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Introduction

Leadership plays a critical role in sport performance, team culture, and athlete
development. Modern sports environments require leaders who can adapt their style
to motivate players, manage pressure, and achieve sustained success.

This presentation critically evaluates four established leadership theories:

Transactional Leadership
Transformational Leadership
Situational Leadership
Servant Leadership

The theories are examined using the coaching approach of coaches, especially one of
the most successful football managers of the modern era. Jiirgen Klopp.




Transactional
Leadership

Transactional leadership is based on clear rules, expectations,

and rewards or punishments depending on performance (Bass,
1990)

In sport, this can include rewarding athletes leading them
gaining more playing time for following tactical

instructions. Klopp monitors player performance closely and
ensures following to these systems, rewarding players who
execute his strategies effectively with game time, whichis a
core principle of transactional leadership (Hughes et al., 2019)

Juirgen Klopp applies transactional elements when enforcing
strict pressing systems or defensive organisation in training as
seen on match days.

While effective for maintaining structure and discipline,
transactional leadership may limit creativity and intrinsic
motivation if overused (Northouse, 2022). It works best when
combined with motivational leadership styles that inspire
players beyond rules.

Transactional
Leadership




Transformational leaders in sport
(The ‘Supercoach’)

Transformational
Leadership

* Transformational leadership motivates individuals to 7~
exceed expectations by inspiring them with a vision and i |
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* In sport, it encourages players to believe in the team’s

goals and improve their skills. Jirgen Klopp demonstrates
this by motivating Liverpool players with passion, energy,
and a strong sense of identity. This leadership style can
improve satisfaction, effort, and long-term performance
(Weinberg & Gould, 2019).

* However, it depends heavily on the leader’s personality
and emotional energy, which may cause burnout or
inconsistency. Additionally, too much focus on inspiring
others may lead players to underperform if the leader is
absent or less engaged.




Situational Leadership

Situational
Leadership

 Situational leadership suggests leaders should adjust their
approach depending on the competence, confidence, and
motivation of followers (Hersey & Blanchard, 1969).

* Leaders may direct, coach, support, or delegate based on

each athlete’s needs. In sport, this means guiding young
players closely while allowing experienced players more
independence, fostering both skill development and
personal growth, and promoting accountability, resilience,
and effective decision-making.

* Although adaptable and player-focused, situational
leadership can be confusing if applied inconsistently and
requires careful observation, flexibility, and clear
communication from the leader (Northouse, 2022).




Servant
Leadership

e Servant leadership prioritises the needs, growth, and
well-being of followers above the leader’s own goals
(Greenleaf, 1977).

* Coaches using this style focus on developing players,

building trust, and fostering collaboration. Jirgen Klopp
demonstrates servant leadership by caring for players’
mental health, encouraging teamwork, and emphasizing
collective success. This style increases cohesion, loyalty,
and satisfaction (Parris & Peachey, 2013).
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Evaluation on how Jurgen Klopp

Transactional Leadership

TransformationalLeadership

SituationalLeadership

Servant Leadership

Jirgen Klopp sets clear
expectationsand tactical roles for
everyplayer.

Inspires players with a clearteam
vision and shared goals.

Adapts coaching style depending
on player experience and
confidence.

Prioritises player well-being and
development.

Rewards strong training
performances with increased
playing time.

Motivates athletesthrough
passion, communication, and
belief.

Supportsyounger playerswith
guidance and development
opportunities.

Buildstrust and strong

relationships within the team.

Maintainsdiscipline through
structured systems like pressing
and organisation.

Encourages playersto improve and
reach their full potential.

Gives experienced players more
responsibility and leadership roles.

Promotes teamwork and collective
success over individual
recoghnition.

Evaluation:

Provides structure and
accountability, helping teams
perform consistently and
understand clear expectations
within elite sport environments.

Evaluation:

Highly effective for motivation,
building confidence, and improving
team unity and long-term
performance in competitive sport.

Evaluation:
Flexible leadership approach
allows coaches to respond
effectively to different athletesand
changing competitive situations.

Evaluation:
Creates positive team culture,
improvingtrust, cohesion, and
motivation among athletes within
professional sport teams.

Image ID: J3WH1B
www.alamy.com

F

Trates




Leadership challenges for Jurgen Klopp

Leadership Style

Servant Leadership

Challenge for Jurgen Klopp

Balancing strong player relationships with the need to make difficult
decisions like dropping players or demanding higher performance
when results are poor.

Evidence

Klopp admitted he struggled to motivate the team
during a difficult run of form in 2024 and took
responsibility for it. The Guardian (2024).

Situational Leadership

Transformational Leadership

Constantly adjusting leadership and tactics because football situations
change quickly due to injuries, fixtures, and team performance levels.

Keeping players inspired and maintaining the same energy over many
seasons can be exhausting for the manager.

Liverpool’s late-season dip during a title race showed
how hard it was to adapt leadership and tactics at
the right time. The Guardian (2024).

Klopp explained he was “running out of energy”
when announcing he would leave Liverpool after
many intense years. Liverpool F.C. interview (2024).

Transactional Leadership

Using too many rules or performance-based rewards could limit
creativity and freedom in Klopp’s high-intensity playing style.

Klopp’s leadership is known for motivation and belief
rather than strict reward-punishment systems, which
can make transactional leadership harder to apply.
Northouse (2021) Leadership: Theory and Practice.




Advice/recommendations

for Jurgen Klopp

LEADERSHIP STYLE

Servant Leadership

Situational Leadership

Transformational
Leadership

Transactional
Leadership

HOW KLOPP CAN APPLY THIS LEADERSHIP STYLE
(ADVICE)

Klopp can focus on building strong one-on-
one relationships with players, providing
consistent support and guidance, while
clearly setting performance

expectations and accountability structures
(Greenleaf, 1977; ISFD, 2016).

Klopp can adjust his leadership

approach depending on the situation—e.g.,
consult assistant coaches and use
performance analytics during injuries or
losing streaks to decide tactics and
motivation strategies (Hersey & Blanchard,
1969; ResearchGate, 2020).

Klopp can delegate responsibilities to
assistant coaches and senior players, involve
them in decision-making for training,
tactics, and team motivation, and
encourage innovation in attacking play
(Bass, 1985; BMC Psychology, 2024).

Klopp can establish structured performance
targets and reward systems (e.g., match
ratings, milestones), while still promoting
creativity and freedom in attacking football
(Burns, 1978; MDPI, 2021).

WHY THIS HELPS

Players feel supported and valued,
yet understand the standards
required to achieve elite
performance.

Enables rapid, informed decisions
that maintain team performance
under changing circumstances.

Reduces personal burnout, keeps
the team motivated, and sustains
high energy levels over long
seasons.

Ensures discipline and
accountability without stifling the
creativity and attacking style that
defines Klopp’s teams.



Conclusion

* This presentation looked at four types of leadership Transactional,
Transformational, Situational, and Servant Leadership and how Jiirgen
Klopp uses them as a football coach. Klopp uses transactional
leadership by giving players clear roles, rules, and rewards, which helps
the team stay organized and disciplined.

* His transformational leadership inspires players through energy,
passion, and a shared vision, helping them work harder, build
confidence, and stay united.

* With situational leadership, Klopp changes his approach depending on
each player’s experience and needs, supporting younger players while
giving experienced players more responsibility.

* Servant leadership focuses on caring for players, building trust, and
encouraging teamwork, which improves morale and team spirit.

* Overall, Klopp’s effectiveness comes from integrating these leadership
styles, balancing structure with inspiration, adaptability, and player-
centered care. These approachs optimizes performance, develops
athletes, and sustains long-term success in elite football.
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