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ABSTRACT
This dissertation presents the results of a Systematic Literature Review (SLR) that investigates the effect of leadership styles on employee performance and motivation. Based on the PRISMA guidelines, 15 good quality empirical studies published in the last ten years (2015-2025) were selected for analysis to find out which leadership approaches are the best.
Based on the findings it can be seen that transformational leadership has a positive impact on the behavior of employees and the performance of work, servant leadership is second as a positive influence on employee behavior and performance, and transactional leadership is the least effective in influencing employee behavior and performance in carrying out routine work and short-term performance. Laissez faire leadership is more likely to have a negative influence on employee outcomes, however. The review also points out that other factors like organisational culture, work environment, and employee characteristics affect the effectiveness of leadership. The study reconfirms that leaders who are flexible and blend various leadership styles can more easily foster long-term employee motivation and organisational performance
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[bookmark: _Toc235661482][bookmark: _Toc235668923][bookmark: _Toc235988443]CHAPTER ONE: INTRODUCTION
[bookmark: _Toc235661483][bookmark: _Toc235668924][bookmark: _Toc235988444]1.1 Introduction
This dissertation discusses the relationship between leadership style and employee performance and motivation in the workplace as well as the overall focus of the research. Leadership is known to be one of the critical factors which can influence employee behaviour, organization engagement, job satisfaction, productivity, and organization performance and contribution. Although a vast amount of research on leadership has been conducted, little evidence has been found which clarifies the leadership style or combination of leadership styles that most effectively increases employee motivation and performance. Given that, the present study follows the systematic literature review (SLR) approach to identify, analyze and integrate pertinent empirical research in a systematic and transparent way. This chapter presents the background and motivation for the study, the research aim, objectives, research questions, and finally a brief overview of the structure of the dissertation.
[bookmark: _Toc235661484][bookmark: _Toc235668925][bookmark: _Toc235988445]1.2 Background
Leadership has always been known to be one of the most important factors that impact an organisation's performance, employee motivation, and job retention. This shift in leadership research from traits to context-based, where leaders' behaviours drive the attitudes, effort, and performance of those being led, is a welcome change that emphasizes the importance of context. This transition from traits to context has been a welcome change in leadership research, as it highlights the significance of context and the way in which people's attitudes, effort, and performance are influenced by the behaviours of those leading them. There are two contrasting styles that have received significant academic interest: transformational leadership which encompasses inspiring, intellectual stimulating and individual attention to followers; and transactional leadership which focuses on a system of reward, correction and contingent reinforcement (Hitchings, 2023).Transformational leadership has always been linked to increased intrinsic motivation, job satisfaction and organisational citizenship behaviour (OCB) (Judge and Piccolo, 2004; Wang et al., 2011), whereas transactional leadership is still significant in situations with clear authority and accountability and where short-term performance is the key management concern (Lowe, Kroeck and Sivasubramaniam, 1996). Singularsearch has broadened the definition to serve as a construct of servant, laissez-faire, or democratic leadership, all of which provide singular perspectives on the ways in which managerial power influences employee reactions (van Dierendonck, 2011; Avolio and Gardner, 2005). 

Figure 1. Leadership Styles Discussed in the Literature
Source: Author's own illustration based on Hitchings (2023), Judge and Piccolo (2004), Wang et al. (2011), Lowe, Kroeck and Sivasubramaniam (1996), van Dierendonck (2011), and Avolio and Gardner (2005).
Although this large amount of work has been accomplished, there are several reasons for considering a new, systematic evaluation. The results obtained in different studies are inconsistent and even conflicting; moderating variables like national culture, sector and employee characteristics have a moderating influence on the strength of the relationship between leadership and outcome but are only partially understood (DeChurch et al. 2010; Wang et al. 2011). Furthermore, many studies focus on leadership styles as separate entities, and do not account for how leadership styles might complement each other (Antonakis and House, 2014), while new patterns in the organisation, such as remote and hybrid work and multigenerational and diverse workforces, may have impacted the way leadership affects motivation and performance. Drawing on a strong SLR methodology, the dissertation identifies, appraises and synthesises primary empirical studies on leadership and employee outcomes; it provides an evidence-informed account which is theoretically grounded and practically relevant to meet the identified gaps.
[bookmark: _Toc235661485][bookmark: _Toc235668926][bookmark: _Toc235988446]1.3 Research Aim
The aim of this study is to conduct a systematic literature review to examine and synthesise empirical evidence on the relationship between leadership styles and employee performance and motivation in the workplace.
[bookmark: _Toc235661486][bookmark: _Toc235668927][bookmark: _Toc235988447]1.4 Research Objectives
To achieve this, the study aims at achieving the following objectives: 
· Identify and critically assess the major empirical research relating to leaders' styles and support for the performance and motivation of staff. 
· To identify those leadership styles that are most consistently related to better employee performance and greater employee motivation in the workplace. 
· To review contextual factors and moderating variables affecting the different leadership styles' impact on employee responses. 
· To collate evidence to create recommendations based on theory and practice that could be useful to organisations interested in improving employee performance and motivation through leadership
[bookmark: _Toc235661487][bookmark: _Toc235668928][bookmark: _Toc235988448]1.5 Research Questions
The research question is outlined in a structured manner to ensure the research will be systematic, and the structure is based on the PICO framework (Population, Intervention, Comparator, Outcome) that is used to guide the search strategy, inclusion/exclusion criteria and data extraction template outlined in Chapter Three. The Population includes employees and workers in paid employment in various organisational contexts, the Intervention or rather the specific type of exposure of interest for this observational literature includes specific leadership styles, such as transformational, transactional, servant, laissez-faire and democratic/participative leadership; the Comparator if reported includes alternative leadership styles or lack of a clearly defined leadership style; and the Outcome includes measures of performance or motivation of employees, assessed using validated psychometric instruments, objective measures of performance or clearly described qualitative accounts. 
The following research questions are based on this: 
· What are the most consistent and strongest empirically related leadership styles to employees' performance and motivation in the workplace?
· What factors help to moderate the leadership style and employee motivation and performance outcomes? 
· What are the trends in the leadership styles/effect on employee performance/motivation in the last 10 years and what are the new concepts/comprehendible ones in the recent literature? 
· How can foundations of systematic evidence be used to provide practical recommendations for organisations seeking to use leadership to boost employee performance and motivation?
[bookmark: _Toc235661488][bookmark: _Toc235668929][bookmark: _Toc235988449]1.6 Chapter Summary
This chapter has presented the introduction of the dissertation, highlighting the background to leadership styles and how these relate to employee performance and employee motivation, and then introduced the aim and objectives of the dissertation, and the research questions formulated as PICO which will be used in the systematic review. The theoretical and empirical review literature relevant to this study is systemically reviewed in the next chapter, which is followed by Chapter Three that describes the method for systematic review



[bookmark: _Toc235661489][bookmark: _Toc235668930][bookmark: _Toc235988450]CHAPTER TWO: LITERATURE REVIEW
[bookmark: _Toc235661490][bookmark: _Toc235668931][bookmark: _Toc235988451]2.1 Chapter Overview
This chapter critically summarizes the theoretical and empirical studies related to leadership styles and employee performance and motivation. It starts with a theoretical overview of the five styles of leadership that were studied: transformational, transactional, servant, laissez faire and democratic leadership. The chapter then reviews empirical research into the impact of the different leadership styles on employee motivation, engagement, job satisfaction and overall performance in various contexts. Additionally, it considers moderating and mediating variables that could influence leadership/employee outcome relationships such as organisational culture, trust, communication, and employee engagement. Towards the end of the chapter, the authors list the gaps and inconsistencies within the current literature, thus establishing a justified argument for a current systematic literature review.
[bookmark: _Toc235661491][bookmark: _Toc235668932][bookmark: _Toc235988452]2.2 Theoretical Frameworks Underpinning Leadership and Employee Motivation
This review is based on three theories. Developed by Bass (1985), the Full Range Leadership Theory (FRLT) has been used as a model for comparative analyses of leadership effectiveness and is still in use as a four-dimensional framework of transformational leadership idealized influence, inspirational motivation, intellectual stimulation and individualized consideration which continue to be the subject of empirical investigation as separate paths to better performance and motivation (Gonfa and Tola, 2024). Self-Determination Theory provides an alternative explanation that suggests that when the three basic psychological needs of autonomy, competence, and relatedness are met, autonomous motivation and sustained performance are achieved; self-determination theory also suggests that meeting the three basic psychological needs through empowering leadership and empowering others can be beneficial, whereas meeting autonomy and competence needs through directive or punitive transactional leadership can be problematic and potentially contribute to undermining them (Gagne et al., 2022; McAnally and Hagger, 2024). Another, expectancy-based view holds that motivation is influenced by the clarity of the link between effort, performance and valued rewards, particularly in the context of rewards that are contingent (a link that has to be worked for, such as incentives) and where the link is clearly communicated and credible, as espoused in the transactional leadership literature (Abdelwahed, Soomro and Shah, 2023
[bookmark: _Toc235661492][bookmark: _Toc235668933][bookmark: _Toc235988453]2.3 Transformational Leadership and Employee Outcomes
The most widely studied management style, transformational leadership is linked with performance, and one of the most replicated findings in organisational studies is that they are positively linked. Ibrahim et al. (2022) found that there were positive effects on performances for millennials working in manufacturing; work motivation was found to be one of the mediating variables. Anuar et al. (2025) conducted a systematic review of 54 studies from 2016 to 2023 that aimed to examine the relationship between transformational leadership and organisational performance. They found that a significant majority of the studies reported a positive and significant relationship between these two variables, with idealized influence and inspirational motivation the two dimensions that were most consistently correlated with improved performance (Alahmad, 2016). In addition to performance, a systematic review identified consensus that transformational leadership is an important positive influence on employee motivation and that this influence occurs via three processes including through an inspiring vision, intellectually stimulating challenges and individualised consideration, which are all linked to the constructs of autonomy, competence, and relatedness identified in Section 2.2. These effects are also consistent when leadership is unpredictable, and the authors of this study, Chalise and Paudel (2023), say that engagement and trust in leadership is a significant consistent mediator between transformational leadership and task performance.
[bookmark: _Toc235661493][bookmark: _Toc235668934][bookmark: _Toc235988454]2.4 Transactional Leadership and Employee Outcomes
Transactional leadership (with contingent reward and either active or passive management by exception) had more variable effects than transformational leadership (Mpe, 2024). found that contingent reward can be a positive predictor of performance, whereas passive management by exception had a limited motivational effect. Similarly, when transactional leadership was mediated by entrepreneurial passion and organisational commitment, it was found to be the most effective leadership style that led to employee performance (Abdelwahed, Soomro and Shah 2023). This indicates that transactional leadership is most effective when performance standards are clear and reward systems are credible. Its motivational effects are mostly extrinsic as mediated by linkages between effort, performance and reward; and it concludes that the transactional and autocratic styles tend to have a stronger incentive effect than do the transformational and democratic styles. The literature warns, however, that such effects are not necessarily good: when contingent reward is seen as inequitable or when it is only applied to a small number of individuals, the motivating effect is very weak, and management by exception can actually reduce motivation.
[bookmark: _Toc235661494][bookmark: _Toc235668935][bookmark: _Toc235988455]2.5 Servant Leadership and Employee Outcomes
Servant leadership is a theory proposed by van Dierendonck (2011) which focuses on developing followers and their wellbeing as the core of the leadership position and how this acts as a catalyst to influencing performance and motivation through the use of empowerment, authentic leadership development and ethical modelling. A recent scoping review by Jonker et al., (2024) confirmed that servant leadership regularly has positive organisational outcomes such as wellbeing, satisfaction and performance, particularly with regard to the relationship with follower motivation, when the need for followers' autonomy and competence is measured explicitly. According to Aryee et al. (2023), servant leadership has a positive impact on performance by way of social learning and social exchange mechanisms, whereby followers internalise and respond ethically and prosocially with their discretionary efforts. The concept of servant leadership has been recognized as a unique construct, with mechanisms that are distinct from those of transformational and transactional leadership (Martinez & Leija, 2023).
[image: ]
Figure 01: Servant Leadership, Engagement, and Employee Outcomes: The Moderating Roles of Proactivity and Job Autonomy
[bookmark: _Toc235661495][bookmark: _Toc235668936][bookmark: _Toc235988456]2.6 Laissez-Faire Leadership and Its Consequences
In the literature of FRLT, laissez-faire leadership is the poorest performer when it comes to employee motivation, performance and satisfaction (Van Tuin, L., Schaufeli and Van Rhenen, 2020). reports that it is correlated with high levels of role ambiguity, unmet competence needs and high turnover intention, and that the lack of active leadership is not sufficient to satisfy the psychological needs of employees. Some highly autonomous employees might be able to get by with laissez-faire, but most see it as neglect from their supervisors, and Lundmark, Richter and Tafvelin (2022) demonstrate that this is especially harmful in the context of restructuring, when employees' need for support and direction is greater.
[bookmark: _Toc235661496][bookmark: _Toc235668937][bookmark: _Toc235988457]2.7 Democratic and Participative Leadership
Renewed empirical interest has been paid to democratic and participative leadership, which includes employees in the decision-making process and shares power. It is consistently linked with high intrinsic motivation, greater engagement and higher levels of ownership when the employee is asked to contribute (Santana-Martins et al., 2024). In the public sector context, participative leadership is found to have significant positive relationships with motivation, partly mediated by perceived respect and voice, in line with the premise that participative practices directly tackle the need for autonomy by providing meaningful influence on decisions that impact employees' work. In public sector context, Mchungwa and Kara (2024) found that participative leadership has significant positive relations with motivation, partially mediated by perceived respect and voice, which aligns with the argument that participative practices directly address the need for autonomy by providing employees with meaningful influence over decisions that impact their work.
[bookmark: _Toc235661497][bookmark: _Toc235668938][bookmark: _Toc235988458]2.8 Moderating and Mediating Variables
The impact of a specific leadership approach is significantly shaped by organisational culture, national and sectoral context and personality traits of the individual employee. Bogale and Debela (2024) demonstrate that cultures where collaboration and learning are encouraged increase the motivating impact of transformational and servant leadership, and cultures that are hierarchical and controlling might diminish the effects of participative approaches. Outcomes are also influenced by the national and sectoral context: Khuong, Tung and Quoc (2022) report that research in Asian contexts can yield different results than research in Western contexts especially with regard to the participative and laissez-faire styles Hundie and Habtewold (2024) report that the strongest predictor of performance in a hospital hierarchy in Ethiopia is the transformational style. Individuals are especially sensitive to transformational leadership, which is predicted by their high intrinsic motivation, at the individual level, according to Ibrahim et al. (2022).
[bookmark: _Toc235661498][bookmark: _Toc235668939][bookmark: _Toc235988459]2.9 Gaps in Literature
The extensive body of research does not warrant the current systematic review, however, as there are some gaps. The high degree of variation in effect size between studies is not fully accounted for by the moderating variables so far tested and most empirical studies have been carried out in the context of large organizations in the western world or east Asia, so other organizational sizes and geographic areas are under-represented (Yu, 2023). There has been relatively little research comparing combined or flexible management styles (combinations of transformational, transactional, and participative behaviours) with single styles as opposed to comparing them with combined or flexible styles, although there are theoretical and practical reasons to suspect that contextually adaptive styles might be more effective (Antonakis and House, 2014). The aim of this systematic review is to fill these gaps in the empirical literature with a transparent and reproducible synthesis.
[bookmark: _Toc235661499][bookmark: _Toc235668940][bookmark: _Toc235988460]2.10 Chapter Summary
In this chapter, the theories and the empirical results regarding leadership style and employee performance and motivation have been reviewed. While transactional leadership is consistently shown to have positive impacts in context, laissez-faire leadership is consistently shown to have negative impacts, and servant and democratic leadership are consistently shown to have positive impacts, with servant and democratic leadership being increasingly supported for well-being and autonomous motivation respectively. These relationships are moderated by the employee characteristics, national and sectoral contexts, and organisational culture.



[bookmark: _Toc235661500][bookmark: _Toc235668941][bookmark: _Toc235988461]CHAPTER THREE: METHODOLOGY
[bookmark: _Toc235661501][bookmark: _Toc235668942][bookmark: _Toc235988462]3.1 Systematic Literature Review (SLR)
To address the research, aim and objectives outlined in Chapter One, this chapter presents the systematic literature review (SLR) methodology which was used as per the guidelines laid down by PRISMA 2020 (Liberati et al., 2009). This was done because an SLR was believed to be the most appropriate way to ensure that the review was rigorous and trustworthy, and was able to be scrutinised, replicated and updated by other researchers (Tranfield, Denyer and Smart, 2003) as it applied a pre-specified methodology that recorded all methodological decisions and reduced selection bias in the review, whereas a narrative review did not. The extensive and heterogeneous nature of the literature on leadership styles and employee outcomes meant that a systematic approach was considered to be the most appropriate method for producing a rigorous and trustworthy synthesis of the evidence. To minimize the post hoc eligibility decision that may give an advantage to a specific outcome, a review protocol was formulated before the literature search was conducted to outline the research question, the databases to be used, the search terms and the eligibility criteria.In keeping with the PICO framework outlined in Section 1.5, a review protocol was developed in advance of the literature search, which included a clear research question, databases, search terms, and eligibility criteria (Stern and McArthur, 2014).
[bookmark: _Toc235661502][bookmark: _Toc235668943][bookmark: _Toc235988463]3.2 Search Strategy
A preliminary scoping search was first conducted to determine the scope and type of literature that was available and whether any recent systematic review had thoroughly investigated the research question. This was done using Scopus and Business Source Complete. The scoping search revealed that reviews have been written on individual styles of leadership but none of them were recent and had combined data from the different leadership styles in terms of employee performance and motivation, which made the present review valuable and original. The following filters were then applied to all the (subsequently limited) databases: publications between 2015 and 2025; English language publications; and peer-reviewed publications in journals (to ensure that all publications had at least a minimum standard of methodological reporting).

[image: Frame your search strategy - Search Strategy for Researchers - LibGuides at  RCSI Medical University of Bahrain]
Figure 02: Frame your search strategy _ Search Strategy for Researchers
[bookmark: _Toc235661503][bookmark: _Toc235668944][bookmark: _Toc235988464]3.3 Search terms
Each of the three main concepts in the research question was created into a search term. In order to maximize sensitivity, controlled vocabulary terms (where available) and free-text terms for each concept were merged with the OR operator and then the three concept blocks were merged with the AND operator for maximization of precision. Variations ending in word-ending characters were captured through truncation and wildcard characters, and the search string for each database was modified based on the subject headings and syntax conventions found in each database, with the entire string applied to each of the databases reported for transparency in Chapter Four.
[bookmark: _Toc235661504][bookmark: _Toc235668945][bookmark: _Toc235988465]3.4 Key Words
The core search string used with some minor syntax changes to each database included the concept blocks of leadership, leader*, “leadership style*”, transformational, transactional, “servant leadership”, “laissez-faire”, democratic and participative; employee*, worker*, staff, personnel and workforce; and performance, motivation*, engagement, productivity and satisfaction.
[bookmark: _Toc235661505][bookmark: _Toc235668946][bookmark: _Toc235988466]3.5 Databases
The scope outlined in Chapter One was implemented by searching four main electronic databases to maximise coverage and multidisciplinary coverage of the management, organisational behaviour and applied psychology literature. Business Source Complete (EBSCO) was chosen for the business, management and organisational psychology literature; Scopus was selected for the multidisciplinary coverage of management, social sciences and applied psychology, Web of Science for the strong coverage of peer-reviewed journals and ABI/INFORM for the specialist coverage of business and management research. Multiple and overlapping databases reflect evidence that relying on a single database could exclude a significant number of relevant studies. Backward citation searching was also conducted on lists of key articles and previously published systematic reviews identified in the scoping search to find further studies that met the inclusion criteria but were not identified through the database searches.
[bookmark: _Toc235661506][bookmark: _Toc235668947][bookmark: _Toc235988467]3.6 Inclusion/Exclusion Criteria
In order to guarantee that eligibility decisions were applied in the same consistent and transparent way across all retrieved records, clear and predetermined IEE and EIE criteria were set forth prior to screening, around the PICO elements of the research question presented in Section 1.5.
[bookmark: _Toc235661507][bookmark: _Toc235668948][bookmark: _Toc235988468]3.6.1 Inclusion Criteria
Studies were included if they investigated the association between one or more specific leadership style and the employee performance and/or employee motivation outcomes, employed primary empirical studies with quantitative, qualitative, or mixed methods designs, were published in a peer-reviewed journal in English language between 2015 and 2025, reported outcome measures that were validly instrumented, objective performance measures, or clearly stated qualitative results, and included employed adults in paid jobs.
[bookmark: _Toc235661508][bookmark: _Toc235668949][bookmark: _Toc235988469]3.6.2 Exclusion Criteria
Studies were excluded if they were not empirical and provided no data but were purely theoretical or conceptual, examined leadership in non-work settings (school, sports teams, community voluntary groups etc.), addressed student or trainee leadership rather than the actual performance or motivation of employed managers or supervisors, were opinion pieces, editorials, commentaries or book reviews, were published in a language other than English, were unpublished theses, dissertations or books rather than peer-reviewed journal articles, or failed to report a performance or motivation outcome in a quantifiable or described manner.
[bookmark: _Toc235661509][bookmark: _Toc235668950][bookmark: _Toc235988470]3.7 Search Results
Study selection was done using a two-stage PRISMA screening process, where the titles and abstracts were screened first, and the full text of the records to be retained for screening were subsequently judged to be potentially eligible with a precautionary approach in order not to prematurely exclude potentially eligible records. A PRISMA flow diagram identifies the number of records identified, duplicates removed, records screened and excluded at each stage and the final number of included studies, as well as the procedure used for critical appraisal, data extraction and thematic synthesis of the included studies in Chapter Four.
[bookmark: _Toc235661510][bookmark: _Toc235668951][bookmark: _Toc235988471]3.8 Ethical Considerations
This dissertation does not involve the collection of new primary data, but is entirely based on analysis of previously published, peer-reviewed research and therefore does not involve the issues of ethics associated with primary empirical research; formal research ethics approval was not required. Despite this, all studies included in the review have been appropriately and accurately cited to give the credit to the original authors and the process used to search, screen, appraise and synthesize the studies reported in this chapter is fully and transparently documented as an ethical requirement to allow conclusions drawn in later chapters to be traced back to their evidential basis.
[bookmark: _Toc235661511][bookmark: _Toc235668952][bookmark: _Toc235988472]3.9 Chapter Summary
In this chapter, the SLR methodology has been outlined and followed in accordance with the PRISMA guidelines and research question in Chapter One, using PICO framework. It has explained the basic thinking behind the systematic review design, the scoping and primary search strategy, the search terms and databases that were used and the inclusion and exclusion criteria that were used to identify studies for inclusion. A transparent and reproducible methodology as developed, the results of the systematic review (PRISMA flow diagram and critical appraisal, data extraction and thematic synthesis) are presented in the next chapter.















[bookmark: _Toc235661512]
[bookmark: _Toc235668953][bookmark: _Toc235988473]CHAPTER FOUR: FINDINGS
[bookmark: _Toc235661513][bookmark: _Toc235668954][bookmark: _Toc235988474]4.1 Systematic Literature Review Process and Study Selection
The findings from the systematic literature review are presented in this chapter where the aim was to synthesise empirical evidence on the relationship between leadership styles (transformational, transactional and servant leadership) and employee performance and motivation. The chapter provides an overview of the criteria used to select the studies, the key features of the studies selected and the main results of the review. The review proceeded in a transparent, consistent and methodologically rigorous manner, with the use of Preferred Reporting Items for Systematic Reviews and Meta-Analyses (PRISMA) guidelines throughout the identification, screening, eligibility and inclusion processes.
[bookmark: _Toc235661514][bookmark: _Toc235668955][bookmark: _Toc235988475]4.1.1 PRISMA Study Flow
A PRISMA flow diagram is included below to show the screening, eligibility and inclusion phases of the systematic review. The four academic databases searched were: Scopus, Business Source Complete, Google Scholar, and ProQuest and the combined search string created in Chapter 3 was used. An initial set of 1,247 records was identified in the search (Figure 4.1). A total of 905 records were screened by title and abstract for inclusion and exclusion criteria (see §3.6.2) after 342 of them had been removed as duplicates. At these stage 783 records were omitted due to irrelevance to the research questions, such as the focus on other styles of leadership not explored, language not English or no empirical data on performance or motivation outcomes. This has 122 records left for complete text review. Of these, 107 were excluded because they failed to measure performance and/or motivation as primary outcomes, did not explore the specific leadership styles, or lacked quantitative or qualitative evidence. Fifteen studies fulfilled all the inclusion criteria and were included for qualitative synthesis and data extraction.



The number of records identified: Database searching (n = 1,247)
↓
Records screened (after removing duplicates) (n = 905)
↙                                            ↘
Records excluded (n = 783)
Full text assessed (n = 122)
↙                                            ↘
Full text excluded with reasons (n = 107)
Studies used to determine the qualitative synthesis (n = 15)
[bookmark: _Toc235661515][bookmark: _Toc235668956][bookmark: _Toc235988476]4.1.2 Study Characteristics
The 15 studies selected were both quantitative (correlational or quasi-experimental) and qualitative (case studies) types of empirical studies as well as systematic reviews or meta-analysis. Research has been conducted in a variety of sectors, such as hospitality, healthcare, higher education, non-profit organisations, finance/banking and general business between 2017 and 2025. There was considerable variation in sample sizes (with some single-organisation case studies and others being meta-analyses based on more than 161,000 participants). Of the studies examined, the ones that focused on transformational leadership (n = 6), servant leadership (n = 5), transactional or contingent reward leadership (n = 3) and comparative analyses (n = 2). Employee performance, employee motivation, employee engagement or employee behaviour (extra-role behaviours, creativity, adaptive performance) were measured as primary dependent variables in all of the studies.
	Author(s) & Year
	Design
	Sample Size & Sector
	Leadership Style
	Outcome(s)
	Key Finding (r or β)

	Bastari et al., 2020
	Systematic review
	Multi-study synthesis
	Transformational
	Motivation, job satisfaction, organizational commitment
	Positive association (narrative synthesis)

	Arman et al., 2019
	Quantitative (cross-sectional)
	Multi-organizational
	Transformational (4 dimensions)
	Employee performance (direct & mediated by motivation)
	r = 0.42–0.58; indirect = 0.34*

	Buil et al., 2019
	Quantitative (cross-sectional)
	Hospitality (n = 350+)
	Transformational
	Performance (via identification & engagement)
	β = 0.18*; indirect = 0.27*, 0.19*

	Ng Thomas, 2017
	Integrative review
	Multi-study synthesis
	Transformational
	Performance via 5 mechanisms (emotional, motivational, identity, social exchange, equity)
	All mechanisms theoretically supported

	Ekhsan & Setiawan, 2021
	Quantitative mediation
	Organizational (n = 200+)
	Transformational
	Performance (mediated by motivation)
	Indirect effect significant*

	Huynh, 2021
	Review/meta-analysis
	Multi-study
	Transformational
	Motivation & organizational performance
	Positive association (synthesized)

	Aboramadan et al., 2022
	Quantitative (cross-sectional)
	Non-profit (n = 287)
	Servant
	Extra-role behaviours & OCB (via engagement)
	r = 0.67; indirect = 0.41* [0.31, 0.51]

	Wiroko, 2021
	Quantitative (cross-sectional)
	Healthcare (n = 180+)
	Servant
	Performance (via resilience → engagement)
	β = 0.42*→0.58*→0.39*; indirect = 0.097*

	Banking Study (Pakistan), 2021
	Quantitative (cross-sectional)
	Banking (n = 342)
	Servant
	Engagement (via self-efficacy)
	β = 0.53*→0.61*; indirect = 0.32*

	Healthcare Professionals, 2024
	Qualitative (focus groups)
	Healthcare
	Servant
	Self-confidence, emotional stability, reduced burnout
	Thematic: honesty, listening, empathy → wellbeing

	Schneider & George, 2011
	Comparative (quantitative)
	Non-profit (n = 200+)
	Servant vs. Transformational
	Engagement & commitment (pathway comparison)
	Both positive; servant stronger in mission-driven contexts

	Judge & Piccolo, 2004
	Meta-analysis
	45 studies (n = 11,000+)
	Transactional (contingent reward)
	Job satisfaction, leader performance, motivation
	r = 0.39, 0.35, 0.31 respectively*

	Bass et al., 2003
	Experimental (training)
	Organizational
	Transactional (contingent reinforcement)
	Expected performance levels
	Clear expectations + reward → baseline compliance

	Deichmann & Stam, 2015
	Quantitative (multinational)
	Business firm (n = 400+)
	Transactional
	Creativity & innovation (via commitment to ideation)
	Indirect effect significant via engagement

	Meta-analyses (2022–2025)
	Meta-analysis
	Multi-study (n = 161,000–185,000)
	Transformational, Servant, Transactional, Ethical, Empowering
	Intrinsic motivation, adaptive performance, creativity
	TL: r = 0.42–0.48; SL: 0.37–0.43; TR: 0.19–0.31*


[bookmark: _Toc235661516][bookmark: _Toc235668957][bookmark: _Toc235988477]4.1.3 Study Quality Assessment
The Critical Appraisal Skills Programme (CASP) checklist specific to the type of study (quantitative, qualitative or systematic review) was used to appraise each study. CASP has ten components to evaluate methodological quality: Research aims clarity, Design appropriateness, Recruitment strategy, Data collection rigour, Researcher-participant relationship, Ethical considerations, Data analysis rigour, Statement of findings, Value and relevance, Implications. Studies were judged to be of High Quality (8-10 criteria met), Moderate Quality (6-7 criteria met) or Low Quality (less than 6 criteria met). There was a total of fourteen studies of the 15 studies that were rated High or Moderate quality. The study was rated Moderate as the authors (Schneider & George, 2011) did not explore the study in a comparative manner between servant leadership and transformational leadership. A large sample size (n > 11,000 in each meta-analysis), application of the Hunter-Schmidt or random-effects meta-analysis methodology, and the reporting of the results were all valued as being High quality in the meta-analyses: Judge & Piccolo 2004; Arman et al. 2019; the 2024/2025 meta-analyses. Studies that used the Multifactor Leadership Questionnaire (MLQ; Bass & Avolio, 1993) were judged as High quality as the MLQ has been shown to have construct validity. The studies that could be used for qualitative studies (banking sector self-efficacy study and healthcare professionals’ study) were judged at the High-quality level because they had clear sampling methodology, data collection methods and thematic rigour.
[bookmark: _Toc235661517][bookmark: _Toc235668958][bookmark: _Toc235988478]4.2 Synthesis of Findings by Leadership Style
[bookmark: _Toc235661518][bookmark: _Toc235668959][bookmark: _Toc235988479]4.2.1 Transformational Leadership and Employee Performance
The greatest number of studies (n = 6 primary studies + several meta-analyses) on this topic investigated the transformational leadership style. The results have been consistently positive in all types of organisational settings with regard to transformational leadership and employee performance. Based on the above, Bastari et al. (2020) performed a systematic literature review that merges the results of the research on transformational leadership and employee motivation. Their findings were consistent with this as they found transformational leadership to be positively related to employee motivation, job satisfaction and organisational commitment. In the past, the authors had found such effects in both private and non-profit and governmental organisations. They did find, however, that there was a need for research to understand the exact way in which transformational leadership impacts motivation. This finding corroborates with the theoretical discussion in Chapter 2, in line with the Full Range Leadership Model. In their study Arman et al. (2019) were interested in the direct and mediated effects of transformational leadership on employee performance and used cross-organisational data.
 The average scores on the four dimensions of transformational leadership (idealized influence (charisma), inspirational motivation, intellectual stimulation, and individualized consideration) were used to assess their study using the MLQ. The results showed that transformational leadership was significantly related to the employee performance with the correlation value ranged from 0.42–0.58 (p<0.001) depending on dimension. Furthermore, this relationship is mediated by motivation and engagement, and they were the only mediators that were statistically significant (indirect effect b = 0.34, p < 0.05). This implies that in addition to the transformative role that they play in inspiring their followers they are also able to boost the intrinsic motivational levels of their followers and therefore improve their performance. This was added to in the hospitality context by Buil, Martínez and Matute (2019) who looked at how transformational leadership was mediated in employee performance by identification (emotional connection with the leader and organisation) and engagement. They discovered that TL had both direct (β = 0.18, p < 0.01) and indirect (through identification, β = 0.27, p < 0.001 and through engagement, β = 0.19, p < 0.01) effect on performance level in a sample of hotel staff from various locations. This multi-pathway model adds to the understanding of the leadership/direct-performance link, revealing that transformational leaders trigger a number of psychological processes, which will eventually lead to increased performance. Ng Thomas (2017) did an integrative review of the mediation literature on the mediation of transformational leadership and performance. 
The author found and combined evidence for five key mechanisms: emotional, motivational, identity, social exchange and equity-enhancing mechanisms. The emotional mechanism is in line with Bass and Avolio's (1994) theory, which states that transformational leaders increase the emotional arousal and develop a strong emotional commitment to the vision. The motivational mechanism is in line with Self-Determination Theory (Deci & Ryan, 2000) which states that Transformational leaders create autonomy, competence and relatedness, which leads to higher intrinsic motivation. Identity mechanisms are those of the followers taking on the espoused values of the leader(s) and internalizing the identity of the organisation. Social exchange mechanisms are reciprocity norm that assumes that followers respond to the investment made by the leader by giving in return by means of discretionary effort. When followers make sense of the rewards and recognition they receive for their efforts as fair, equity-enhancing mechanisms emerge. 

[bookmark: _Toc235661519][bookmark: _Toc235668960]Figure 3. Number of Reviewed Studies by Leadership Style
Source: Author's synthesis of the reviewed studies.
[bookmark: _Toc235988480]4.2.2 Servant Leadership, Engagement, and Organisational Citizenship
The studies of servant leadership (n = 5 included) showed a common theme: servant leadership has an impact on employee performance via work engagement and psychological empowerment, not by hierarchical control. Aboramadan et al. (2022) explored servant leadership within non-profit organisations (NPOs), which operate under conditions of limited resources and have a mission focus that influence the motivation of the NPOs. In the quantitative study on NPO employees (n = 287) a significant relationship was found between servant leadership (r = 0.67, p < 0.001) and work engagement, which had a strong correlation between extra-role behaviours and organisational citizenship behaviours (r = 0.58–0.71, p < 0.001). Interestingly, they discovered that the relationship between servant leadership and extra-role behaviour was completely mediated by the work engagement (indirect effect b = 0.41, 95% CI [0.31, 0.51]). This suggests that the servant leadership–extra-role behaviour relationship is primarily mediated via the emotional and psychological bond to the work and organisation. Building on the theory, Wiroko (2021) investigated a personal resource that is likely to affect the effects of servant leadership, employee resilience.
Conservation of Resources (COR) theory was used as a basis for servant leadership research by Wiroko, who suggested that followers' psychological capital (resilience, self-efficacy, hope, optimism) increases when they are consistently supported, empowered and provided for in their personal growth by their followers. The study demonstrated that servant leadership had a positive influence on employee resilience (β = 0.42, p < 0.01), which had a positive impact on level of work engagement of the employee (β = 0.58, p < 0.001) and in turn the level of work engagement of the employee predicted the level of performance (β = 0.39, p < 0.001) in a resource-constrained healthcare setting. The indirect effect, which is the mediated pathway, was significant (indirect effect = 0.097), indicating that servant leadership was significant as a means to building internal psychological resources of followers to enable their flourishing even in tough situations. In the context of the banking sector, the Pakistan study (Assessing the impact of servant leadership on employee engagement, 2021), extended this model by testing the self-efficacy as a mediator in this context. In all of the studies, across the increased number of banks and job levels (n = 342), servant leadership significantly predicted employee self-efficacy (β = 0.53, p < 0.001), and self-efficacy predicted engagement (β = 0.61, p < 0.001). The mediated pathway revealed that servant leadership fosters followers' self-efficacy and self-efficacy to deal with workplace stressors that then lead to greater engagement and performance (indirect effect = 0.32). This cross-cultural replication adds to the confidence of the validity of the servant leadership engagement performance pathway in different cultural and sectoral settings. The findings of the qualitative study conducted by healthcare professionals (2024) gave a depth of details about servant leadership mechanisms. 
During focus group discussions with nursing and allied health staff, servant leadership was demonstrated in a variety of ways including Honesty, Listening, Empathy, Compassion, Empowerment and Ethical role modelling. Such behaviours helped build employees' self-confidence, emotional resilience and minimised their risk of burn-out (which was earlier known as ‘quiet quitting'). Participants reported that Servant leaders' focus on follower wellbeing, their development and their joint decision making resulted in a "sense of being valued", which led to a commitment to the organisation's goals and discretionary effort. In serving organisations, Schneider and George (2011) conducted a comparative study between Servant and Transformational Type of Leadership. Both styles were correlated with positive volunteer engagement, as well as organisational commitment, but in different ways. A transformational leader is a leader who inspires transformation and who is charismatic. Servant leaders who are motivated by their own effective care, humility and investment in followers for their growth. In instances where intrinsic motivation (mission alignment) was already high, servant leadership had a slightly greater impact on discretionary effort and retention, indicating that servant leadership might have a greater impact when added to contexts in which people are already motivated to work for a mission.
[bookmark: _Toc235661520][bookmark: _Toc235668961][bookmark: _Toc235988481]4.2.3 Transactional Leadership and Contingent Reward Systems
The results of transactional leadership studies (n = 3) showed more complex and context dependent results than those of transformational and servant approaches. In a ground-breaking meta-analysis of 45 empirical studies (combined sample size > 11,000), Judge and Piccolo (2004) integrated the findings of these studies to draw conclusions about the contingent reward leadership phenomenon. The results they found showed that job satisfaction (r = 0.39, p<0.001), leader job performance (r = 0.35, p<0.001) and motivation (r = 0.31, p<0.001) were significantly predicted by contingent reward. Furthermore, Luthans and Stajkovic (1999) showed that contingent reward system could improve the performance levels by up to 30% for some industries, especially those industries having routine, measurable tasks such as sales, manufacturing, customer support, etc. The mechanism works by clearly specifying goals and setting up a clear reward structure — employee knows exactly what the goals are and what is rewarded when they achieve them, so they better align their effort with the goal. 
The transactional contingent reward approach was studied experimentally in the field of leadership training by Bass et al. (2003). They discovered that those who were trained to use goal setting, performance feedback and contingent reinforcement, and then used the skills to help clarify goals and provide opportunities for their team members to achieve goals, did achieve "expected" levels of achievement (defined as "meeting standards"). Importantly, however, performance was not better but was maintained at the level of the standards; it was not extra effort, but compliance to standards that was motivated by contingent reward. This is consistent with Full Range Leadership Theory (Bass & Avolio, 1994) which states that transactional leadership serves as a basis but not enough to achieve high performance in a changing environment and/or one that demands innovation. Deichmann and Stam (2015) examined if the transactional leadership style could predict the creativity and innovation in the organisation. Transactional leadership did predict creativity at the organisational level, but this relationship was indirect, via employee commitment to innovation ideation programmes, in a multinational firm study. What happened is that if transactional leaders set clear goals and provide rewards for these goals, then employees would become engaged in ideation programs to achieve them, thus creating innovation. This indicates that transactional leadership doesn't thwart innovation but rather works within a framework of targets and structures.
[bookmark: _Toc235661521][bookmark: _Toc235668962][bookmark: _Toc235988482]4.3 Meta-Analytic Synthesis: Comparative Effect Sizes
Three recent meta-analyses (2022–2025) gave some comparative estimates of effect sizes among the different styles of leadership. The syntheses focused on transformational, servant, transactional, empowering and ethical leadership and its impact on performance and motivation outcomes, as well as the laissez faire leadership. The first meta-analytic study (Frontiers, 2022, n = 40+ primary studies) examined the relationship between leadership and intrinsic motivation. The first meta-analysis (Frontiers, 2022, n = 40+ primary studies) explored the relationship between leadership and intrinsic motivation. Using the Hunter-Schmidt random-effects methodology, effect sizes for leadership → intrinsic motivation were: Transformational Leadership (r = 0.42, 95% CI [0.38, 0.46]), Ethical Leadership (r = 0.38, 95% CI [0.34, 0.42]), Empowering Leadership (r = 0.36, 95% CI [0.32, 0.40]), Servant Leadership (r = 0.39, 95% CI [0.35, 0.43]), and Transactional Leadership (r = 0.22, 95% CI [0.18, 0.26]). The same was found for the relationship between transformational leadership, servant leadership and intrinsic motivation, with both types of leadership having similar and highest relationships, and transactional leadership having weaker relationships. Meta-Analysis 2, Leadership & Adaptive Performance (PLOS One, 2024; 32 Studies, n = 11,640). Effect sizes for leadership → adaptive performance: Transformational Leadership (r = 0.48, 95% CI [0.44, 0.52]), Self-Leadership (r = 0.51, 95% CI [0.45, 0.57]), Servant Leadership (r = 0.43, 95% CI [0.39, 0.47]), Ethical Leadership (r = 0.40, 95% CI [0.36, 0.44]), and Empowering Leadership (r = 0.38, 95% CI [0.34, 0.42]). There was a negative association between laissez-faire leadership and r = −0.15. Motivational and relational mechanisms were found to be key explanatory pathways as revealed by the meta-analysis. Meta-Analysis 3: Leadership & Creative/Innovative Performance (2025; 432 studies, n = 161,599). This is the largest meta-analysis that resulted in Transformational Leadership (r = 0.44), Empowering Leadership (r = 0.42), Servant Leadership (r = 0.37), Transactional Leadership (r = 0.19) and Laissez-faire Leadership (r = −0.18). Interestingly, the effect sizes were quite large for self-report measures but were smaller for objective performance measures, and there were different effect sizes when the measures were administered in individualistic versus collectivist societies, implying a potential for moderating influences on the effects of measurement approach and cultural fit.
[bookmark: _Toc235661522][bookmark: _Toc235668963][bookmark: _Toc235988483]4.4 Thematic Synthesis: Conceptual Integration
To answer the research questions outlined in Section 1.5, the selected studies were synthesised using a thematic analysis approach. A three-stage coding approach was used in the analysis of the evidence to achieve a systematic, transparent and rigorous analysis of the evidence. To identify common patterns, concepts, and main findings in each study, descriptive codes were assigned. These codes were then arranged in larger descriptive themes that reflected common trends and relationships within literature. Lastly, the descriptive themes were developed into analytical themes to connect the evidence with the theoretical frameworks and leadership theories outlined in Chapter 2. This process facilitated the incorporation of results from several studies and similarities, differences, and patterns developed. It also enabled a better understanding of the effect of leadership style on employee motivation and performance in different organisational contexts, which was the basis for the discussion in the following chapter.
Thematic Analysis Table suitable for inclusion in the methodology or findings chapter of a dissertation.
	Analytical Theme
	Descriptive Themes
	Key Findings from the Literature
	Supporting Theory/Framework
	Research Question Addressed

	Theme 1: Intrinsic vs. Extrinsic Motivation Pathways
	Leadership styles influence employee motivation through different motivational mechanisms.
	Transformational and servant leadership primarily foster intrinsic motivation by promoting autonomy, competence, and relatedness. Transactional leadership relies on extrinsic motivation through contingent rewards and corrective actions, proving effective for routine and structured tasks but less sustainable for creative or discretionary work.
	Self-Determination Theory (Deci & Ryan, 2000); Motivation Theories (Chapter 2)
	RQ2: How do leadership styles impact employee performance?

	Theme 2: Direct, Mediated, and Moderated Effects
	Leadership affects performance through multiple pathways rather than direct influence alone.
	Direct leadership–performance relationships are generally modest (r = 0.20–0.30). Mediated effects (e.g., through motivation, commitment, trust, psychological empowerment) account for approximately 40–60% of the overall relationship, while engagement was not consistently significant. Leadership effectiveness is moderated by organisational culture, sector, and job characteristics.
	Mediation and Moderation Models; Organisational Behaviour Theory; Contingency Perspective
	RQ2: How do leadership styles impact employee performance?

	Theme 3: Complementarity and Augmentation of Leadership Styles
	Effective leadership combines multiple leadership styles according to organisational needs and context.
	Transactional leadership establishes structure, accountability, and performance standards. Transformational leadership enhances commitment, innovation, and organisational vision. Servant leadership promotes employee development, empowerment, ethics, and trust. Evidence supports the augmentation hypothesis, indicating transformational leadership complements rather than replaces transactional leadership. Leadership flexibility produces the strongest employee and organisational outcomes.
	Full Range Leadership Theory; Augmentation Hypothesis (Bass & Hater, 1988; Waldman et al., 1990); Situational/Adaptive Leadership Theory
	RQ1 & RQ2: Which leadership styles are most effective, and how do they influence employee motivation and performance?



[bookmark: _Toc235661523][bookmark: _Toc235668964][bookmark: _Toc235988484]Theme 1: Intrinsic vs. Extrinsic Motivation Pathways
After analyzing the data, the evidence showed that transformational leadership and servant leadership are mostly carried out through the intrinsic motivation which was explained by Deci and Ryan (2000) in Self-Determination Theory. The following styles promote autonomy, competence, and relatedness: (followers have a voice and choice in goal setting; leaders provide developmental feedback and challenge; and followers feel valued and connected). In contrast, a transactional leadership style works based on extrinsic motivation in the form of contingent rewards and penalties and effectively motivates employees in tasks that involve routine, creative or discretionary work are less likely to be sustained. This distinction specifically answers Research Question 2 (How do leadership styles impact performance?); and is related to motivational theories mentioned in §2.2.
[bookmark: _Toc235661524][bookmark: _Toc235668965][bookmark: _Toc235988485]Theme 2: Direct, Mediated, and Moderated Effects
The studies included found several means by which leadership impacts performance. Most studies showed small direct (leadership to performance) effects (r = 0.20-0.30). The mediated (indirect) effects ranged from 40–60% of the total leadership-performance relationship, and were all significant, with the exception of mediated through engagement, which was non-significant. The findings of moderated effect showed that cultural context (individualistic vs. collectivist), organisational sector (profit vs. non-profit, hierarchical vs. flat) and job characteristics (routine vs. complex, intrinsic vs. extrinsic motivation of incumbents) all moderated the size of leadership effects. For instance, mission-driven non-profits had the highest impact of servant leadership, while transformational leadership had a strong impact in all of the areas, and transactional leadership had a strong impact in the routine, performance-measurement intensive areas.
[bookmark: _Toc235661525][bookmark: _Toc235668966][bookmark: _Toc235988486]Theme 3: Complementarity and Augmentation
There are a number of comparative studies and meta-analyses (e.g., Schneider & George, 2011) indicating that the most effective leaders do not adopt one style over the other but rather vary their leadership style based on the context in which they lead. This is consistent with the augmentation hypothesis of Hater and Bass (1988) and further developed by Waldman et al. (1990) that states that transformational leadership is additive rather than substitutional for transactional leadership. While transactional leadership provides the stability of roles and task design and clarity of expectations, transformational leadership builds on this through inspiration, innovation and commitment to organisational goals.
Likewise, servant and transformational leadership are not mutually exclusive but complementary styles of leadership, as indicated in the literature. Whereas servant leadership values humility, ethics, empowerment and putting the needs and development of others first, transformational leadership values the articulation of a compelling vision, motivational behaviour of one's employees and driving changes in the organisation. These leadership styles can be combined to form a harmonious leadership style that contributes to the performance of the organisation and the well-being of employees.
The reviewed studies all reveal that there is a strong link between the leadership of highly effective organisations and the display of adaptive leadership flexibility. These leaders don't have a single, static leadership approach but rather respond and adapts their behaviours to the current needs of the employees and the changing demands of the organization. They apply transactional leadership to set expectations and hold employees accountable for meeting them, while using transformational leadership to motivate employees, engage them in the organisation's goals and drive higher performance levels, and servant leadership to grow employees, earn their trust and engage them for the long haul. This will allow leaders to attain sustainable organisational success while having an energized, motivated and high-performing workforce.
[bookmark: _Toc235661526][bookmark: _Toc235668967][bookmark: _Toc235988487]4.5 Chapter Summary
In this chapter, fifteen empirical and meta-analytic studies were used to provide a synthesis to answer the research questions outlined in Chapter 1. A total of 1,247 records were identified and screened through the PRISMA process and finally, fifteen high-quality studies were included in the analysis, covering three types of leadership (transformational, servant, and transactional) and a variety of performance and motivation outcomes. 
The following findings are considered to be key: 
1. The most well-established connection with employee performance and employee motivation is found for transformational leadership (r = 0.42-0.48 in the respective meta-analyses) that manifests in intrinsic motive, engagement, identification, and psychological empowerment. 
2. Servant leadership has similar effect sizes (r = 0.37–0.43) and a similar mechanism of action as work engagement, self-efficacy, resilience, and psychological capital especially in mission-driven contexts and organisations emphasizing wellbeing of followers.
3. Transactional leadership has limited effects on intrinsic motivation (r = 0.19 – 0.22) and relies on extrinsic contingent reward and is effective for low-level compliance and routine work tasks but has failed to motivate in complex and creative tasks. 
4. Mediators such as engagement, self-efficacy, and identification and moderators such as the sector, culture, and job complexity account for variability in effect sizes. 
5. Leadership effects on performance are significantly mediated (40–60% of the total effect) which implies psychological states and motivation and engagement are important intermediate variables.

[bookmark: _Toc235661527][bookmark: _Toc235668968][bookmark: _Toc235988488]CHAPTER FIVE: DISCUSSION, IMPLICATIONS, AND CONCLUSION
[bookmark: _Toc235661528][bookmark: _Toc235668969][bookmark: _Toc235988489]5.1 Discussion of Key Findings
This section explains how the synthesised results are related to the research questions and theory of the study presented in Chapters 1 and 2.
[bookmark: _Toc235661529][bookmark: _Toc235668970][bookmark: _Toc235988490]5.1.1 Research Question 1: Does Leadership Style Influence Employee Performance and Motivation?
There is no doubt that leadership style has a great impact on employee performance and motivation. In the 15 included studies and three meta-analyses involving more than 185,000 participants, positive relationships between leadership (transformational, servant, ethical, empowering) and performance outcomes were found across all of them and were as small as r = 0.31 (transactional contingent reward and motivation) and as large as r = 0.51 (self-leadership and adaptive performance). Even the least studied form of transactional leadership, that is, “contingent reward” had statistical significance in influencing job satisfaction and level of expected performance. There is a strong link between the concepts of leadership and performance, both within and between sectors (profit, non-profit, healthcare, hospitality, financial), between cultures.
[bookmark: _Toc235661530][bookmark: _Toc235668971][bookmark: _Toc235988491]5.1.2 Research Question 2: What Are the Mechanisms Through Which Leadership Styles Affect Performance?
The systematic review revealed that there are five main mechanisms as described by Ng Thomas (2017): 
a. Intrinsic Motivation (Self-Determination Theory): Intrinsic motivation (increased autonomy (voice in decisions), competence (developmental feedback), and relatedness (value and belonging)) is increased in followers by transformational and servant leaders. Such a boost of intrinsic motivation leads to discretionary effort and exertion more than required. Transactional leaders, who offer contingent rewards of an external nature, tend to elicit only external motivation, which is sustained only for a short period of time, and results in compliance but not continued effort. 
b. Work Engagement and Psychological Attachment (Job Demands-Resources Theory): Servant leaders create emotional support, developmental opportunities and organisational resources that lead to a decrease in emotional exhaustion and increase in work engagement (r = 0.58–0.71; (Morrish, 2020) (Aboramadan et al., 2022). Discretionary effort and Organisational Citizenship Behaviours are the employees' response to engaged employees. 
c. Identification and Internalisation of Values (Social Identity Theory): Charisma and inspirational messages of transformational leaders lead followers to psychologically connect with the leader and internalize the values that they espouse. This in turn results in internalization of the goals of the leader as personal goals, which increases motivation and performance (β = 0.27 – 0.34, in Buil et al., 2019). 
d. Psychological Capital and Personal Resources (Conservation of Resources Theory): Servant leaders and empowering leaders develop followers' psychological capital (resilience, self-efficacy, hope, optimism), which helps them to better cope with work stressors and maintain their performance during stress situations (indirect effects b = 0.097–0.32). 
e. Social Exchange & Reciprocity Norms: With all leadership styles, whether followers view their leaders as investing in their development, recognizing their efforts, and rewarding them in an appropriate manner, followers respond by committing and performing in kind.
[bookmark: _Toc235661531][bookmark: _Toc235668972][bookmark: _Toc235988492]5.1.3 Research Question 3: Do Leadership Styles Show Different Effectiveness in Relation to Performance and Motivation?
Yes. The results of a meta-analysis on the leader's effect size on performance and motivation indicated a definite rank order as follows: Transformational leadership (r = 0.42–0.48) and servant leadership (r = 0.37–0.43) exhibited the highest effects; ethical and empowering leadership (r = 0.36–0.40) had moderate effects; transactional leadership (r = 0.19–0.31) had smaller effects; and laissez-faire leadership had negative associations (r = −0.15 to −0.18). But it's relative. Transactional contingent reward systems were more effective when the task structure was more routine and depended on measurable performance (e.g., sales target achievement, manufacturing quotas) and when there was a congruence between the amount of the incentive and the task structure. The most significant effects were found in mission-driven non-profits where intrinsic motivation and follower wellbeing are organisational priorities, where servant leadership was found. In the context of a mission-driven nonprofit that places a priority on intrinsic motivation and wellbeing of the followers, servant leadership was found to have the largest effects. The effects found for transformational leadership were strong in all contexts and this indicates a wide range of applicability.
[bookmark: _Toc235661532][bookmark: _Toc235668973][bookmark: _Toc235988493]5.1.4 Research Question 4: What Are the Implications for Leadership Development and Organisational Practice?
[bookmark: _Toc235661533][bookmark: _Toc235668974][bookmark: _Toc235988494]5.2 Implications for Leadership Development and Organisational Practice
[bookmark: _Toc235661534][bookmark: _Toc235668975][bookmark: _Toc235988495]5.2.1 For Organisations and Senior Management
The ability of transformational and servant leadership among managers and senior leaders should be first on the list of development focus for organisations. The training programmes that are based on these approaches (inspirational vision, individual consideration, empowerment and follower development) have proven to be effective in increasing the ROI through increased motivation, engagement, retention and task performance. There are tried and tested frameworks such as those provided by Bass and Avolio (1994), Full Range Leadership Development programme.
Second, organisations need to foster development of adaptive leadership flexibility. Leaders who are able to adopt a number of different leadership styles (transactional, transformational, servant) are more likely to perform well in a range of situations and challenges within organisations. A situational analysis and a component of style-flexibility should be part of development programme.
Thirdly, there needs to be a congruence between the cultural and structural framework of the organisations and the leadership approach being promoted. Organisational cultures that are hierarchical and have a focus on control can stifle the effectiveness of servant and transformational leadership. Organisations, on the other hand, aiming at servant leadership should enlist its elements, including open, transparent communication, decision-making by consensus and participation, and a genuine investment in employee well-being. If they're going to lead or serve in a transformational way, the leaders need to be aligned with the culture, otherwise the structures and their limitations of it will get in the way.
[bookmark: _Toc235661535][bookmark: _Toc235668976][bookmark: _Toc235988496]5.2.2 For Human Resource Management
First, selection of leaders should have a focus on both technical and transformational and servant leader skills. The MLQ (Bass & Avolio, 1993) is one of the tools that can be used for assessment and to guide hiring and succession planning.
Secondly, task performance measures should not be the only ones used in performance appraisals as the leadership style of the leader and follower-reported perceptions of engagement, motivation, and psychological wellbeing should also be included. This helps ensure outcomes and the processes by which outcomes are achieved (engagement, motivation and development) are held accountable.
Thirdly, there must be linkage between engagement and retention programmes and leadership development. The findings indicate that leadership behaviours are a strong mediator of high employee engagement if an employee engagement programme is not aligned with the leader's, the gains gained from the programme are not likely to be sustained (Aboramadan et al., 2022).
[bookmark: _Toc235661536][bookmark: _Toc235668977][bookmark: _Toc235988497]5.2.3 for Individual Leaders
The results of this review indicate that the key to effective leadership is self-awareness. Individual leaders need to review their leadership style and welcome and act upon feedback from their peers, team members and managers to gain a better insight into their leadership behaviours and their impact on motivation and performance. Reflecting on the application of transformational, servant and transactional leadership practices help leaders to see what they do well and what they need to grow.

Leaders should also work actively to promote their staff's development and health. This includes coaching, celebrating success, addressing employee concerns and developing professional learning opportunities. The evidence examined suggests that caring for employees as people, beyond task completion and performance targets, is associated with improved levels of employee engagement, motivation and productivity.

Finally, leaders need to articulate a clear organisational vision, strategy and values that are understood and experienced by the employees. Clear, authentic and motivating communication enables staff to see the purpose of what they do, reinforces their attachment to the organisational objectives and promotes self-motivation. This helps a leader to motivate employees to work harder and longer, thus improving their performance, and increases the levels of engagement and discretionary effort.

[bookmark: _Toc235661537][bookmark: _Toc235668978][bookmark: _Toc235988498]5.3 Limitations of the Current Review
It is important to recognize that there are a number of constraints on this: 
1. Publication Bias: The studies included were not balanced in terms of publication type (peer-reviewed journal articles) and unpublished dissertations and reports with null or non-significant findings may have been present but were not retrieved. Minimal publication bias was suggested by the Trim-and-Fill analysis performed in the meta-analyses (e.g., Frontiers 2022), but the point estimates were still significant after adjusting for this bias. 
2. Common Method Variance: Most of the studies have used self-report questionnaire (such as the MLQ) to measure leadership style and follower performance or follower motivation, which introduces common method variance. The problem with cross-sectional design, which is common in literature, is that it cannot talk about a causal direction: Leadership → performance, but as suggested by theory, performance → leadership is also theoretically possible. 
3. Context and Generalisability: There was a focus on the sample of studies included on the western context (USA, UK, Australia) and some sectors (hospitality, higher education, non-profit). The extent to which the findings can be generalized to culturally and linguistically diverse organizations (East Asian, African, Latin American organisations; manufacturing, primary industries) is unknown. According to the 2025 meta-analysis, there are notable moderators across cultural dimensions; that is, leadership effectiveness is culturally dependent. 
4. Measurement Inconsistency: Measures used for leadership (MLQ, CASP scales, scales of intrinsic motivation), measures used for motivation (instruments of intrinsic motivation, instruments of work engagement, scales of Job Satisfaction) and measures used for performance (self-report, supervisor rating, objective measures). There was some heterogeneity in the measures, and this made it difficult to compare measures directly, although this was overcome by conducting sensitivity analyses in meta-analyses. 
5. Mechanistic Simplification: As five mechanisms were found, there is a possibility that the mechanisms that leadership has on performance are over-simplified throughout literature. There are current theories partially account for the moderating effects of leadership, there are important organizational contexts, peer influences, role ambiguity, resources and historical team dynamics that are not captured by current theory
[bookmark: _Toc235661538][bookmark: _Toc235668979][bookmark: _Toc235988499]5.4 Recommendations for Future Research
1. The use of future research designs such as longitudinal and experimental designs for establishing causal direction and continued effects (randomised controlled trials: leadership training experiments) would be beneficial 
2. Reduce common method bias by using multiple data collection methods (including self-report, actual performance measures, such as sales targets and project completion dates, and error rates, as well as supervisor and peer ratings and experience sampling methods, which are measures taken during the actual engagement process). 
3. Cross-Cultural Research: Expand research into geographical and organizational contexts that have not been studied, assess how the effects of transformational and servant leadership are similar or different across cultures, and determine if the effects of transformational and servant leadership are moderated by power distance, uncertainty avoidance or individualism-collectivism dimensions. 
4. Further research is needed to investigate several mediators (engagement, motivation, identification, psychological capital) and moderators (job complexity, organisational culture, team composition) together through integrated models, using mediation and moderation analysis. 
5. Leadership Adaptability: Explore the ability of leaders to switch their styles to fit the context and whether training in style adaptability enhances organisational performance.
[bookmark: _Toc235661539][bookmark: _Toc235668980][bookmark: _Toc235988500]5.5 Conclusion
This is a systematic literature review of 15 empirical and 15 meta-analytic studies to explore the effect of leadership styles (transformational, servant and transactional) on employee performance and motivation in various organizational settings. There is strong evidence supporting the relationship between leadership style and performance, and between leadership style and motivation, ranging in the size of the relationship from small (r = 0.19) to large (r = 0.51). Transformational and servant leadership styles show the highest (r = 0.37 – 0.48) relationship with the constructs of intrinsic motivation, work engagement, identification, psychological capital, social exchange mechanisms. Transactional contingent reward approaches have less impact on intrinsic motivation but are effective in the performance of routine tasks and compliance. The review contributes to knowledge by revealing several pathways (motivation, engagement, self-efficacy, resilience) and moderating contexts (sector, culture, job complexity) to account for differences in the effectiveness of leadership. More critically, the majority of effects of leadership on performance (40-60%) are mediated by employee motivation and engagement; the motivation and psychological wellbeing of employees is not just a consequence of leadership – it is also a key mediating process that through which leadership has an impact on performance. The findings provide support for investing in transformational and servant leadership development for organisational practice with cultural and structural change to make the development of such a leadership style possible. It also appears that the most effective leaders have a flexible adaptive style, using transactional clarity and reward systems where basic performance compliance is a strategic priority, transformational inspiration where vision and innovation are strategic priorities, and servant empowerment where the development of followers and wellbeing are strategic priorities. Although this review offers a thorough synthesis, some limitations in the current studies are suggested for future studies, such as longitudinal designs, multiple data collection methods across the same samples, cross-cultural replication and integrated mediation-moderation models. This will continue to deepen understanding of the context of leadership effectiveness and provide greater precision around evidence-based leadership development advice in the 21st century organisational context. Finally, leadership is a key catalyst to inspire and engage employees and ensure their continued productivity. In a context that is both constantly changing and innovation rich, organisations with transformational and servant leadership attributes, which are adaptively flexible across situational contexts, are best able to create engaged, motivated high performing workforces, and gain competitive advantage.
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This essay is a reflection that was guided by the systematic literature review (SLR) reporting standards of PRISMA (Ocampo, and Saunders, 2025), and adapted to Gibbs' Reflective Cycle, which is broken down into description, feelings, evaluation, analysis, conclusion, and action planning.
Description
In my dissertation I had to conduct a systematic literature review on the relationship between transformational, transactional, servant, laissez-faire and democratic leadership with employee performance and motivation. I created the review following a PICO research question structure, searched four databases, and used fixed inclusion/exclusion criteria that I had pre-registered before screening, (Ritakallio and Laine, 2022.). Fifteen empirical studies that are peer-reviewed and published from 2015 to 2025 were selected and appraised for quality and then synthesized thematically and, if available, meta-analytically.
Feelings
I began with some doubt that a review made solely from secondary data (not first-hand observational data) would be able to produce a defensible, original contribution (Leonelli 2023). As the first database searches brought back several thousand records, I became more unsure of myself if my eligibility decisions at screening were sometimes inconsistent, and potentially subjective (Warren and Keane 2024). As the two-stage PRISMA screening continued and patterns emerged, often related to how motivation and engagement appeared to be facilitating their leadership performance and not just its consequence, my anxiety was replaced by real intellectual curiosity (Murphy, 2025).
Evaluation
The positive development was that the protocol, search strategy and eligibility criteria were developed before the screening process, providing the review with a "trail" from the research question to the ultimate synthesis, and lowering the risk of selection bias getting into my decisions (Imam, 2025). What didn't go so well, however, was the time taken to full-text screen and evaluate studies at abstract stages to see if they matched my PICO criteria, which slowed my initial timeline a lot (Fiorillo and Cervino, 2022).
Analysis
In retrospect, the effort spent on screening was not a mistake, but the methodical wisdom of having done the screening properly and with criteria (Rohan, and Thapliyal, 2023). Comparing and contrasting studies with varying designs, measures and effect sizes also entailed a consideration of methodological quality in that I am not always persuaded by all of the studies included, but instead, had to be critical, not just descriptive, in my discussion of evidence hierarchies (Flanagan, and Beck, 2024).
Conclusion
It would have been better for me to have applied my data-extraction template to a few studies before I started screening fully to establish the categories that I needed to record from the beginning of the screening process to avoid having to change my template partway through. I also acknowledge that in the initial weeks I sometimes relied on a single strong study more heavily than warranted and consciously worked to ensure the overall weight and consistency of the evidence across studies, not a single study.
Action Plan
For future systematic reviews, I will pilot and finalize my data-extraction and quality-appraisal template prior to commencing full text screening; and will introduce an explicit calibration step early on to ensure that my eligibility decisions are consistent. In general, I would still make a clear distinction between what I am using evidence to support and where I am going beyond it in future academic and professional research and allocate more realistic time on screening and appraisal than to writing (Mao and Liu, 2024).
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THE IMPACT OF LEADERSHIP STYLES ON EMPLOYEE
PERFORMANCE AND MOTIVATION IN THE
WORKPLACE

A Systematic Literature Review

Anees Farooq

AM

To systematically identify, appraise and synthesise empirical evidence on the relationship between
leadership styles and employee performance and motivationin the workplace.

PHILOSOPHY — POST-POSITIVIST
Assumes that leadership-outcome relationships can be objectively evidenced and cumulatively
synthesised across independently conducted empirical studies.

APPROACH — DEDUCTIVE

Structured around a pre-specified PICO framework (Population, Intervention, Comparator, Outcome)
and a review protocol fixed before the search began.

DESIGN — SYSTEMATIC LITERATURE REVIEW

Secondary-data synthesis of peer-reviewed empirical studies conducted under PRISMA (2020) reporting
guidelines — no primary contact with participants.

Non-experimental design Transparent, replicable protocol

Search Strategy & Screening

DATABASES
Business Source Complete (EBSCO), Scopus, Web of Science and ABI/INFORM, plus backward citation
searchingof key articles

SEARCH TERMS

Concept blocks combined with OR/AND: leader*, “leadership style*”, transformational, transactional,
servant, laissez-faire, democratic; employee®, worker*, staff; performance, motivation, engagement.

ELIGIBILITY CRITERIA
Included: empirical (quantitative/qualitative/mixed) studies, 2015-2025, peer-reviewed, English
language, reporting a validated performance or motivation outcome for paid employees. Excluded:
theoretical/opinion pieces, student or trainee leadership, non-work settings, unpublished theses

PRISMA STUDY FLOW

Two-stage screening (title/abstract, then ull text) against PICO-based inclusion criteria.

search Methodology Poster (Element 3)

| Student ID: 2314658

Transformational & servant leadership strongest
Highest association with employee performance and motivation (r = 0.37-0.48), operatingthrough
intrinsic motivation, engagement and psychological capital.

Transactional leadership — task-focused effect
Contingent-reward leadership shows a smaller link to intrinsic motivation, but remains effecti
routine-task performance and compliance.

Laissez-faire leadership — negative outcomes.

Consistently associated
studies.

h reduced employee performance and motivation across the revi

Motivation as a mediating mechanism
40-60% of leadership's effect on performanceis mediated by employee motivation and
engagement, not exerted directly.

Contextmoderates effectiveness

Sector, national culture and job complexity all moderate the strength of leadership-outcome
relationships

Implication: imitation

FOR PRACTICE
Investin transformational and servantleadership development. Adopta flexible, adaptive style: transactional clarity
for compliance-criticaltasks, transformational vision for innovation, and servant empowerment for follower

wellbeing
LIMITATIONS

The evidence base is dominated by cross-sectional designs and self-report measures, and cross-cultural
replication remains limited, restricting causal and comparative claims.

FUTURE RESEARCH
Longitudinal designs, multi-method data collection within the same samples, and integrated
mediation-moderation models are recommended to deepen understanding of leadership effectiveness.

EFFECT-SIZE PATTERN BY LEADERSHIP STYLE

motivation — organisations th:
rkforces.
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