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A Model of Transformational Leadership

In the mid-1980s, Bass (1985) provided a more expanded and refined version of
transformational leadership that was based on, but not fully consistent with, the prior
works of Burns (1978) and House (1976). In his approach, Bass extended Burns’s work by
giving more attention to followers’ rather than leaders’ needs, by suggesting that
transformational leadership could apply to situations in which the outcomes were not
positive, and by describing transactional and transformational leadership as a single
continuum (Figure 8.1) rather than mutually independent continua (Yammarino, 1993).
Bass extended House’s work by giving more attention to the emotional elements and
origins of charisma and by suggesting that charisma is a necessary but not sufficient
condition for transformational leadership (Yammarino, 1993).
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Bass (1985, p. 20) argued that transformational leadership motivates followers to do more
than expected by (a) raising followers’ levels of consciousness about the importance and
value of specified and idealized goals, (b) getting followers to transcend their own self-
interest for the sake of the team or organization, and (c) moving followers to address
higher-level needs. An elaboration of the dynamics of the transformation process is
provided in his model of transformational and transactional leadership (Bass, 1985, 1990;
Bass & Avolio, 1993, 1994). Additional clarification of the model is provided by Avolio in
his book Full Leadership Development: Building the Vital Forces in Organizations (1999).
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Table 8.2 Leadership Factors
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As can be seen in Table 8.2, the model of transformational and transactional leadership
incorporates seven different factors. These factors are also illustrated in the Full Range of
Leadership model, which is provided in Figure 8.2 on page 170. A discussion of each of
these seven factors will help to clarify Bass’s model. This discussion will be divided into
three parts: transformational factors (4), transactional factors (2), and the nonleadership,
nontransactional factor (1).

Transformational Leadership Factors

Transformational leadership is concerned with improving the performance of followers and
developing followers to their fullest potential (Avolio, 1999; Bass & Avolio, 1990a). People
who exhibit transformational leadership often have a strong set of internal values and ideals,
and they are effective at motivating followers to act in ways that support the greater good
rather than their own self-interests (Kuhnert, 1994). Individuals’ intentions to lead in a
transformational manner appear related to effective transformational leadership behaviors
(Gilbert, Horsman, & Kelloway, 2016).

Idealized Influence.

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

Transactional leadership differs from transformational leadership in that the transactional
leader does not individualize the needs of followers or focus on their personal development.
Transactional leaders exchange things of value with followers to advance their own and
their followers’ agendas (Kuhnert, 1994). Transactional leaders are influential because it is
in the best interest of followers for them to do what the leader wants (Kuhnert & Lewis,
1987).




