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Abstract

This review paper explores transformational leadership and predicts its skills and qualities to be
crucial antecedents for organizational effectiveness in organizations. A substantial body of
literature on transformational leadership was reviewed and the findings revealed that the
transformational leadership skills and qualities are vital to lead organizations through change and
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of transformational leadership on organizational effectiveness is attributed to the
transformational skills and qualities which increase organizational capability to effectively

address forceful challenges and changes in their environments.
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1. Introduction

Leadership is continuously an evolving concept. Consequently, there has been no
agreement or consensus on a central definition of leadership despite the accumulated literature
on leadership (Ladkin, 2010; Stewart, 2006; & Stout, 2006). Generally, the question of
leadership has been subject to enormous scholarly endeavors to define the concept and best
theory and qualities of leadership that lead to enhanced organizational performance and success.
The result was an endless spectrum of successive leadership theories. However, based on
literature review, transformational leadership is conceptualized as the best fitting leadership
approach for the changing nature of organizations in the 21* century (Simi¢, 1998). Therefore,
the purpose of this paper is to introduce insights into the transformational leadership skills and
qualities as a key organizational component to promote organizational effectiveness in

organizations.

Essentially, the success and survival of organizations depend on their effectiveness.
Meanwhile, organizational effectiveness is determined by the leader’s style of leadership and
leadership effectiveness (Singh & Bhandarker, 1990). In this sense, a significant body of
research bonds transformational leadership to leadership effectiveness, extraordinary follower
performance, and organizational effectiveness. Based on their extensive review of related
literature, Hall, Johnson, Wysocki, and Kepner (2008) and Bass and Riggio (2006) necessitated
increased implementation of transformational leadership in organizations because it correlates to
organizational and group development and boosts performance. They emphasized the impact of
transformational leadership on leadership effectiveness as well on the transformational capacity
of the organization. According to them, transformational leaders can evoke extraordinary
performance and results beyond expectations by means of idealized influence, inspirational

motivation, intellectual stimulation, and individualized consideration.

2. Research Questions

Based on our understanding of the literature on leadership, organizational change, and
organizational effectiveness, we envisioned that transformational leadership skills and qualities
are the best fit for leading organizations through change while increasing the likeliness of this

change to boost their effectiveness. This prediction is entirely grounded in the findings that we
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reached from intensive review of related literature. To expand our understanding of this topic, we
explored transformational leadership through considering the following questions:

1. What is transformational leadership? Why is it important?

2. What are the outcomes of transformational leadership?

3. What are the key skills and qualities of transformational leadership?

3. Methodology

The absence of an approved definition of an effective leader in organizations that is
consistent with people’s prototype of an ideal leader despite the accumulated literature on
leadership led us to conduct a literature review approach to address such a critical issue. In this
context, Rickinson and May (2009) revealed six literature review methodologies used for
identifying and interpreting relevant literature on a specific topic or subject. These
methodologies include narrative review, vote counting reviews, meta-analysis, best evidence
synthesis, meta-ethnography, and realist synthesis. The current study used a narrative literature
review where the prior literature on transformational leadership was exhaustively reviewed. The
purpose of this review was to identify what has been written on transformational leadership to
investigate, compare, relate, and integrate a variety of theoretical perspectives on
transformational leadership to explore the core leadership competencies for -effective

organizations.
3.2. Data Sources

The primary source of our data was a comprehensive review of the literature on
leadership and organizational change. We used a snowballing method to collect data from the
literature on leadership and organizational change where the collection of data was informed by

the theoretical findings that have already been reached.

3.2. Data Coding

Data coding was conducted by keeping in-depth notes from the literature sources we
reviewed in a Microsoft Word Document. During the actual note-taking from the literature
sources, we recognized patterns in our findings. Therefore, we constantly created sections and
subsections for each category of findings in the document while labeling and referencing each

note. Afterward, the document was printed out on bond paper and cut into separate notes. Then,
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several notes with a similar label or title were piled together, thus allowing us to easily
categorize our findings, and investigate, compare, relate, and integrate categories of findings and

recognize concepts.

4. Findings and Discussion

4.1 Conceptual Model
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As Figure 1 indicates, transformational leadership is conceptualized as “the best fit” for a model
of influence on organizational effectiveness. This model is founded on four key transformational
competencies, namely idealized influence, inspirational motivation, intellectual stimulation, and
individualized consideration, which evoke extraordinary organizational performance through
strategic change planning and implementation. That is, organizational effectiveness revolves
around an ongoing interaction among these salient transformational competencies. First, the
leader fully understands the environmental forces affecting the organization’s success. Then,
he/she sets the conditions for leading successful transformational change by means of performing
such essential transformational competencies as idealized influence, inspirational motivation,
intellectual stimulation, and individualized consideration, which, in return, evoke commitment,

critical thinking and innovation, and loyalty and empowerment in followers in ways which
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facilitate strategic change and transformation while allowing the organization to succeed and

expand in an ever-changing environment (Bass & Riggio 2006).

4.2 Significance of Leadership

Bennis (2009) stresses the crucial role of leadership in a world full of harsh realities. He
asserts that the need for leadership in organizations is increasingly pressing and that the lack of
leadership is as detrimentally threatening as the global warming and the widening gap between
the rich and the poor. Because leaders have an adaptive capacity, among other competencies,
they are capable of responding quickly and intelligently to external forces which pressurize

organizations to change, thus causing these organizations succeed and grow.

There are other reasons which increase the world hunger for leadership. For one thing,
leadership is the greatest performing art ever that relates to results and outcomes and that creates
organizations with lasting values (Bennis, 2009; & Halpern & Lubar, 2003). In addition,
effective leadership not only achieves goals and change organizations, but also transforms the
people involved. It also implies planning and implementing change which benefits the leader as
well as the followers (Stout, 2006). It is also the engine which creates high performing
organizations through building visions and developing leadership at all organizational levels
(Blanchard et al., 2010). Furthermore, whatever difference or change is brought about in

organizations is only due to the leadership (McEwan, 1998).

4.3 Definitions of Transformational Leadership

Generally, leadership is the process of creating a vision for a desired organizational future
or end-point and aggregating collective energy towards it in ways which foster organizational
change (Ladkin, 2010). Marshall (2011) and Johnson, Scholes, and Whittington (2005) envision
leadership as the art and process of guiding, influencing, and inspiring a group or organization
toward the common goals. By definition, the leader is assumed to be the person in the position of
influencing, not necessarily someone who is in the position of power, being at the top of the

organization.

Transformational leadership is a “Style of leadership in which the leader identifies the
needed change, creates a vision to guide the change through inspiration, and executes the change
with the commitment of the members of the group” (Business Dictionary, 2011). Covey
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theorizes the overarching principle of transformational leadership to be to “transform people and
organizations in a literal sense — to change them in mind and heart; enlarge vision, insight, and
understanding; clarify purpose; make behavior congruent with beliefs, principles, or values; and
bring about changes that are permanent, self-perpetuating, and momentum building”

(Transformational leadership Report, 2007, p. 1).

4.4 Rationale for the Transformational Leadership Theory

Burns’ (1978) theory of transformational leadership was assumed to introduce a universal
leadership approach. His assumptions about transformational leadership were based on
introducing leadership across cultures and time in response to the absence of an agreed definition
of leadership (Stewart, 2006) and as a type of leader that is consistent with people’s prototype of
an ideal leader (Bass & Riggio, 2006). In this context, drawing from research findings of the
Global Leadership and Organizational Behavior Effectiveness BLOBE, Bass and Riggio (2006)
seem to build on Burns’ perspective of universal leadership. They confirm that transformational
leadership is universally the most desired and most effective and that “elements of charismatic-

transformational leadership is valued leader qualities in all countries and cultures” (p. 16).

Therefore, transformational leadership is now receiving an increasing global
organizational attention and its impact on organizational effectiveness continues to gain optimum
consideration of both leaders and management researchers. It represents the most popular model
encouraging discussion and research because it symbolizes the changing nature of effective,
universal leadership. In general terms, it is perceived by various scholars to be a key determinant
of successful change as well as leadership and organizational effectiveness as it accounts for
significant variance in ratings of performance in organizations. A substantial body of research
has demonstrated this significant influence of transformational leadership on organizational
effectiveness and attributed the success of change to the degree to which transformational
leadership is present in an organization (Khan, Ur Rehman, and Fatima, 2009; Schell IV,
Youngblood & Farrington, 2008; Scully; 2008; Bass & Riggio, 2006; Al-Otaibi 2006; Clatt &
Hiebert, 2001; & Sarros & Santora, 2001). Transformational leadership was also suggested to
have a considerable influence on organizational effectiveness through strategic change

(Anderson & Anderson, 2010).
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4.5 Prior Literature on the Outcomes of Transformational Leadership

Transformational leadership continues to receive highest consideration in both leadership
theory and literature due to its positive impacts on organizations. Such interest in
transformational leadership has been attributed to the evolving view that it transcends
transactional leadership to represent the best fitting approach to today’s complex organizations
wherein people feel in so bad hunger for effective leaders not only to lead them through
uncertain environments but also to inspire and empower them and to transform them into high
performers. Transformational leaders have potentially significant promise for organizations by
means of enhancing follower satisfaction, commitment to change, loyalty, and development,
which are key predictors of leadership and organizational effectiveness (Abushawish, Ali &

Jamil, 2013; Marshall, 2011; Lo, Ramayah, and Run, 2010; & Bass & Riggio, 2006).

Our literature review revealed that transformational leadership is significantly associated
with organizational effectiveness (Bashman, 2010; Mulla, 2010; Scully, 2008; Bass & Riggio,
2006; Al-Otaibi 2006; Hancott, 2005; Clatt & Hiebert, 2001; & Sarros & Santora, 2001),
accounts for variance in ratings of performance between successful and unsuccessful
organizations (Sadeghi & Pihie, 2012; Garcia-Morales, Jimenez-Barrionuevo, & Gutierrez-
Gutierrez, 2011; & Jandaghi, Matin, & Farjami, 2009), and influences organizational
effectiveness through strategic change (Anderson & Anderson, 2010; Atwood, Mora, & Kaplan,
2010; Alazzawi, Sulaiman, & Aljarjari, 2010; Pawar, 2003; & Lievens, Van Geit, & Coetsier,
1997). The most significant implication that this conclusion might advance is that organizations
need a new breed of effective leaders who are change-centered and capable of leading
organizations through transformation by transforming organizational culture, inspiring followers
to pursue the prescribed direction, and fostering innovation and transformation (Mahasinpaisan,
2011; Marshall, 2011, Benitez, Davidson, & Flaxman, 2009; Pagan, 2008; Bass & Riggio, 2006;
& Lievens, Van Geit, & Coetsier, 1997). Based on our extensive review of related literature, we
found that increased implementation of transformational leadership in organizations is a
necessity because it correlates to organizational and group development and boosts performance

(Bass & Riggio, 2006; & Hall, Johnson, Wysocki, & Kepner, 2008).

Furthermore, the changing character of organizations to more complex ones as well as the

changing nature of change they require from a simple, easy to mange transactional change to a
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more complicated, open ended, sustainable type of change accompanied with a compelling need
to transform require a new breed of leaders who are change-centered, able to build clear guiding
vision and mission, inspire followers to pursue the prescribed direction, transform cultural
paradigms and assumptions, and consequently foster innovation and transformation (Pagan,

2008; Bass & Riggio, 2006; & Lievens, Van Geit, & Coetsier, 1997).

Basically, the success and survival of organizations depend on their effectiveness, that
is, on an organization’s capability to achieve success. Meanwhile, organizational effectiveness is
determined by the leader’s style of leadership and leadership effectiveness (Singh & Bhandarker,
1990). Therefore, based on our findings, we assumed that transformational leadership is
potentially the best fitting leadership approach to the increasing impetus and scope of
organizational change today. This is because organizations have shifted their emphasis from
simple, first order change to a more complicated, radical, second-order, large-scale type of
change which requires a shift in organizational culture, strategy, and structure. The driving force
for this shift in organizational change is that organizational survival has become a primary task
for all organizations in the 21% century due to rapidly changing internal and external
environments. Accordingly, most organizations seek to develop transformational capacity to
cope with these rapid external changes in order to achieve organizational effectiveness and
success (Anderson & Anderson, 2010; Balogun, 2001; Koning, 2010; & Van De Ven, 1993). To
this end, this study assumes that transformational leadership is a key predictor of organizational

effectiveness in organizations.

4.6 The 4 Is as an Umbrella Leadership Competencies for the 21st Century

In general terms, Thorpe and Gold (2010) introduced a more insightful view of leadership
by explaining the leadership trinity as suggested by the top business thinker Charles Handy.
Leaders, according to Handy, are assumed to master three major qualities. The first quality is
understanding which comprises the leader’s ability to understand the external drivers which
influence the organization’s success as well as the internal drivers such as the organizational
capabilities, the underlying values and beliefs, and the possibilities for change. The second
quality involves creating a vision and translating it into procedural goals and actions. The final

quality comprises the ability to inspire and influence others in ways which unleash their energy
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and sparkle their potentials to aggregate their support for exceptional performance and better

outcomes.

With a particular emphasis on transformational leadership, Bass and Riggio (2006)
believe that transformational leaders do more than just leading with authority and systems of
reward and management. They seek to inspire and evoke performance beyond expectations and
extraordinary results from their followers by employing a combination of transformational
leadership skills and qualities, best known as the 4 Is. These skills represent key behaviors of
transformational leadership which distinguish it from managerial practice. They constitute a
major part of the Full Range of Leadership which also includes factors of transactional
leadership and laissez-faire leadership. Transformational leadership is seen as a combination of

these components.

4.6.1 Idealized Influence (Charisma)

Idealized Influence constitutes the first component of transformational leadership which
can be divided into two aspects: Idealized Influence — Behavior or the leader’s behaviors and
Idealized Influence — Attributed, that is, the qualities that are attributed to the leader by
followers. Idealized influence describes a leader who is an exemplary role model and who is
trusted and respected by followers. In return, followers respond with extraordinary performance
(Hall, Johnson, Wysocki, & Kepner, 2008). Idealized influence demonstrates the leader’s ability
to influence followers, inspire their trust and commitment, and release their potential to

transform themselves and the organization into something greater (Marshall, 2011).

4.6.2 Inspirational Motivation

Inspirational Motivation is another crucial component that was extensively emphasized in
the literature. In congruence with this behavior, leaders inspire followers and evoke their
enthusiasm through articulating guiding vision and mission and clearly defined goals and
expectations which provide meaning as well as a challenge to their work and increase their sense
of self-esteem. Inspirational motivation demonstrates the leader’s ability to “influence others by

high expectations with a sight toward the desired future” (Marshall, 2011, p. 5).
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4.6.3 Intellectual stimulation

Intellectual stimulation implies the willingness of the leader to nurture independent and
critical thinking, creativity, and innovation with fearlessness and risk taking in self and followers
through instigating them to learn and test new ideas, re-frame problems, question underlying
assumptions, and approach old situations in new ways (Marshall, 2011; & Bass & Riggio, 2006).
We recognized that it serves as a key driver of organizational innovation and creativity in ways
that evoke freedom and self efficacy throughout the organization, thus allowing for creating a

shared responsibility for organizational transformation.

4.6.4 Individualized Consideration

Individualized Consideration is a fundamental component that basically contributes to the
capacity building as well as intense commitment and loyalty of organizational people. Leaders
who are individually considerate realize each follower’s needs for achievement and growth by
serving as a mentor, a coach, and an advisor. They create new opportunities for learning,
delegate tasks as a way for development, create supporting culture founded on recognizing
individual concerns and needs for growth, establish learning communities, provide
encouragement, foster communication with followers in all directions, and manage by walking

around and empathic listening.
4.6 Cultivated 4 Is-Driven leadership Skills, Roles, and Tasks

Bass ad Riggio (2006), Marshall (2011), and Alhawari (1999) recognize the primary task
of transformational leaders to serve as change agents who are mainly responsible for
transforming organizations and people by means of key behaviors such as idealized influence,
inspirational motivation, intellectual stimulation, and individualized consideration. Based on our
understanding of the 4 Is and the related literature, we recognized the following tasks and roles

of leaders.

Based on the assumptions of Benitez, Davidson, and Flaxman (2009), Alhawari (1999),
and Stolp and Smith (1995), and in line with the adopted definition of transformational
leadership, transformational leaders are thought to have six cultivated primary tasks which are

central to bring about organizational effectiveness through strategic change.
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4.7.1 1dentifying the needed change

The first task involves identifying the needed change through self-reflection and
persistent discourse of change. In this respect, Stolp and Smith (1995) consent that “Cultural
change begins only when practitioners address the process of reform personally” (p. 80). To
identify the needed change leaders need to begin with self-reflection as a source of inner learning
in order to create personal purpose, values, beliefs, and assumptions. Self-reflection also
generates a clear sense of direction and purpose where goals can be transformed into a mission
statement. This type of leader reflection on his\her own strategic insights and perceptions of what
is worth fighting for alongside the personal changes it brings about constitutes the starting step in
the journey of systemic change (Fullan, 1997). Transformational leaders also emphasize deep
and pervasive institutional discourse on educational change to institutionalize change and
transform the existing culture in ways which increase followers’ awareness of the needed
change. A discourse of change creates learning communities as an issue of maximum relevance
to transformational leaders. In such communities leaders and followers engage in diverse
discussions and experiences that foster personal and professional transformation to enhance

organizational effectiveness.

4.7.2 Building Guiding Vision and Mission

Transformational leaders focus on developing and channeling the guiding vision and
mission to align the daily operations and practices with the desired transformation. Having
realized the needed change, they create a clear sense of direction and purpose leading to building
clear, well-stated guiding vision and mission. The clarity of direction as well as the
communicated vision and mission provides followers with a meaning and a challenge to their
work, increase their self-esteem and self-efficacy, convince them of the significance of the
needed change, and ultimately align their personal interests, dreams, and expectations with those
of the institution. Transformational leaders build a vision and define a strategy to put this vision
into action to make change possible. In this context, the leader should develop special
competencies to facilitate change. Such competencies include knowing how to transform vision
into policy, develop strategies to evoke follower support and commitment, effectively
communicate institutional values and beliefs to define the direction to change, and teach and

guide followers how to put beliefs and values into action.

11
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4.7.3 Creating an Adaptive Organizational Culture

Transformational leaders rely on organizational culture to make organizational as well as
individual behaviors and practices congruent with organizational vision and mission and
ultimately with the desired change. The cultural role in aligning individual interests and
expectations with those of the organization is a determining factor of successful change. This is
because without a well-established culture no vision, mission, or strategy will contribute to
organizational transformation and success (Marshall, 2011; Peterson & Deal, 2009; Schein,
2004; & Singh & Bhandarker, 1990). Therefore, a major underlying skill of transformational
leaders is the ability to transform organizational culture to facilitate organizational
transformation and effectiveness. Culture transformation denotes a significant change in the
existing organizational culture by collectively developing a new set of mutually shared
assumptions which are informed by a collective understanding of organizational capability and
environmental drivers affecting the organizations’ success. The primary purpose of these
assumptions is to shift and sharpen the focus of daily behavior on organizational vision and
mission, increase follower commitment and motivation to change, align individual interests and
expectations with those of the organization and, consequently, facilitate organizational
transformation and effectiveness. To this end, it is concluded that organizational culture
correlates with performance (Bass & Riggio, 2006; & Schein, 2004) and that transformational
leaders can certainly improve organizational performance and bring about lasting change by

creating certain types of culture.

Another essential cultural aspect that transformational leaders tend to emphasize to evoke
outstanding performance and breakthrough results is recognition of followers’ achievement and
successes. When leaders recognize followers’ successes and achievements, follower morale
improves and creates a positive culture (McEwan, 1998). By recognizing achievements, leaders
highlight important values and set high expectations to the followers. In addition, the resulting
high morale enables leaders to inspire follower commitment and motivation and improves their

performance.

4.7.4 Nurturing Leaders to Expand Leadership Influence

Transformational leadership is a process in which leaders and followers promote each
other to a higher level of motivation and morality to transform the organization (Bass & Riggio,

12
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2006). Effective leadership not only achieves goals but also transforms the people involved to
develop an appropriate organizational capability in the face of brutal environmental pressures as
a starting step to transform the entire organization into a highly effective and competitive body.
Transformational leaders “transform people and organizations in a literal sense — to change them
in mind and heart; enlarge vision, insight, and understanding; clarify purpose; make behavior
congruent with beliefs, principles, or values; and bring about changes that are permanent, self-
perpetuating, and momentum building” (Covey as quoted in the Transformational leadership
Report, 2007, p. 1). They transform people into highly effective performers by means of
effective empowerment through providing them with autonomy so that they enable, direct, and
control themselves in carrying out their responsibilities and align their goals with the
organizational goals (Bass & Riggio, 2006). Apparently, the ultimate end of people
transformation is creating an effective collective organizational mass with superior capability to

transform the organization and make it highly effective

Therefore, a key task of effective transformational leaders is to nurture leaders. A
fundamental approach to nurture leaders is by employing the 4 Is which allow organizational
people to be influenced, inspired, intellectually stimulated, and individually considered by
leaders while engaging them in various crucial activities such as peer coaching, leading quality
teams, and focusing on standards of practice and performance. A crucial output of nurturing
leaders in organizations is increased empowerment and commitment of followers which are

significant to transformational change.

Transformational leaders can also nurture leaders through teaching and coaching them in
order to empower them, develop their leadership capacity, and enable them to gain a shared
sense of vision and purpose. The resulting sense of vision fosters consensus, eliminates conflicts,
and eventually makes leaders as well followers focused on the realization of organizational
vision and change. According to Fullan (1997) leaders have to conceptualize their strategic
insights and communicate them to followers so that they become open to challenge and further
improvement. Enacting staff development is a vital cultural aspect to facilitate change. Staff
development by means of peer coaching, workshops in various areas of expertise and in-service
training creates a culture of collaboration while disengaging a culture of isolation. It also
transforms followers into high performers. Therefore, leaders encourage the -effective

participation of followers in various professional development activities to support change.

13
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4.7.5 Defining the Strategy of Change

To succeed in cruel realities and highly competitive environments, transformational
leaders define a relevant strategy for change. According to Koning (2010) “A strategy is a long-
term plan to achieve specific objectives or goals. Strategies are focused on the future and bring
about sustained change, and typically require detailed planning and analysis”. Effective
strategies are informed by the organizational cultural assumptions which are formed by a
collective understanding of environmental forces as well as the organizational capabilities and
expectations (Johnson, Scholes, & Whittington 2005). They are founded on organizational
vision, mission, and values which serve as the foundation of the strategic direction of the

organization (Marshall, 2011).

4.7.6 Role Modeling

Leaders serve as role models to shape a culture supportive to change. Transformational
leaders provide examples of guiding behaviors to evoke similar behaviors in followers. Leaders
who serve as good models are more likely to gain followers’ respect and trust and evoke

extraordinary performance in them.

These core tasks reflect the transformational nature of transformational leadership. Given
the context of Palestinian higher education, the development of transformational leadership at all
organizational levels is a sign of organizational effectiveness because transformational leadership
is related to leadership and organizational effectiveness. Transformational leaders produce
outstanding performance through change (Bass & Riggio, 2006; & Anderson & Anderson,
2010).

4.8 Qualities of Transformational Leadership

For many years, the characteristics and traits that make an ideal leader caught the interest
of leadership scholars. In this context, George, Sims, McLean, and Mayer (2007) state that in the
last 50 years more than 1,000 studies attempted to “determine the definitive styles,
characteristics, or personality traits of great leaders” without success (p. 1). They explain that
there is no one single profile of an ideal leader’s characteristics or traits that work for all
individuals. If this profile existed, individuals would keep forever imitating it and consequently
turn themselves into imitators not authentic leaders. The implication is that for an individual to

14
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become a successful leader, s/he needs to learn from the experiences, stories, traits and
characteristics of other leaders rather than being a mere imitator or a replica of them. Supporting
this perspective, Marshall (2011) asserts that leadership characteristics and traits can be learned

and developed.

As informed by the literature we reviewed, there are numerous key qualities and
personality traits of effective transformational leadership to be learned and developed. Bass and
Riggio (2006) identified a few characteristics and traits that are supposedly linked to

transformational leadership. These characteristics and traits include:

4.8.1 Extraversion / Sociability

Individuals who are outgoing and sociable are more likely to assume leadership position
than others as extraversion significantly correlate with all components of transformational

leadership.

4.8.2 Ascendancy / Dominance

People with a tendency to assume leadership position and dominance are more likely to
emerge as transformational leaders. Significant positive correlations were reported between
ascendancy and all components of the Multifactor Leadership Questionnaire. Whereas,
dominance had positive but insignificant correlation with transformational leadership.

4.8.3 Self-confidence / Self-esteem / Self-efficacy

Self-confidence, self-esteem, and self-efficacy are significant predictors of
transformational leadership. Of particular significance is self-confidence which is strongly
positively linked to transformational leadership in general and idealized influence in particular.
Whereas, self-efficacy, defined as belief in one’s own capabilities, is assumingly “stronger in

transformational than in non-transformational leaders” (Bass and Riggio, 2006, p. 170).

4.8.4 Openness to Experience / Risk Taking

Open to experience, risk taking, creativity, and innovation are key attributes of
transformational leader. Significant correlations were reported between the Openness to

Experience scale and MLQ ratings of transformational leadership “suggesting that

15



International Journal of Business and Innovation. Vol. 1, Issue 2, 2013 1IBI

transformational leaders are creative, have a strong need for change, and are able to adapt to

others’ perspectives” (Bass and Riggio, 2006, p. 170).

4.8.5 Locus of Control

An internal personal control is a key predictor of transformational leadership.
Apparently, individuals who have proper self-control over their lives are more likely to emerge
as transformational leaders than others. Significant correlations were reported between internal

locus of control and individualized consideration, intellectual stimulation, and charisma.

4.8.6 Hardiness

Individuals who are psychologically healthy and resilient are more like to become
transformational leaders than others. Positive correlations existed between transformational
leadership and the all three hardiness measures, and between transformational leadership and

measures of leader physical fitness.

Marshall (2011) also identified other important characteristics and traits of effective

transformational leadership. These include:

4.8.7 Personal Reflection and Mission Orientation

A leader’s self-reflection on own self and actions through contemplation and generative
thinking (what if..) brings about a clear sense of direction and purpose. The resulting sense of
direction forms the basis for clarifying the mission. The mission, a short, clear, and powerful
statement of purpose, serves as a compass guiding the leader throughout the journey of

institutional change.

4.8.8 Goal Direction

The leader’s self reflection and the resulting mission statement pave the way to setting
and achieving institutional goals. In this context, studies suggest that followers’ perception of the

leader’s role in setting goals empower them to perform more effectively.

16



International Journal of Business and Innovation. Vol. 1, Issue 2, 2013 1IBI

4.8.9 Presence and Emotional Intelligence

Presences of the leader in terms of making the intellectual, emotional, and social
commitment to be there, and leading by walking around to listen, exchange, and engage is
usually associated with high emotional intelligence. Emotional intelligence is a primal

contributor to leadership effectiveness. It refers to monitoring emotions in self and others.

Goleman et al. (2002) (as cited in Marshall, 2011) identified four key factors of
emotional intelligence. The first is self-awareness which signifies the leader’s emotional self-
assessment and understanding as well as recognition of the emotional impact on decision
making. The second factor is self-management which indicates the leader’s self-control on own
emotions. The third factor is social awareness which stands for empathy, awareness of culture,
and service to others. The last factor is social management which symbolizes relationship

management including teaching, coaching, conflict resolution, teamwork, and influencing.

4.8.10 Accountability and Authenticity

Successful leaders promote accountability in self and others. They take responsibility for
failure as well as for success even they delegate their tasks. They take the full responsibility of
the organization as a whole. As far as authenticity is concerned the leader must demonstrate
sincerity, honesty, reliability, trustworthiness, moral values, and integrity, and consistency with
institutional vision and goals. All these aspects of authenticity should influence leadership and

institutional effectiveness.

4.8.11 Vulnerability, Risk taking, and Fearlessness

Transformational leaders are vulnerable in that they admit a sense of uncertainty and
mental limitations as well as willingness to learn and to be open to ideas and viewpoints of
followers. They are risk-takers as they are open to new experiences and willing to challenge the
status quo ““ from the perspective of evidence, experience, and evolving new models of thinking
and practice” (Marshall, 2011, p. 35). Transformational leaders are also fearless as they follow
the institutional vision with fearlessness and charisma and encounter fears with wisdom in ways

which provoke flowers to align their values with those of the leader.
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4.8.12 Inspired Creativity and Innovation

Creativity and innovation are critical competencies to transformational leadership. They
are associated with performance improvement and change because they imply introduction and

implementation of new ideas and strategies at the institutional level.

4.8.13 Building on Strength

Transformational leaders recognize and build on followers’ strengths and heal others.
According to Collins (as cited in Marshall, 2011), building on strengths advances through five
levels of leadership: highly capable employee, contributing team member, a competent manager,

effective leader, and executive.

4.8.14 Moral Sensitivity and Reasoning

Transformational leaders are morally sensitive as they recognize the influence of personal
and institutional values or enduring principles of performance. They seek to align individual
values with institutional values to raise followers’ need for achievement and to aggregate support

for change.

5. Conclusion

The primary purpose of this paper was to explore the effective role of transformational
leadership in organizations. The findings revealed that transformational leadership is the best
fitting leadership approach for leading organizations in complicated environments. Furthermore,
the transformational competencies, namely the 4 Is, and the qualities associated with them have
potentially significant hope and promise for organizations. They are posited to elevate the level
of follower commitment, engagement, morale, innovation, and support to organizational strategy
in ways which facilitate organizational change and, in turn, increase the adaptive response of

organizations to an ever-changing environment (Mulla, 2010).

Idealized influence enables leaders serve as exemplary role models and, thus, inspire their
trust and commitment of their followers who, in return, respond to performance beyond
expectations. Inspirational motivation enables leaders to inspire followers by articulating a
shared vision and mission and setting high expectations in ways which make their work

meaningful. Therefore, followers are more likely to obtain a clear strategic organizational
18
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direction as well as a challenge to their work which raise their self-esteem and enthusiasm, thus
causing them to become high performers. Intellectual stimulation signifies the leader’s ability to
nurture critical thinking, creativity, innovation, and risk taking in followers by evoking them to
question and test old paradigms and learn and apply new ideas. By nurturing innovative thinking
in the organization, leaders reinforce the capability of the organization to plan and implement
successful change that leads to exceptional results and organizational effectiveness. Finally,
individualized consideration necessitates a new caring role of leaders. Transformational leader is
expected to serve as mentors, coaches, and advisors to their followers as well as to create
opportunities for learning and development. By teaching and mentoring followers, leaders build
the capabilities of followers and satisfy their needs for achievement and growth. In return,
leaders gain highly committed and engaged individuals who are supportive of organizational

change.

Therefore, there is a necessity for an increased implementation of transformational
leadership in organizations. The implication is that organizations should seek to develop
transformational leadership at all organizational levels to build their transformational capacity in

the face of forceful challenges and changes present in their environments.
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