Subaie et al., 2021). 

Lindert et al. (2023) provide a valuable longitudinal examination of leadership and employee 
psychological well-being, demonstrating that leadership contributes to healthier work 
environments characterised by trust, support, and psychological safety. Although their research 
investigates transformational leadership, the findings are equally relevant to authoritative 
leadership because leaders who communicate clear expectations, provide consistent guidance, and 
maintain supportive relationships foster employee confidence and organisational stability. 
Through strategic communication, constructive feedback, and visible leadership, authoritative 
leaders help employees understand organisational priorities while reducing uncertainty in the 
workplace (Lindert et al., 2023). 

Unlike many previous cross-sectional studies, Lindert et al. (2023) employ a longitudinal 
design to examine leadership influences over time. Their findings indicate that leadership 
behaviours alone do not automatically improve psychological well-being; instead, workplace 
social capital, organisational support, and existing levels of employee well-being play more 
significant roles in determining long-term outcomes. These findings suggest that authoritative 
leadership contributes indirectly to employee well-being by creating structured and supportive 
organisational environments rather than functioning as the sole determinant of psychological 
health. 

The study therefore highlights that authoritative leadership should be integrated with broader 
organisational well-being strategies, including employee support systems, effective 
communication, and collaborative workplace cultures. Leaders who provide strategic direction 
while maintaining open communication and supportive relationships are more likely to sustain 
employee engagement and organisational effectiveness over time (Lindert et al., 2023; Northouse, 
2022). 

Caza et al. (2021) examine followers' perceptions of leadership across numerous countries 
and organisational settings, providing important insights into the cross-cultural applicability of 
effective leadership. Their findings indicate that leadership behaviours associated with 
communicating a compelling vision, demonstrating ethical conduct, and building trust are 
consistently valued across different national and organisational contexts. These characteristics 
closely correspond with authoritative leadership, where leaders establish clear organisational 
direction while maintaining credibility and follower confidence (Caza et al., 2021). 

The study suggests that effective leadership transcends cultural boundaries because employees 
consistently value leaders who provide purpose, clarity, recognition, and organisational stability. 
While authoritative leaders maintain responsibility for strategic decision-making, their 
effectiveness depends on communicating organisational objectives in ways that encourage 
employee commitment and trust. These findings support contemporary leadership research 
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demonstrating that although leadership behaviours require cultural adaptation, the principles of 
strategic vision, ethical leadership, and effective communication possess broad international 
relevance (Northouse, 2022). 

Importantly, Caza et al. (2021) acknowledge that cultural values influence how leadership 
behaviours are interpreted. Consequently, authoritative leaders must adapt their communication 
styles and leadership practices to align with local cultural expectations while maintaining strategic 
consistency. This flexibility enables authoritative leadership to remain effective across 
increasingly diverse organisational environments. 

A notable contribution of the study is its emphasis on followers' perceptions as a determinant 
of leadership effectiveness. The findings demonstrate that organisational success depends not only 
on leaders making effective decisions but also on employees trusting those decisions and 
understanding the organisational vision. High levels of follower satisfaction indicate that 
authoritative leadership is fundamentally relational, requiring leaders to combine decisiveness 
with communication, credibility, and emotional intelligence. Leadership effectiveness therefore 
depends not solely on positional authority but on employees' acceptance of organisational direction 
and confidence in leadership (Caza et al., 2021; Northouse, 2022). 

The study further reinforces the reciprocal nature of leadership by demonstrating that 
organisational outcomes are influenced by how leadership behaviours are experienced by 
followers. Authoritative leaders who communicate consistently, encourage dialogue, and 
demonstrate integrity strengthen employee commitment and organisational identification while 
maintaining strategic control. Consequently, authoritative leadership combines clear direction with 
relationship-building to achieve sustainable organisational performance across diverse cultural 
contexts. 

Salameh-Ayanian et al. (2025) extend leadership research by examining leadership 
effectiveness within Lebanese non-governmental organisations operating under conditions of 
prolonged crisis, political instability, and resource scarcity. Their findings demonstrate that 
leadership characterised by strategic vision, decisive direction, and effective communication 
significantly improves employee resilience, adaptability, motivation, and organisational 
commitment during periods of uncertainty. From an authoritative leadership perspective, these 
findings illustrate the importance of leaders providing clear organisational direction when external 
environments become highly volatile (Salameh-Ayanian et al., 2025). 

The authors argue that effective leaders contribute to organisational resilience by creating 
psychologically safe environments where employees remain committed to organisational 
objectives despite operational challenges. By communicating clear priorities, providing 
reassurance, and maintaining organisational focus, authoritative leaders strengthen employee 
confidence and collective efficacy during periods of crisis. These findings support leadership 
research suggesting that clear direction and visible leadership are particularly valuable when 
organisations experience instability and uncertainty (Northouse, 2022). 
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An important contribution of the study is its challenge to the assumption that employee 
satisfaction alone predicts organisational performance. Instead, Salameh-Ayanian et al. (2025) 
demonstrate that leadership exerts a direct influence on performance by strengthening employees' 
commitment to organisational goals, strategic priorities, and shared purpose. Within humanitarian 
organisations operating in crisis conditions, authoritative leadership enables employees to 
maintain high performance by providing certainty, consistency, and strategic guidance despite 
significant operational pressures. Consequently, authoritative leadership should be regarded not 
only as an approach for improving organisational performance but also as a strategic capability 
that enhances organisational resilience, employee commitment, and effective decision-making 
during periods of instability. 

Lin et al. (2022) examine leadership within educational settings by investigating its influence 
on teachers' sustainable professional development through the mediating role of teacher self-
efficacy. Although the original study focuses on transformational leadership, its findings strongly 
support the principles of authoritative leadership, particularly the importance of communicating a 
clear educational vision, setting high expectations, and providing structured guidance for 
professional development. The study found that effective school leadership significantly enhances 
teachers' confidence in their professional capabilities, thereby promoting continuous learning, 
instructional improvement, and long-term professional growth. Importantly, leadership exerted a 
greater influence on teachers' professional development than individual characteristics such as 
growth mindset, highlighting the critical role of leaders in shaping supportive educational 
environments (Lin et al., 2022). 

The positive relationship between leadership and teacher self-efficacy reflects several 
characteristics associated with authoritative leadership. School leaders who establish clear 
educational objectives, communicate institutional priorities, and provide constructive feedback 
strengthen teachers' confidence in improving instructional practice and student learning outcomes 
(Lin et al., 2022; Northouse, 2022). By providing direction while encouraging professional 
responsibility, authoritative leaders enable teachers to align their individual practice with broader 
organisational goals. Consequently, teachers become more willing to adopt innovative teaching 
methods, engage in collaborative learning, and participate in continuous professional 
development. 

A significant contribution of the study is the identification of teacher self-efficacy as the 
psychological mechanism linking leadership with professional behaviour. Rather than relying 
solely on supervision or administrative control, authoritative leaders promote confidence by 
clarifying expectations, recognising competence, and providing opportunities for professional 
growth. These findings are consistent with Social Cognitive Theory, which identifies self-efficacy 
as a major determinant of motivation, persistence, and performance (Bandura, 1997).  

Sustainable teacher development therefore depends not only on professional training but also 
on leadership practices that establish clear direction while fostering confidence and accountability. 
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Furthermore, Lin et al. (2022) demonstrate that leadership has both direct and indirect effects 
on teachers' professional attitudes and instructional practices. These findings reinforce the view 
that authoritative leadership contributes to adaptive, high-performing educational organisations by 
ensuring strategic alignment, maintaining consistent standards, and encouraging continuous 
improvement. Accordingly, leadership development programmes in education should prioritise 
competencies such as vision communication, instructional guidance, effective decision-making, 
and professional support. 

Khan et al. (2020) provide valuable insights into the relationship between leadership, 
employee performance, burnout, social loafing, and intrinsic motivation. Their findings indicate 
that leadership significantly improves employee performance by strengthening intrinsic 
motivation, reinforcing the proposition that employees perform more effectively when 
organisational goals are clearly communicated and perceived as meaningful. From an authoritative 
leadership perspective, these findings demonstrate that leaders who articulate a compelling 
organisational direction and establish clear expectations encourage employees to take greater 
ownership of organisational objectives (Khan et al., 2020). 

A major contribution of the study is its identification of intrinsic motivation as the principal 
psychological mechanism linking leadership with employee performance. Authoritative leaders 
create meaningful work environments by explaining organisational priorities, clarifying employee 
responsibilities, and demonstrating how individual contributions support organisational success. 
Through consistent communication, constructive feedback, and strategic guidance, leaders 
enhance employees' commitment, confidence, and responsibility for achieving organisational 
objectives (Khan et al., 2020; Northouse, 2022). 

However, Khan et al. (2020) also report that leadership demonstrates only moderate indirect 
effects on burnout and social loafing. These findings suggest that although authoritative leadership 
improves motivation and organisational performance, it cannot independently eliminate workplace 
challenges such as excessive workloads, inadequate organisational support, or employee stress. 
Consequently, effective leadership should be integrated with broader organisational well-being 
initiatives, including workload management, employee assistance programmes, and psychological 
support systems, to achieve sustainable organisational performance. 

Overall, the study advances leadership theory by demonstrating that organisational 
effectiveness depends not only on directing employee behaviour but also on strengthening 
employees' psychological resources. Organisations seeking sustainable improvements in 
performance should therefore invest in leadership development programmes that cultivate strategic 
communication, emotional intelligence, effective decision-making, and supportive leader–
employee relationships while simultaneously addressing organisational factors contributing to 
employee stress and disengagement (Northouse, 2022). 

The findings of Khan et al. (2020) further highlight the pivotal role of intrinsic motivation as 
a mechanism through which leadership improves employee performance. Rather than relying 
solely on formal authority or external rewards, effective authoritative leaders motivate employees 
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by providing a clear organisational vision, communicating expectations, and recognising 
individual contributions. This leadership approach promotes accountability, confidence, and 
ownership of organisational objectives, encouraging employees to perform beyond minimum job 
requirements while maintaining alignment with organisational priorities. 

Furthermore, the study emphasises that effective leaders possess strong interpersonal 
competence and situational awareness, enabling them to understand employees' individual needs 
while maintaining strategic direction. Such capabilities strengthen trust, enhance motivation, and 
promote long-term organisational commitment. These findings reinforce contemporary leadership 
scholarship suggesting that authoritative leadership combines decisive direction with supportive 
communication, allowing organisations to improve performance while maintaining positive 
workplace relationships (Northouse, 2022). 

Ayandibu (2024) provides a comprehensive review of contemporary leadership research by 
examining leadership influences across individual, team, departmental, and organisational levels. 
The review demonstrates that leadership characterised by strategic vision, effective 
communication, employee support, and ethical decision-making consistently improves employee 
motivation, job satisfaction, organisational commitment, innovation, and team cohesion. These 
findings reinforce the flexibility of authoritative leadership across diverse organisational settings 
by illustrating its capacity to align employees with organisational objectives while maintaining 
operational consistency (Ayandibu, 2024). 

A significant contribution of the review is its recognition that effective leadership is not rigid 
but context-sensitive, requiring leaders to adapt their behaviours according to organisational 
circumstances. Authoritative leaders encourage innovation by establishing clear strategic priorities 
while allowing employees sufficient autonomy to identify appropriate methods for achieving 
organisational objectives. Simultaneously, leaders strengthen organisational trust and credibility 
through ethical behaviour, consistent communication, and fair decision-making, thereby 
promoting employee commitment and engagement (Ayandibu, 2024). 

Importantly, Ayandibu (2024) acknowledges that authoritative leadership may face 
challenges within highly bureaucratic organisations where rigid structures restrict flexibility and 
employee initiative. Consequently, leadership effectiveness depends upon organisational culture, 
structural adaptability, and leaders' ability to balance strategic control with employee participation. 
These findings reinforce contemporary leadership research demonstrating that authoritative 
leadership is most effective when organisational structures support clear communication, 
accountability, and collaborative implementation of strategic objectives (Northouse, 2022). 

Atoko (2023) extends leadership research by focusing on organisations operating within 
developing economies, addressing an important gap in leadership literature. Through a 
comprehensive review of empirical evidence, the study demonstrates that effective leadership 
serves as a strategic capability for improving organisational performance, employee motivation, 
innovation, and adaptability in environments characterised by institutional instability, resource 
constraints, and rapid socio-economic change. 
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Rather than conceptualising leadership solely as an interpersonal management style, Atoko 
(2023) presents leadership as a strategic organisational capability that facilitates transformation 
through clear vision, effective decision-making, employee alignment, and organisational learning. 
These leadership behaviours enable organisations to respond proactively to environmental 
uncertainty while maintaining operational consistency and encouraging continuous improvement. 
Such findings are particularly relevant within developing countries, where decisive leadership and 
strategic coordination are essential for overcoming institutional challenges and maintaining 
organisational competitiveness. 

An important contribution of the study is its emphasis on leadership's role in strategic planning 
and organisational policy development. Authoritative leaders are portrayed as architects of 
organisational direction who align institutional strategies with employee responsibilities and 
organisational objectives. This systems-oriented perspective demonstrates that leadership 
influences not only individual behaviour but also organisational structures, governance processes, 
and long-term strategic development. Consequently, Atoko (2023) recommends institutionalising 
leadership development programmes tailored to local socio-economic conditions while 
strengthening leaders' capabilities in strategic communication, decision-making, organisational 
alignment, and effective implementation. 

Awaale (2024) investigates the contribution of leadership to organisational performance 
within Somalia's public sector, highlighting the importance of clear direction, decisive decision-
making, and accountability in improving organisational effectiveness. Within institutionally 
fragile and resource-constrained environments, authoritative leadership is presented as an effective 
approach for establishing organisational stability, clarifying strategic priorities, and strengthening 
employee commitment to public service objectives. Unlike more participative leadership 
approaches, authoritative leaders provide a clear vision and firm guidance while maintaining 
responsibility for major organisational decisions, enabling organisations to overcome uncertainty 
and bureaucratic inefficiencies (Awaale, 2024; Northouse, 2022). 

The review demonstrates that authoritative leaders strengthen organisational effectiveness by 
communicating a compelling organisational vision, establishing clear performance expectations, 
and coordinating employees towards shared objectives. By providing strategic direction while 
encouraging employees to understand organisational goals, authoritative leadership improves 
organisational commitment, accountability, and service delivery. Such leadership behaviours are 
particularly valuable within public-sector organisations where consistent decision-making and 
coordinated action are essential for restoring institutional effectiveness and stakeholder confidence 
(Awaale, 2024). 

Furthermore, Awaale (2024) highlights the contextual effectiveness of authoritative 
leadership by demonstrating that leadership success depends upon adapting decision-making 
approaches to institutional realities and socio-political conditions. Within formal bureaucratic 
systems, authoritative leaders provide the strategic clarity required to coordinate organisational 
activities while maintaining operational discipline. Rather than relying solely on hierarchical 
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authority, effective authoritative leaders communicate purpose, build confidence, and provide 
structured guidance that enables employees to work towards clearly defined organisational goals. 
These findings reinforce contemporary leadership scholarship, which argues that authoritative 
leadership is particularly valuable in environments characterised by uncertainty, weak institutional 
capacity, and the need for decisive strategic direction (Goleman, 2000; Northouse, 2022). 

The review further argues that authoritative leadership contributes to improved employee 
commitment and organisational performance by providing employees with a clear understanding 
of organisational priorities and expected outcomes. Employees who understand organisational 
objectives are more likely to align their efforts with institutional goals, resulting in improved 
coordination, accountability, and organisational effectiveness. This leadership approach is 
particularly appropriate in public-sector organisations where clarity of purpose and consistent 
leadership are necessary to improve service delivery and rebuild organisational capacity (Awaale, 
2024). 

Ahwireng Koomson et al. (2022) examine the relationship between leadership behaviours, 
employee motivation, and organisational performance within selected Ghanaian public-sector 
institutions. Although the study focuses broadly on leadership effectiveness, its findings strongly 
support principles associated with authoritative leadership. Leaders who communicated a 
compelling organisational vision and provided clear strategic direction significantly improved 
employee motivation and organisational performance. Employees demonstrated greater 
commitment when organisational objectives were clearly communicated and consistently 
reinforced by leadership (Ahwireng Koomson et al., 2022). 

The study identifies vision communication and strategic guidance as major predictors of 
employee motivation, suggesting that authoritative leaders enhance performance by helping 
employees understand how their individual roles contribute to wider organisational success. Rather 
than relying primarily on rewards or close supervision, authoritative leaders motivate employees 
by providing purpose, direction, and confidence during periods of organisational change. These 
findings align with Goleman's (2000) authoritative leadership model, which emphasises vision, 
clarity, and strategic direction as the primary drivers of employee engagement and performance. 

The Ghanaian public-sector context further strengthens the study's contribution by 
demonstrating that authoritative leadership remains effective within organisations characterised 
by bureaucratic procedures, administrative complexity, and accountability requirements. In such 
environments, leaders who provide clear priorities, communicate expectations effectively, and 
maintain strategic focus enable organisations to improve coordination, employee commitment, and 
service delivery despite structural constraints (Ahwireng Koomson et al., 2022). 

Ogonegbu and Kyongo (2023) provide a comprehensive systematic review synthesising 
contemporary evidence on leadership and organisational performance across several developing 
economies. Their review demonstrates that leadership approaches characterised by strategic 
vision, effective communication, employee motivation, and organisational coordination 
consistently improve organisational performance, innovation, and long-term competitiveness. 
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These findings strongly support authoritative leadership principles, which emphasise creating a 
clear organisational direction while enabling employees to contribute effectively towards shared 
goals (Ogonegbu & Kyongo, 2023). 

The review concludes that organisations achieve stronger performance when leaders establish 
strategic priorities, communicate organisational objectives effectively, and coordinate employee 
efforts towards common outcomes. Rather than focusing exclusively on control or supervision, 
authoritative leadership encourages alignment between organisational strategy and employee 
performance through clear communication and purposeful leadership. Consequently, leadership is 
viewed as a strategic organisational capability that strengthens organisational resilience, 
adaptability, and sustainable performance (Northouse, 2022). 

Cao and Le (2024) examine leadership and organisational change capability through the 
mediating role of employee trust. Their findings demonstrate that successful organisational change 
depends not only on leadership authority but also on leaders' ability to communicate a compelling 
vision, establish credibility, and foster trusting relationships with employees. These findings 
closely align with authoritative leadership, where leaders provide strategic direction while creating 
confidence in organisational decisions. 

The study distinguishes between different forms of trust and demonstrates that openness, 
honest communication, and transparent leadership significantly improve employees' willingness 
to embrace organisational change. Authoritative leaders who clearly explain organisational 
priorities, justify strategic decisions, and maintain consistent communication strengthen employee 
confidence and reduce resistance to change. Consequently, trust becomes a strategic organisational 
resource that enables authoritative leaders to implement change effectively while maintaining 
employee commitment (Cao & Le, 2024). 

Nasir et al. (2022) investigate leadership within Pakistani small and medium-sized enterprises 
(SMEs), examining its relationship with employee performance, organisational innovation, 
creativity, and workplace resilience. Their findings indicate that leadership characterised by 
strategic direction, confidence, and effective communication significantly enhances employee 
performance and organisational adaptability. These characteristics closely reflect authoritative 
leadership, where leaders establish a clear organisational vision while encouraging employees to 
pursue innovation within defined strategic objectives. 

The study demonstrates that employees perform more effectively when leaders clearly 
communicate organisational goals, encourage problem-solving, and provide confidence during 
periods of uncertainty. Rather than creating dependence on continuous supervision, authoritative 
leaders enable employees to make informed decisions within an agreed strategic framework. Such 
leadership improves innovation by ensuring that employees understand organisational priorities 
while maintaining sufficient autonomy to develop creative solutions (Nasir et al., 2022). 

Furthermore, the authors demonstrate that authoritative leadership positively influences 
employees' responses to workplace stress by reducing uncertainty through clear communication 
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and decisive leadership. Employees who receive consistent guidance are more likely to remain 
resilient, committed, and focused on organisational objectives despite challenging business 
conditions. Collectively, the study reinforces the proposition that authoritative leadership functions 
as an important strategic capability for strengthening organisational performance, innovation, 
employee confidence, and long-term organisational resilience within dynamic and competitive 
business environments. 

15.4 Conclusion 

Authoritative leadership, characterised by a clear organisational vision, decisive decision-
making, strategic direction, and effective communication, has consistently demonstrated its 
capacity to improve employee performance, organisational coordination, adaptability, resilience, 
and long-term organisational effectiveness across diverse organisational contexts. Unlike 
authoritarian leadership, which relies primarily on command and control, authoritative leadership 
combines firm leadership with guidance, motivation, and employee involvement in achieving 
clearly defined organisational goals. The literature reviewed indicates that authoritative leadership 
is not merely an effective leadership style but a strategic capability that enables organisations to 
navigate uncertainty, maintain organisational alignment, and achieve sustainable competitive 
advantage. 

A consistent finding across the reviewed studies is the positive relationship between 
authoritative leadership and employee performance and motivation. Authoritative leaders 
communicate a compelling organisational vision, establish clear expectations, and align individual 
responsibilities with strategic organisational objectives, thereby enhancing commitment, 
accountability, and employee engagement. Rather than relying solely on formal authority or 
transactional rewards, these leaders motivate employees by providing purpose, confidence, and 
strategic direction, resulting in sustained improvements in productivity, service quality, and 
organisational effectiveness. This pattern is evident across sectors including public administration, 
education, healthcare, hospitality, and small and medium-sized enterprises. 

The review also demonstrates that authoritative leadership plays a critical role in 
organisational adaptability and change management. In increasingly volatile and uncertain 
environments, authoritative leaders reduce ambiguity by communicating a clear strategic vision 
while maintaining confidence and stability during organisational transitions. Trust emerged as an 
important mechanism linking authoritative leadership with successful organisational change, as 
employees are more willing to support new initiatives when leaders communicate transparently 
and consistently. Similarly, educational leadership research indicates that authoritative leadership 
strengthens teacher confidence, organisational commitment, and professional development by 
providing clear educational goals and supportive leadership, thereby enhancing organisational 
learning and institutional capability. 

Strategic decision-making and organisational coordination emerged as dominant themes 
throughout the reviewed literature. Studies consistently showed that authoritative leaders improve 
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organisational performance by establishing clear priorities, coordinating resources effectively, and 
ensuring employees understand organisational objectives. Rather than encouraging innovation 
without direction, authoritative leadership provides structured autonomy in which employees are 
empowered to contribute creatively within clearly defined strategic boundaries. This balance 
between guidance and autonomy strengthens organisational resilience while ensuring that 
innovation remains aligned with organisational priorities. 

The literature further demonstrates that authoritative leadership contributes significantly to 
employee confidence, psychological safety, and organisational resilience. Leaders who 
communicate with clarity, provide constructive feedback, and demonstrate confidence during 
uncertainty create supportive working environments characterised by higher job satisfaction, 
stronger organisational commitment, and greater employee resilience. However, evidence also 
suggests that these outcomes depend upon organisational culture, employee trust, communication 
quality, and organisational support, indicating that authoritative leadership is most effective within 
environments that encourage collaboration, openness, and shared organisational values. 

Another important contribution of the reviewed literature is the growing evidence supporting 
the cross-cultural applicability of authoritative leadership. Studies conducted across Africa, Asia, 
Europe, and the Middle East demonstrate that leadership characterised by vision, strategic 
communication, and decisive guidance consistently improves employee attitudes and 
organisational performance despite differences in national culture and institutional arrangements. 
Although communication styles and decision-making practices require adaptation to local cultural 
expectations, the fundamental principles of authoritative leadership address universal 
organisational needs for clarity, stability, trust, and purposeful direction, making the approach 
highly relevant for multinational organisations operating in culturally diverse environments. 

The review also highlights the strategic importance of authoritative leadership within public-
sector organisations and developing economies. Evidence from Somalia, Ghana, Nigeria, Pakistan, 
and other developing contexts demonstrates that authoritative leadership strengthens employee 
commitment, organisational coordination, accountability, and public service delivery despite 
institutional constraints, limited resources, and complex governance challenges. These findings 
reinforce the argument that authoritative leadership is particularly valuable where organisations 
require decisive strategic direction while maintaining employee confidence during periods of 
institutional reform and organisational uncertainty. 

Furthermore, the literature indicates that authoritative leadership contributes directly to 
organisational sustainability by integrating long-term strategic planning with effective operational 
execution. Leaders who establish a clear organisational vision while maintaining consistent 
communication strengthen organisational resilience by aligning employees with broader 
institutional objectives and encouraging responsible decision-making. Within higher education, 
healthcare, and public administration, authoritative leadership has been associated with stronger 
strategic implementation, organisational learning, and sustainable institutional development. 
These findings position authoritative leadership as an important mechanism for achieving 
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organisational resilience while contributing to sustainable organisational growth and effective 
governance. 

Overall, the evidence reviewed confirms that authoritative leadership remains one of the most 
practical and effective leadership approaches in contemporary organisational research and 
practice. Its positive effects extend beyond improving employee performance to strengthening 
organisational coordination, strategic alignment, resilience, adaptability, and long-term 
organisational effectiveness across multiple sectors and cultural contexts. Although contextual 
variables such as organisational trust, communication quality, institutional culture, and employee 
readiness influence leadership effectiveness, the overall evidence consistently supports 
authoritative leadership as a strategic organisational capability rather than simply a directive 
leadership style. 

Therefore, organisations seeking sustainable competitive advantage should prioritise 
leadership development programmes that cultivate authoritative leadership competencies, 
including strategic vision, effective communication, ethical decision-making, emotional 
intelligence, employee engagement, and adaptive leadership. As organisations continue to face 
technological disruption, global competition, economic uncertainty, and increasingly complex 
organisational environments, authoritative leadership will remain an essential capability for 
promoting organisational stability, strategic alignment, resilience, and sustainable organisational 
success. 
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Chapter 16: 

CASE STUDIES 

Mamilan Hussein 

16.1 Case Study 1 

 

University of West London, under the leadership of Professor Peter John 

Since he was appointed Vice-Chancellor in 2017, Professor Peter John has led a significant 
strategic repositioning of the University of West London (UWL), transforming the institution into 
a career-focused and student-centred university operating within the increasingly competitive and 
performance-driven UK higher education sector. Central to this transformation is the institutional 
identity of "The Career University," which aligns curriculum design, teaching, employer 
engagement and student support with graduate employability and professional practice (University 
of West London, 2023a). While this strategic repositioning demonstrates several characteristics 
associated with transformational leadership, its effectiveness must also be evaluated critically 
within the context of higher education marketisation, regulatory accountability and digital 
transformation. 
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The contemporary UK higher education sector is characterised by intensified competition, 
reduced public funding, increased consumer expectations and extensive regulatory oversight 
through mechanisms such as the Teaching Excellence Framework (TEF), National Student Survey 
(NSS) and Office for Students (OfS) performance metrics (Office for Students, 2023). Within this 
environment, Professor John's leadership reflects transformational leadership through the 
articulation of a distinctive institutional vision that differentiates UWL from research-intensive 
universities by prioritising teaching excellence, applied learning and graduate employability. This 
strategic vision corresponds closely with the transformational leadership dimensions of 
inspirational motivation and idealised influence, whereby leaders create shared organisational 
purpose and encourage followers to pursue collective goals beyond immediate operational 
objectives (Bass, 1985; Bass & Riggio, 2006). 

However, a critical perspective suggests that UWL's transformation cannot be attributed 
solely to transformational leadership. Strategic repositioning was also shaped by external 
institutional pressures arising from market competition, government policy reforms and 
performance-based funding systems. From an institutional theory perspective, universities 
increasingly adapt their strategies to maintain legitimacy within regulatory environments rather 
than exclusively pursuing internally generated visions (Scott, 2014). Consequently, Professor 
John's leadership should be understood as operating within significant structural constraints, where 
organisational success depended not only on visionary leadership but also on strategic 
responsiveness to external accountability frameworks. 

Under Professor John's leadership, UWL invested substantially in curriculum enhancement, 
staff capability development, digital infrastructure and professionally accredited programmes. The 
expansion of blended learning, virtual learning environments, digital assessment systems and 
technology-enabled student support reflects a strategic commitment to digital transformation that 
extends beyond technological implementation to encompass organisational capability 
development. Rather than treating digital technologies as isolated innovations, UWL integrated 
digital systems into teaching, learning and institutional management, thereby enhancing 
operational efficiency and improving student experience (University of West London, 2023b). 
Such initiatives contributed to improved student satisfaction, stronger graduate outcomes and 
positive institutional performance within the Teaching Excellence Framework (Office for 
Students, 2023). 

Nevertheless, the relationship between transformational leadership and digital transformation 
is more complex than often portrayed. Although transformational leaders can create commitment 
to technological change, digital transformation also requires complementary leadership 
capabilities, including technological competence, strategic governance, project management and 
effective resource allocation (Vial, 2019). Leadership vision alone cannot overcome structural 
barriers such as inadequate digital infrastructure, staff capability gaps or financial limitations. 
Consequently, successful digital transformation requires the integration of transformational 
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leadership with managerial competence, institutional governance and sustained organisational 
investment. 

The UWL case also demonstrates that transformational leadership within public-sector 
organisations frequently occurs through incremental rather than revolutionary change. Rather than 
implementing radical organisational restructuring, Professor John's leadership focused on 
progressively embedding employability, digital capability and student-centred learning throughout 
institutional systems and culture. This gradual approach reflects the realities of public-sector 
governance, where regulatory requirements, stakeholder accountability and institutional traditions 
often constrain rapid organisational transformation. Such findings support Andersen's (2015) 
argument that transformational leadership is inherently contingent upon organisational context, 
institutional arrangements and stakeholder expectations rather than representing a universally 
applicable leadership model. 

From a sustainability perspective, UWL's strategic emphasis on employability, digital 
capability and long-term institutional resilience also reflects broader principles of sustainable 
organisational development. Sustainable leadership extends beyond achieving short-term 
organisational performance by ensuring institutions develop the capacity to adapt continuously to 
technological, economic and societal change (Hargreaves & Fink, 2006). Investments in digital 
learning infrastructure, staff development and curriculum innovation therefore contribute not only 
to immediate institutional performance but also to the university's long-term resilience within an 
increasingly competitive higher education landscape. 

Despite these achievements, transformational leadership within higher education also presents 
important limitations. The strong emphasis on institutional vision and organisational commitment 
may unintentionally overlook structural inequalities, increasing staff workloads and affecting 
employee well-being during periods of continuous change. Digital transformation frequently 
demands ongoing adaptation, acquisition of new competencies and increased performance 
expectations, potentially contributing to change fatigue and psychological strain if organisational 
support mechanisms are insufficient (Lindert et al., 2023). Consequently, transformational 
leadership must be complemented by supportive organisational cultures, employee well-being 
initiatives and participative governance if digital transformation is to remain sustainable over the 
long term. 
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16.2 Case Study 2 

 
Microsoft under Satya Nadella 

Microsoft provides one of the most compelling contemporary examples of how authoritative 
leadership can facilitate large-scale digital transformation while integrating sustainability into 
long-term corporate strategy. When Satya Nadella became Chief Executive Officer in 2014, 
Microsoft faced declining competitiveness, organisational fragmentation, a risk-averse culture and 
growing pressure from cloud-based competitors, particularly Amazon Web Services (AWS) and 
Google Cloud. Rather than focusing on incremental operational improvements, Nadella articulated 
a clear strategic vision centred on cloud computing, artificial intelligence (AI), platform-based 
innovation and organisational learning. This strategic reorientation reflects the core principles of 
authoritative leadership, whereby leaders establish a compelling vision, communicate clear 
organisational priorities and align employees towards common strategic objectives while 
encouraging initiative and accountability (Goleman, 2000; Nadella et al., 2017). 

A defining feature of Nadella's leadership was his deliberate transformation of Microsoft's 
organisational culture. Historically, Microsoft had been criticised for internal competition, 
hierarchical silos and a culture that discouraged collaboration. Nadella challenged these 
entrenched behaviours by promoting a "growth mindset", encouraging employees to embrace 
continuous learning, experimentation and calculated risk-taking. This cultural shift illustrates that 
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successful digital transformation is fundamentally a people-centred process rather than a purely 
technological one. While investments in cloud computing and AI were essential, these 
technologies would have generated limited strategic value without corresponding changes in 
organisational culture, employee behaviour and leadership practices (Westerman et al., 2014). 
From an authoritative leadership perspective, Nadella demonstrated that providing strategic clarity 
while granting employees autonomy to innovate can reduce resistance to change and strengthen 
organisational commitment during periods of technological disruption. 

Microsoft's transition towards Azure cloud services, AI-enabled products and digital platform 
ecosystems further illustrates the strategic value of authoritative leadership in coordinating 
complex organisational change. Implementing these initiatives required restructuring business 
operations, redesigning governance systems, developing new digital capabilities and encouraging 
collaboration across traditionally separate business units. By maintaining a consistent strategic 
direction while allowing employees flexibility in achieving organisational goals, Nadella reduced 
uncertainty and aligned individual efforts with Microsoft's long-term digital strategy. These 
behaviours reflect authoritative leadership, which combines clear strategic direction with 
employee empowerment rather than relying on authoritarian control or transactional supervision 
(Northouse, 2022). Consequently, Microsoft's transformation demonstrates how authoritative 
leadership can create organisational alignment without suppressing innovation. 

However, attributing Microsoft's digital transformation solely to authoritative leadership risks 
oversimplifying a highly complex organisational change process. The company's success was also 
enabled by substantial financial resources, advanced technological capabilities, a highly skilled 
workforce and favourable market conditions associated with the rapid global expansion of cloud 
computing and AI. Moreover, Nadella's leadership extended beyond the characteristics 
traditionally associated with authoritative leadership. His emphasis on empathy, inclusive 
leadership, psychological safety and collaborative decision-making aligns closely with 
transformational, servant and participative leadership theories (Nadella et al., 2017). This suggests 
that Microsoft's success resulted from a combination of complementary leadership approaches 
rather than authoritative leadership alone. In knowledge-intensive organisations, where innovation 
depends upon employee creativity, cross-functional collaboration and decentralised decision-
making, excessive reliance on strategic direction without meaningful employee participation may 
constrain adaptability and reduce innovation capacity. Therefore, authoritative leadership appears 
most effective when integrated with leadership practices that promote organisational learning, 
shared leadership and employee empowerment. 

Sustainability has become an equally significant dimension of Microsoft's strategic 
transformation under Nadella's leadership. The organisation has committed to becoming carbon 
negative by 2030, achieving zero waste, becoming water positive and protecting ecosystems 
through substantial investment in renewable energy, sustainable data centres and environmentally 
responsible digital infrastructure (Microsoft, 2023). Rather than positioning sustainability as a 
peripheral corporate social responsibility initiative, Microsoft has embedded environmental 
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objectives within corporate strategy, technological innovation and organisational decision-making. 
This reflects the authoritative leader's role in establishing long-term strategic priorities, 
communicating organisational purpose and ensuring that sustainability objectives are integrated 
into operational practice. Furthermore, Microsoft's use of AI, cloud analytics and digital 
monitoring systems demonstrates how digital transformation can support environmental 
sustainability by improving resource efficiency, monitoring carbon emissions and enabling 
evidence-based environmental management. 

Despite these achievements, Microsoft's sustainability strategy also exposes important 
limitations regarding the broader applicability of authoritative leadership. The organisation's 
ambitious environmental commitments have been supported by exceptional financial capacity, 
extensive research and development investment, advanced digital infrastructure and access to 
global technological expertise. Smaller organisations, public-sector institutions and organisations 
operating within developing economies often lack comparable resources, limiting their ability to 
replicate Microsoft's approach. Moreover, Microsoft's rapid expansion of cloud services and AI 
technologies has significantly increased energy consumption and demand for large-scale data 
centres, creating ongoing tensions between digital innovation and environmental sustainability. 
Although the organisation has invested heavily in renewable energy and carbon reduction 
initiatives, critics argue that continued digital expansion inevitably increases environmental 
pressures through higher electricity demand, water consumption and electronic waste. This 
highlights an important limitation of leadership-centred explanations: sustainability outcomes are 
shaped not only by leadership effectiveness but also by technological constraints, regulatory 
frameworks, stakeholder expectations and the availability of financial and organisational resources 
(Verhoef et al., 2021). 

Overall, Microsoft's transformation demonstrates that authoritative leadership can provide the 
strategic vision, organisational alignment and implementation discipline necessary to support 
successful digital transformation and sustainability integration. However, the case also illustrates 
that leadership effectiveness is highly contingent upon organisational context, resource availability 
and the integration of complementary leadership approaches. Rather than viewing authoritative 
leadership as a universally sufficient model, the evidence suggests that sustainable digital 
transformation is more likely to emerge when strategic direction is balanced with employee 
empowerment, organisational learning, participative decision-making and continuous innovation. 
Consequently, Microsoft's experience reinforces the argument that authoritative leadership should 
be understood as one important enabler of digital transformation rather than the sole determinant 
of long-term organisational success. 
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16.3 Case Study 3 

 
Ørsted and the Renewable Energy Transition 

Ørsted is widely recognised as one of the most successful examples of transformational 
leadership driving sustainability-led organisational and digital transformation. Formerly known as 
Danish Oil and Natural Gas (DONG Energy), the organisation transitioned from a fossil fuel-
dependent utility into one of the world's leading developers of offshore wind energy. This 
transformation required far more than technological investment; it demanded a fundamental shift 
in organisational strategy, culture, stakeholder relationships and corporate identity. The scale of 
change reflects the core principles of transformational leadership, whereby leaders articulate a 
compelling vision, inspire employees to embrace change, challenge established assumptions and 
foster organisational commitment towards long-term strategic goals (Bass, 1985; Bass & Riggio, 
2006). 

Central to Ørsted's transformation was the leadership's ability to redefine organisational 
purpose around decarbonisation and environmental sustainability. Rather than viewing climate 
change as a regulatory burden or reputational risk, senior leaders positioned sustainability as the 
organisation's primary source of competitive advantage and long-term value creation. This vision 
required difficult strategic decisions, including the divestment of coal and oil assets, significant 
investment in offshore wind infrastructure and the redesign of business operations around 
renewable energy technologies (Ørsted, 2023). Through inspirational communication and strategic 
vision, transformational leaders created a shared sense of purpose that enabled employees and 
stakeholders to support a radical departure from the organisation's historical business model. 

Digital transformation was integral to achieving Ørsted's sustainability objectives. The 
organisation invested extensively in digital technologies, including artificial intelligence, 
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predictive analytics, digital twins, Internet of Things (IoT) sensors and advanced data analytics to 
optimise offshore wind farm performance, improve predictive maintenance, enhance grid 
integration and increase operational efficiency (Ørsted, 2023). From a transformational leadership 
perspective, these technological investments were not implemented as isolated innovations but as 
strategic enablers of the broader sustainability vision. Leaders encouraged employees to perceive 
digital technologies as mechanisms for improving environmental performance, operational 
resilience and organisational learning rather than simply reducing operational costs. This reflects 
contemporary leadership research suggesting that transformational leaders create organisational 
commitment by aligning technological innovation with meaningful organisational purpose 
(Northouse, 2022). 

An important strength of Ørsted's transformation lies in its ability to integrate environmental 
sustainability with commercial performance. The organisation successfully demonstrated that 
sustainability and profitability are not mutually exclusive but can reinforce one another through 
innovation, strategic repositioning and long-term investment. By mobilising employees around a 
shared environmental mission, encouraging continuous learning and supporting capability 
development, transformational leadership reduced resistance to organisational change while 
strengthening employee commitment and organisational resilience. These findings support recent 
research indicating that transformational leaders influence sustainability outcomes by embedding 
environmental values within organisational culture rather than relying solely on regulatory 
compliance or financial incentives (Ren et al., 2024). 

However, attributing Ørsted's success exclusively to transformational leadership would 
oversimplify a complex organisational transformation. The company's transition was also 
facilitated by favourable external conditions, including strong Danish government support, stable 
regulatory frameworks, substantial public investment in renewable energy and increasing global 
demand for low-carbon technologies (International Energy Agency, 2023). These structural 
conditions significantly reduced the risks associated with large-scale renewable energy investment 
and provided opportunities unavailable to many organisations operating in less supportive 
institutional environments. Consequently, leadership should be viewed as one enabling factor 
among several interacting economic, political and technological influences. 

Furthermore, the financial and organisational resources available to Ørsted raise important 
questions regarding the transferability of its leadership model. The organisation possessed the 
capital, technological expertise and governmental backing necessary to invest in long-term 
renewable energy infrastructure and digital innovation. Smaller organisations, particularly those 
operating in developing economies or resource-constrained industries, may lack the financial 
capacity and institutional support required to replicate similar sustainability transformations. This 
suggests that transformational leadership alone cannot overcome structural resource limitations, 
highlighting the importance of considering organisational context when evaluating leadership 
effectiveness (Northouse, 2022). 
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A further limitation concerns the complexity of balancing sustainability ambitions with 
commercial pressures. Although Ørsted has become a global leader in renewable energy, the 
organisation continues to operate within volatile international energy markets characterised by 
fluctuating supply chains, geopolitical uncertainty and increasing competition. Recent challenges, 
including rising construction costs, inflation and delays to offshore wind projects, demonstrate that 
even organisations led by a strong transformational vision remain vulnerable to external economic 
pressures (International Energy Agency, 2023). These challenges illustrate that leadership cannot 
eliminate environmental or market uncertainty but can only enhance organisational capacity to 
respond effectively. 

Overall, Ørsted provides compelling evidence that transformational leadership can facilitate 
successful sustainability-driven digital transformation by combining visionary leadership, 
employee engagement, technological innovation and organisational learning. Nevertheless, the 
case also demonstrates that leadership effectiveness is highly contingent upon supportive 
institutional environments, financial resources, technological capabilities and favourable public 
policy. Consequently, Ørsted's experience reinforces the view that transformational leadership 
should be understood as a critical—but not sufficient—condition for achieving sustainable 
organisational transformation. Long-term success depends upon the interaction between visionary 
leadership, organisational capability, digital innovation and broader economic and regulatory 
conditions. 
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16.4 Case Study 4 

 

The Solar Mamas Initiative in Zanzibar 

The Solar Mamas initiative in Zanzibar provides a compelling example of how 
transformational leadership can facilitate sustainability at the community level by integrating 
social empowerment, technological innovation and environmental stewardship. Implemented 
through Barefoot College Zanzibar, the programme trains women from rural communities as solar 
engineers, enabling them to install, maintain and manage solar energy systems within their 
villages. Unlike conventional development programmes that rely heavily on external technical 
expertise, the initiative focuses on building local leadership capacity, community ownership and 
long-term self-reliance. This approach reflects the central principles of transformational leadership 
by empowering individuals to challenge existing social norms, develop new capabilities and 
contribute collectively to sustainable community development (Bass & Riggio, 2006; Mureithi, 
2025). 

A significant strength of the programme lies in its ability to redefine the role of women within 
traditionally patriarchal rural communities. Through technical training and leadership 
development, participants acquire specialised skills while becoming recognised as community 
leaders capable of addressing local energy challenges. This reflects the transformational leadership 
dimensions of individualised consideration and intellectual stimulation, whereby individuals are 
supported to develop their potential and encouraged to solve complex problems creatively (Bass, 
1985). Rather than positioning beneficiaries as passive recipients of development assistance, the 
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programme enables women to become active agents of social, economic and environmental 
change. Consequently, leadership within the initiative extends beyond technical competence to 
encompass confidence-building, community engagement and collective empowerment. 

The initiative also demonstrates idealised influence by challenging deeply embedded gender 
stereotypes that have traditionally excluded women from technical professions and leadership 
roles. By successfully training women as solar technicians, the programme redefines community 
perceptions of leadership and expertise while promoting gender equality and social inclusion. 
Furthermore, inspirational motivation is evident in the programme's broader vision, which frames 
access to renewable energy not merely as an infrastructure improvement but as a catalyst for 
enhanced education, healthcare, income generation and environmental sustainability (Mureithi, 
2025). This values-driven approach encourages communities to view renewable energy as part of 
a wider strategy for sustainable development rather than simply a technological intervention. 

Digital and renewable energy technologies play an important supporting role within the 
programme. Solar photovoltaic systems, supported by mobile communication technologies for 
maintenance coordination and knowledge sharing, improve access to reliable electricity while 
reducing dependence on fossil fuels and traditional biomass. However, the programme illustrates 
that technology alone does not produce sustainable development outcomes. Instead, technological 
innovation is effective because it is embedded within a transformational leadership framework that 
prioritises capability development, community participation and local ownership. This reinforces 
contemporary sustainability literature, which argues that technological solutions are most 
successful when accompanied by leadership approaches that encourage behavioural change, 
stakeholder engagement and organisational learning (Northouse, 2022). 

Despite its considerable achievements, attributing the programme's success solely to 
transformational leadership would oversimplify the complex realities of community development. 
The effectiveness of the Solar Mamas initiative also depends upon sustained financial support, 
partnerships with organisations such as Barefoot College, donor funding, government cooperation 
and community acceptance. Without these enabling conditions, leadership alone would be unlikely 
to overcome structural barriers such as poverty, limited infrastructure, inadequate education 
systems and gender inequality. Consequently, the programme highlights that transformational 
leadership functions most effectively when supported by favourable institutional, economic and 
social conditions rather than operating independently of them. 

Furthermore, questions remain regarding the long-term scalability and sustainability of the 
model. While the initiative has generated positive outcomes within participating communities, 
replicating similar programmes across different cultural, political and economic contexts may 
prove challenging. Communities vary considerably in terms of institutional capacity, cultural 
attitudes towards women's leadership, access to financial resources and availability of renewable 
energy infrastructure. These contextual differences suggest that the leadership practices 
underpinning the Solar Mamas initiative may require significant adaptation rather than direct 
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replication. This supports broader leadership scholarship, which argues that the effectiveness of 
transformational leadership is contingent upon contextual, cultural and organisational factors 
rather than universally transferable across all settings (Northouse, 2022). 

Another limitation concerns the programme's dependence on external support during its initial 
stages. Although the initiative promotes community ownership and local empowerment, technical 
expertise, funding and organisational coordination remain closely linked to Barefoot College and 
development partners. This raises questions regarding the extent to which local communities can 
sustain the programme independently once external assistance declines. From a critical 
perspective, transformational leadership should therefore be viewed as one important enabler of 
sustainable development rather than a substitute for long-term institutional investment, supportive 
public policy and continued capacity building. 

Overall, the Solar Mamas initiative demonstrates that transformational leadership can 
generate significant social, environmental and economic benefits by empowering individuals, 
promoting renewable energy adoption and strengthening community resilience. However, the case 
also illustrates that leadership alone is insufficient to address deeply rooted structural challenges 
associated with poverty, inequality and sustainable development. The programme's success results 
from the interaction between visionary leadership, community participation, technological 
innovation, institutional support and external partnerships. Consequently, the Solar Mamas 
initiative reinforces the view that transformational leadership is a critical facilitator of grassroots 
sustainability, but its long-term effectiveness depends upon broader socio-economic and 
institutional conditions that enable communities to sustain transformational change. 
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16.5 Case Study 5 

 

Transformational Leadership in Action — Yanmo Omorogbe at Bamboo (Nigeria) 

Nigeria's fintech sector operates within a highly volatile environment characterised by 
regulatory uncertainty, rapid technological change, fluctuating economic conditions and 
increasing competition. These conditions require leaders who can provide strategic direction while 
fostering innovation, organisational resilience and employee commitment. Yanmo Omorogbe, co-
founder of Bamboo, provides a contemporary example of leadership that reflects many 
characteristics associated with transformational leadership. Bamboo was established to 
democratise access to global investment opportunities for African investors through digital 
technology, addressing longstanding barriers to financial inclusion within Nigeria's investment 
market (Bamboo, 2024). 

Rather than focusing solely on commercial expansion, Omorogbe has consistently framed 
Bamboo's mission around financial inclusion, technological innovation and customer 
empowerment. This purpose-driven approach aligns closely with Burns' (1978) proposition that 
transformational leaders motivate followers by connecting organisational objectives with broader 
social values. Similarly, Bass (1985) argues that transformational leaders create commitment by 
encouraging employees to pursue collective organisational goals that transcend individual self-
interest. 
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One of the strongest features of Omorogbe's leadership is the communication of a clear 
organisational vision. In an industry characterised by regulatory interventions from the Central 
Bank of Nigeria and the Securities and Exchange Commission, Bamboo has needed to 
continuously adapt its business model while maintaining customer confidence. Rather than 
allowing regulatory uncertainty to undermine organisational stability, leadership has consistently 
emphasised transparency, long-term value creation and customer trust. This reflects inspirational 
motivation, whereby leaders communicate an optimistic and credible future that encourages 
employees to remain committed despite uncertainty (Bass & Riggio, 2006). Research consistently 
demonstrates that leaders who provide strategic clarity reduce employee uncertainty and improve 
organisational resilience during periods of change (Northouse, 2022). 

Omorogbe's leadership also demonstrates elements of intellectual stimulation through 
Bamboo's emphasis on digital innovation and continuous problem-solving. Operating within one 
of Africa's fastest-growing fintech ecosystems requires constant adaptation to changing 
regulations, evolving customer expectations and technological disruption. Encouraging employees 
to develop innovative financial products, improve digital platforms and identify new investment 
opportunities reflects the transformational principle of challenging existing assumptions while 
promoting creativity and organisational learning (Bass & Riggio, 2006). Such behaviours are 
particularly important in fintech organisations where competitive advantage depends on 
continuous innovation rather than operational efficiency alone (Verhoef et al., 2021). 

Furthermore, Bamboo's commitment to improving financial accessibility illustrates aspects of 
idealised influence. Omorogbe has positioned the organisation as a platform that promotes 
economic empowerment rather than simply generating shareholder value. By linking commercial 
success with broader societal outcomes such as financial inclusion and digital accessibility, 
leadership reinforces organisational legitimacy and strengthens employee identification with the 
company's mission. Research suggests that leaders perceived as ethical role models enhance 
organisational trust, employee commitment and discretionary performance (Banks et al., 2023; 
Northouse, 2022). 

Individualised consideration is also evident through Bamboo's emphasis on developing talent 
within Nigeria's rapidly expanding technology sector. Although publicly available evidence 
regarding internal leadership practices remains limited, Bamboo has consistently promoted 
learning, digital capability development and inclusive participation within its workforce. Such 
practices align with transformational leadership theory, which argues that coaching, mentoring and 
employee development strengthen psychological empowerment and long-term organisational 
performance (Bass & Riggio, 2006). 

However, it would be overly simplistic to attribute Bamboo's organisational success solely to 
transformational leadership. The company's growth has also been influenced by favourable 
demographic trends, increasing smartphone penetration, expanding internet access and growing 
investor interest in digital financial services across Africa. Moreover, fintech organisations operate 
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within ecosystems where venture capital investment, regulatory policy and technological 
infrastructure significantly influence organisational outcomes (Verhoef et al., 2021). 
Consequently, leadership should be viewed as one important enabling factor rather than the sole 
determinant of organisational success. 

A further limitation concerns the scalability of transformational leadership within rapidly 
growing digital organisations. As fintech firms expand, maintaining close leader-follower 
relationships becomes increasingly difficult. Leadership responsibilities become distributed across 
multiple management levels, potentially reducing the influence of individual transformational 
leaders. Furthermore, excessive reliance on charismatic leadership may create dependency on 
individual leaders rather than embedding innovation within organisational systems and culture 
(Northouse, 2022). Sustainable organisational performance therefore requires leadership 
capability to become institutionalised through governance structures, employee empowerment and 
organisational learning rather than remaining dependent upon a single leader. 

Overall, Bamboo illustrates how transformational leadership principles can support 
organisational resilience, innovation and financial inclusion within an emerging market 
characterised by uncertainty and rapid technological change. Omorogbe's emphasis on purpose, 
innovation, ethical leadership and organisational learning reflects the core dimensions of 
transformational leadership identified by Burns (1978), Bass (1985) and Bass and Riggio (2006). 
Nevertheless, the case also demonstrates that leadership effectiveness remains contingent upon 
external institutional conditions, technological capability, organisational resources and regulatory 
support. Consequently, Bamboo reinforces the argument that transformational leadership is most 
effective when integrated with adaptive organisational structures, continuous capability 
development and supportive institutional environments that enable sustainable innovation and 
long-term organisational growth. 
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Chapter 15: Conclusion 

This textbook evaluates a wide array of leadership styles and their specific impacts 
on organisational performance, employee well-being, and long-term sustainability. It highlights 
how participative, democratic, and transformational approaches foster innovation and intrinsic 
motivation, while autocratic and bureaucratic methods offer necessary stability and efficiency in 
high-risk or regulated sectors. The literature explores person-centred models like servant and 
coaching leadership, emphasising their role in building psychological safety and resilience. 
Furthermore, the sources argue that leadership effectiveness is often context-dependent, 
influenced by cultural settings, institutional constraints, and environmental uncertainty. 
Ultimately, the text presents leadership as a strategic capability essential for navigating global 
challenges and achieving competitive advantage across diverse industries. 

This collection of chapters explores a wide range of leadership styles, each with its own 
characteristics, strengths, and limitations. Understanding these approaches helps leaders choose 
the most appropriate style based on their team's needs, organisational goals, and workplace 
environment. 

Democratic Leadership 

Democratic leadership emphasises collaboration and shared decision-making. Leaders 
encourage team members to contribute ideas and participate in solving problems, creating an 
environment of trust and engagement. This style often improves creativity, motivation, and job 
satisfaction but may slow decision-making when quick action is required. 

Autocratic Leadership 

Autocratic leadership involves leaders making decisions independently with little or no input 
from employees. It is effective in emergencies, high-risk situations, or organisations requiring 
strict control. While it promotes efficiency and clear direction, it may reduce employee morale, 
creativity, and commitment if overused. 

Bureaucratic Leadership 

Bureaucratic leadership focuses on following established rules, procedures, and organisational 
policies. Leaders ensure consistency, accountability, and compliance, making this style suitable 
for highly regulated industries such as healthcare, government, and finance. However, excessive 
bureaucracy can reduce flexibility and innovation. 

Charismatic Leadership 

Charismatic leaders inspire and motivate others through their confidence, vision, and strong 
communication skills. They build enthusiasm and commitment among employees, especially 
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during periods of change. While highly influential, organisations may become overly dependent 
on the leader's personality if succession planning is lacking. 

Laissez-Faire Leadership 

Laissez-faire leadership gives employees significant autonomy and freedom to make 
decisions. Leaders provide guidance only when needed, making this style effective for 
experienced, skilled, and self-motivated teams. However, without sufficient direction, productivity 
and accountability may decline. 

Participative Leadership 

Participative leadership encourages employees to actively contribute to planning, decision-
making, and problem-solving. Leaders value collaboration while retaining final decision-making 
authority. This approach improves teamwork, innovation, and employee ownership but may 
require additional time to reach consensus. 

People-Oriented Leadership 

People-oriented leaders prioritise employee well-being, development, and motivation. They 
focus on building positive relationships, supporting professional growth, and creating an inclusive 
work environment. This leadership style strengthens employee satisfaction and retention but must 
also maintain attention to organisational performance. 

Servant Leadership 

Servant leadership places the needs of employees before those of the leader. Leaders support, 
empower, and develop their teams through empathy, listening, and ethical behaviour. This 
approach builds trust, loyalty, and collaboration while creating a positive organisational culture 
focused on long-term success. 

Task-Oriented Leadership 

Task-oriented leadership emphasises planning, organising, monitoring, and achieving specific 
objectives. Leaders establish clear expectations, deadlines, and performance standards to ensure 
efficiency and productivity. While effective for accomplishing goals, this style may overlook 
employee morale and personal development. 

Transactional Leadership 

Transactional leadership is based on structured systems of rewards and consequences. Leaders 
set clear expectations and monitor employee performance, rewarding success and addressing poor 
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performance through corrective actions. It is particularly effective in stable environments but may 
discourage innovation and creativity. 

Transformational Leadership 

Transformational leadership inspires employees to achieve beyond expectations by 
communicating a compelling vision and encouraging innovation, learning, and personal growth. 
These leaders foster commitment, adaptability, and continuous improvement, making this style 
highly effective during organisational change and development. 

Ethical Leadership 

Ethical leadership emphasises honesty, fairness, integrity, transparency, and accountability. 
Leaders serve as role models by making principled decisions and promoting ethical behaviour 
throughout the organisation. This leadership style strengthens trust, organisational reputation, and 
long-term sustainability. 

Coaching Leadership 

Coaching leaders focus on developing employees' skills, confidence, and long-term potential. 
They provide regular feedback, mentoring, and learning opportunities to help individuals achieve 
personal and professional goals. This style improves employee engagement, performance, and 
future leadership capability. 

Authoritative Leadership 

Authoritative leadership provides a clear vision and strategic direction while empowering 
employees to determine the best methods for achieving organisational goals. Leaders communicate 
expectations, inspire confidence, and align team efforts toward a common purpose. This style is 
particularly effective during organisational change or when a clear direction is needed. 

Overall Conclusion 

No single leadership style is effective in every situation. Successful leaders understand the 
strengths and limitations of each approach and adapt their leadership style according to 
organisational objectives, team capabilities, and environmental challenges. Modern leadership 
often combines multiple styles, such as transformational, servant, coaching, and democratic 
leadership, to build motivated teams, encourage innovation, maintain ethical standards, and 
achieve sustainable organisational success. Developing leadership flexibility enables organisations 
to respond effectively to change while fostering employee growth, engagement, and high 
performance. 
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