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ABSTRACT

The purpose of this paper is to discuss the relglipp of transactional and transformational leduprs
Specifically, this paper looks at how transactioaadl transformational leadership interact with anether, particularly
how transformational leadership augments trangsaattiteadership. In order to look at this interactithere is first a
description of the characteristics of both leadigréipes. Next, several studies are reviewed ireffort to look at how
transformational leadership augments transactieaalership The studies are diverse across varypes of organizations

and industries in order to give a broader lookaat fransformational and transactional leadersharatteristics interact.
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INTRODUCTION
The Interaction of Transactional and Transformational Leadership

Imagine yourself as a leader within an organizatieorking at developing the skills of your emplogée order
to help motivate them to perform at their highestel each day. Doing this requires a set of skiléd enables you to not
only direct work, but to inspire your employeeshto their best. Is this something you feel you ca® k& this something
attainable? Is there a set of skills that provebeders the ability to inspire their employees? &hgestions are important
and this paper seeks to provide an explanationset af leadership skills that can provide leadegesability to direct work

and inspire employees to perform their best.

This paper will discuss a set of skills called fo# range of leadership skills. These skills arada up of

transactional and transformational leadership dtaristics. The purpose of this paper is to spealiff discuss how the

workplace. To understand how the characteristic&kwagether, this paper will explore how transfotimaal leadership
characteristics build upon (or augment) transaatibgadership characteristics in a way that proadall range of skills
that can be implemented daily in the workplaceoider to fully understand this interaction one reetelbe clear on the
definitions of transactional and transformation@hdership as well as all the characteristics withim full range of
leadership skills. Therefore, the first part ofstipaper is a review of how transactional and tansétional leadership
have been defined. Secondly, this paper reflecthan transformational leadership builds upon angracts with
transactional leadership. In order to show howdaational and transformational characteristicsrattethere are several
examples shared within the paper. Each exampleogafully, comes from various industries, to shawltheresearch of

transactional and transformational leadership eld¢eatross industries and locations.
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One might consider why attaining transformatioealdership is important or if it is attainable. Timportance of
utilizing the transformational leadership skillsxdae seen in the examples provided a little furthehis paper. In light of

this importance, Bass (1985, 1) describes threeswaat transformational leadership can be attained:

» Raising one’s level of consciousness about the itapoe and value of designated outcomes and ways of

reaching these outcomes.
* Getting one to transcend their self-intereststierdake of the team, organization, or larger polity
» Raising one’s need level of Abraham Maslow’s hiehngr

Maslow’s hierarchy of needs should be clarifiedttiel The importance of this is that the leadezd®to draw out
the motivation of the follower and a way to do sdd satisfy the higher order need of self-actaéitim (Dvir, et. al, 2002,
p. 736). This is a two-way street in that the leagieeds to reach their own self-actualization al as work towards
satisfying that same level of need in their follosveThis could bring about a conflict between réagtself-actualization
or serving the interest of the organization. Bd€99) suggests that one needs to move beyonddheir‘selforiented
concerns,” and suggests that “the transformatitezalers need to do both by aligning the followerdf-interests in their

own development with the interests of the grougaaization, or society (p. 13).”
Transactional and Transformational Leadership Defired

Prior to defining each characteristic of transawicand transformational leadership, it is impartarclarify how
both of these are defined. Transactional leadership be summarized simply as transactions betweadets and
subordinates, in an effort to improve performantsubordinates. Authors use similar definitionsl&scribe transactional
leadership and in general, describe it to be “lestdp which is based on transactions between marege employees
(Bass, 1990, p. 20).” Bass (1985) describes traiosed leadership in detail, explaining that “chasgin degree or
marginal improvement can be seen as the resudtagfelrship that is an exchange process: a transactiohich followers’
needs are met if their performance measures upeio ¢xplicit or implicit contracts with their lead (p. 27).” Another
similar definition from Bromley and Kirschner-Broeyl (2007) explains transactional leadership aselesagthich “specify
explicit requirements and conditions of the tasid provide rewards for fulfilling those requiremgfitand that “fulfilling
the requirement is completing the transaction 4).”5

Transformational leadership lies on the oppositeé ehthe spectrum, in that this type of leadersdtijves to
inspire and “transform” their employees in ordeiirtgorove their performance. Transformational lealgr research was
recognized and originally developed by Burns in&,9hd later more fully developed by Bernard B&®sihley, 2007).
Bass (1990) explains that transformational leaderébccurs when leaders broaden and elevate thexdsts of their
employees, when they generate awareness and awcepmththe purposes and mission of the group, amghvihey stir

their employees to look beyond their own self-iagtifor the good of the group (p. 21).”
Characteristics of Transactional and Transformatioral Leadership

Both transactional and transformational leadershgve four characteristics each. In order to have an
understanding of both types of leadership, it ipamant to review all eight. All eight characteidgst work together to

create the full range of leadership skills. Thestfifour characteristics described below are traitsza leadership
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characteristics. The first characteristic of trantiemal leadership is contingent reward, which BA€90) explains leaders
exhibit when they “contract exchange of rewards dfort, promises rewards for good performanced)amcognizes
accomplishments (p. 22).” Thesecond charactelistitanagement by exception (active) which is whésader “watches
and searches for deviations from rules and stasgddehd) takes corrective action (p. 22).” The dhitharacteristic,
management by exception (passive) is when a leddmrvenes only if standards are not met (p. 22)te final

transactional characteristic is laissez-faire lestiip when a leader “abdicates responsibility (ema)ids making decisions
(p. 22).”

Transformational Leadership is Also Composed of FouCharacteristics
Charisma/ldealized Influence, Inspiration, Intefled Stimulation and Individualized

Consideration, that build upon those of transaetideadership (Dvir, Eden, Avolio, &Shamir, 2002, 186).
The first characteristic being Charisma, which B&E890) explains is when a leader “provides visand sense of
mission, instills pride, (and) gains respect angttr(p. 22).” This same characteristic is also deed as |dealized
Influence, in some research (Boerner, Eisenbeiggs&er, 2007). Idealized Influence is defined ateader who
“consider(s) followers’ needs over his or her oweeds,” and “behaves in a manner consistent toutated ethics,
principles and values (Boerner, et. al, p. 16). Tenm Idealized Influence has been utilized in ela€Charisma in various
situations, such as training (Bass, 1999). Bas8(/1p. 22) does use Charisma in defining the tansdtional leadership

characteristics. For the purposes of this paperwtbrd Charisma will be used hereafter.

Considering this paper will use the term charistha, following further clarifies what is meant byactsma.
A charismatic leader is “characterized by an apitit inculcate followers with a sense of sharedsiis-one which
depends on exceptional levels of performance tecead’ (Mannarelli, 2006, p. 46-47). Mannarelli g@gsto note that
“most descriptions of charismatic leadership do secify precisely how charismatic leaders achinegr impact on
followers,” and it is important to recognize thatHether (the leader is) regarded as charismatiaasformational, is that
they have a compelling vision and that they findiay to communicate it” (p. 47). In essence not gveader may be
flamboyant in actions and style, but can still enpass the charismatic style through effective comioation of their

vision and mission.

The Second Characteristicof transformational leadership is inspiration, ethBass (1990) explains is when a
leader “communicates high expectations, uses sysrbolocus efforts, (and) express important purpasesimple ways
(p. 22).” Furthermore, “team spirit is stimulatedrdugh outward enthusiasm and optimism for the réutaf the

organization (Bromley & Kirschner-Bromley, 2007,5%).
The Third Characteristic, of transformational leadership, is Intellectutiiriilation
which is when a leader “promotes intelligence omadiity, and careful problem solving

(Bass, 1990, p. 22).” Bromely, et. al., (2007) iert describes that this characteristic exists adlées who “seek
out new ideas and creative solutions to organinatiproblems from their followers, and encourage m@proaches for

performing tasks (p.55).”
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The Fourth Characteristic, of transformational leadership, is Individualiz&bnsideration, which “gives
personal attention, treats each employee indiviguabaches, (and) advises (Bass, 1990, p. 22).aiVith valuable in
upholding this characteristic is communicating efifeely to subordinates. Communicating effectivalgscribed by
Bromely, et. al. (2007) as “leaders who listen ratteely, paying special attention to their followeachievements and

growth requirements (p.55).”

In summary, the above paragraphs define and explaieight characteristics that compose the fuligex of
leadership skills; however, it is how the transfatimnal characteristics build upon the transacticharacteristics, which
is important to the focus of this paper. Transati@nd transformational leadership might be sedradership styles that
are on opposite ends of the spectrum; howeverugfirahe research completed by Bass (1985), thetiassés that
“transformational leadership is presented in a wayaugment transactional approaches to managenpen27).”
Understanding the two leadership styles in thiitas provides us with the knowledge that “a giveanagermay be both

transformational and transactional (Lowe & Kroet896, p. 2).
Studies Using MLQ

The final part of this paper reviews, three examp#dl from different types of organizations, shogvihow both
transactional and transformational leadershipskite valuable to the leaders success. All thrempbes used the MLQ to

measure the full range of leadership skills.

The first study concerns the alignment of transaeti and transformational leadership within thdmeaf sport
coaching. In part, the research discusses howftnanational leadership augments transactional skiRowold, 2006).
This study was focused in the sport field of magids. The researchers used the MLQ to evaluatéulhrange leadership
skills within the realm of martial arts coaches.eQuipnnaires were distributed to 200 martial aitslents throughout 20
different studios in Germany (Rowold, 2006). Theseach was aimed particularly at looking for thee usf
transformational leadership skills within the wordd sport coaching; however, the research also ®dkok at the
transformational leadership scales in an effortinderstand if they were augmenting transactionélssks asserted by
other research. The research found that “whilerotiimtg for students’ and coaches demographic Wéemand skill levels,
this augmentation hypothesis was confirmed for ¢hoé the four dependant measures (Rowold, 2006324).”
Furthermore, the author asserts that within thddwof coaching the skill of management-by-excepfjactive), which is
transactional, is important to have in coachingheyping watch for trainees mistakes and makingemions. Rowold
(2006) proposes that “Management-by-Exception agtis an important leadership skill for sport doag...it might be
seen as a prerequisite for transformational leaderéRowold, 2006, p. 322).” Going on to explainvirid (2006)
discusses that active management-by-exceptionughraletection and correction of student’s mistal@syides the
coaches an opportunity to “interact with studertsatly, and, therefore, have a better chanceatosfiorm their values (p.
322).”

This research does show how transformational leaiercan augment transactional leadership, as all
provides insight into the value for leaders (coahin this setting, to have both transactional aadsformational skill
setsA second study explores how transactional emsformational leadership skills, are exhibited,sbhool principals
(Stone, 1992). The research included 27 schootipafs, which worked rural and urban school ditdriat all levels of

schooling, across the state of Minnesota. the MiA3 given to all 27 principals as well as 482 teashwithin each of
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the school districts. The conclusions show thatethe a need for improvements in some of the tmtiwzal and
transformational traits. The author discusses tbidwing the research of principals and transfotiorzal leadership,
“findings clearly suggest that principals who dermstrate both transformational leadership andsaietional leadership
are successful in their ability to elevate staffrabe, performance and school-wide productivity (801992, p. 6).” Stone
not only discusses the need to improve varioustommational characteristics, but also identifiesarof improvement in
both transactional characteristics of contingentarel and management-by-exception (p. 23). Stongestg that the
principals increase “the frequency of construcéxehanges between principals and teachers”...andribnymizing the
corrective action taken by the principals with teers, ratings generated by teachers for transadtieadership could be
improved (p. 25).” This discussion, by the authslipws the value placed on both transactional assformational

leadership qualities.

A third example of research on transactional aadsiormational leadership, is one concerning aimational
study done of building professionals. Chan & Cha@06) explored both transactional and transformatideadership
among building professionals across four locatidnsstralia, Hong Kong, Singapore, and the Unitedgdiom. Again, the
MLQ was used as the second part of a questioneaireelectronically to 7200 potential responde@tsan, et al., (2005),
define building professionals as those “who wespoasible for the design, construction, and maarea of buildings (p.
416).” Prior to sending out the final survey, Chah, al, sent out a pilot survey to respondentsiomg Kong, where
comments were made and the researchers were atmiak® adjustments, to the instrument, prior to sgndut thelarger
qguantity of assessments (p. 416).Amongst the fgwliof Chan et al., (2005), there was informationt@show
transformational leadership augments transactieaalership characteristics. Throughregression aislthey found that
“transformational leadership can augment transaatibeadership to produce a greater effect on #ropmance and
satisfaction of employees; however, transactioeadérship does not augment transformational lehige(p. 419).”
Furthermore, the authors supported the augmentafidgransactional leadership by transformationaldkrship, through
discussion of the regression analysis and thedirfgs that “transformational leadership has a sutiistl add-on effect on
transactional leadership in prediction of employeated outcomes of extra effort, perceived leagectiveness, and
satisfaction with the leaders in the sampleof bogdrofessionals (p. 420).”

Chan et al., (2005) did conclude: that “buildingfessionals use transformational leadership margquintly
than transactional leadership in their work (p. 42lhey further concluded that the most promineeihdvior, under
transformational leadership, was inspirational wadton (p. 420), and that the most prominent tratisaal behaviour is
contingent reward (p. 421). These conclusions agsuipport that transformationa leadership augmemaissactional
leadership as well as that transactional leadetédpacteristics are valuable in building this tielaship between the two.
A final example of how transformational leadersaiml transactional leadership interact with onef@rotdoes not utilize
the MLQ, but simply provides a discussion about hbes two interact within the realm of team leadgrsiCorrigan &
Garman (1999) discuss how transformational andsaretional leadership skills are needed to devedaddrs in a team
situation. The research was conducted in a menrngaltth institution and the authors discuss the itgmme of
transformational skills in building team cohesiofihe three transformational factors that were irtgdrfor the team
leaders to inhibit were: “inspiration and charisrimdellectual stimulation, and individualized cahesiation (Corrigan et
al., 1999, p. 304).”
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CONCLUSIONS AND FURTHER RESEARCH

This review of the interaction of transactional arahsformational leadership characteristics wasmplished to
support previous research that has asserted thatrémsformational/transactional leadership payadas being comprised
of complementary rather than polar constructs (Letval., 1996, p. 2).” This suggests: that “a gimeanager may be both
transformational and transactional (p. 2).” Thisem8on was supported in the examples shared B shmmary of
research, which extended beyond reviewing of alsimglustry and a single country. The examplesezhaere do show
that assessment of transactional and transfornadti@adership support the assertion that transfoomeal leadership
augments transactional leadership and that transatieadership characteristics do have a pladeéraportance in some
leader/subordinate exchanges. Further concerneefmarch about transactional and transformatie@@ddrship include
effective training of leaders in the full range ddvelopment of both transactional and transformatiskills. There is
some work concerning the trainability of transfotimaal leadership (Parry & Sinha, 2005), wherenireg was found to
“result in more effective leadership behaviouri{p9).” Even so, Parry, et al., (2005) still asséntg more research needs
done in this area, specifically concerning the &uability of the leadership training as well as tbng-term transfer to the
job. Another important factor for future researcbncerning transformational leadership, is howdbkure impacts the
practice of transformational leadership charadiess There are some assertions that the orgaoimadtistructure and
culture, itself, may prevent some leadership charestics from being practiced. Massood, Dani, Bur& Blackhouse
(2006) have research that explores the type ofiilthat aligns transformational and transactideadlership practices.
Their research explores transformational leaderditipational strength and organizational cultpreyviding amodel for a
study that takes place in a manufacturing envirartmehey conclude by discussing how certain cutueand situational
strength line up with transformational leadershipctices. Further research in this area is vitalitderstanding more

thoroughly when and how to implement developmen¢atiers within various Organizations.

In conclusion, this review of how transformatiofeddership augments transactional leadership desistcs is
an initial examination of the literations that diss how to develop leaders in organizations. Thsreadditional factors to
consider such as culture, trainability, and traneferaining. All of these should be researched anderstood much more
in order to fully grasp the effects of the full genof leadership characteristics employed by asfaamational leader. This
paper provided an overview of the characteristidsath transactional and transformational lead@rsimd then led into a
discussion of several examples that showed howsfwamational leadership characteristics augmemstetional
leadership. A better understanding of how traneaati and transformational leadership interact maly lorganizational
leadership fine tune their skills as a leader. Beymnet. al (2007), recognizes the importance ofobgng a
transformational leader and shares that such Isader“not plentiful” (p. 57). Further researchoingrious organizations

hat have used the MLQ and provided developmentrprog for their leaders, may allow better understendf this topic.
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