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ABSTRACT  
Transformational leadership is a representative trend of today’s leadership thinking. Its 
concepts and practical principles have become successful and gained wide publicity not only 
through the works of scholars but through statements and confessions of company leaders and 
consultants as well, and have been spread over through a variety of organizational, media and 
educational channels. According to Northouse “Transformational leadership is an 
encompassing approach that can be used to describe a wide range of leadership, from very 
specific attempts to influence followers on a one-to-one level to very broad attempts to 
influence organizations and even entire cultures.”  
Transformational leadership theory regards employee development as a dynamic field of deep 
personal changes. Transformational leaders not only wish to extend the knowledge and 
improve the skills of their followers but aim at influencing their values, motives, attitudes, 
too. The targeted employee changes require a sophisticated, non-routine approach to 
leadership practices. 
Jim Kouzes and Barry Posner have been pioneering authors of today’s leadership theory since 
the publication of their first book on the challenges of leadership in 1987. Their research has 
found four basic characteristics (integrity, competence, vision, enthusiasm), and, also five 
fundamental leadership practices (challenging the process, inspiring a shared vision, enabling 
others to act, modeling the way, encouraging the heart) which were typical of effective and 
admired leaders. 
This paper aims to investigate some of the specific features of transformational leadership and 
its aspects of employee development within certain segments of Hungarian organizations. To 
measure leadership characteristics the Leadership Practices Inventory (LPI) developed by 
Kouzes and Posner will be used. Effective and admired leaders’ behaviours will be described 
along the LPI leadership dimensions. 
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1. INTRODUCTION 
Transformational Leadership (TL) is a representative trend of the New Leadership conception 
coming after the Trait, Behavioral and Situational/Contingency theories in the evolution of 
leadership thought. 
TL is a concept encompassing multiple theoretical and pragmatic approaches with various 
scopes of analysis (Northouse, 2013, p. 186, p. 199). In an attempt to synthesize the 
definitions of several authors we can say that it refers to the use of a broad range of (i. a. non-
convential) means of influence in the leadership process with an aim to develop followers in 
order to bring about necessary changes in organizations (Fehér, 2010, p. 13). To its toolkit 



belong i. a. the practice of the leaders’ self-development, shared values and goals, mutually 
agreed performance criteria, special emotional-symbolic-charismatic effects, and empowerment.  
As a consequence the development of followers gains central importance in this concept. The 
development of the followers targeted by TL includes i. a. a raise of their level of aspiration and 
commitment (Northouse, 2013, p. 185; Avolio, Bass 2002, p. 1; Yukl 2010, p. 277) 
In this paper first we offer an introduction of some elements of the TL theory and its concepts 
on Employee Development (ED). Following on this we will report on our research conducted 
in some segments of Hungarian organizations.  
 

2. TRANSFORMATIONAL LEADERSHIP AND ITS CONCEPTS ON 

EMPLOYEE DEVELOPMENT 

As we have referred to it in a paper introducing the generic concepts of transformational 
leadership (Fehér, Kollár, 2012, p. 82) with the changing of the competition and labor market 
conditions and with the rise in value of the role of corporate human resources leadership and 
HRM underwent a paradigm shift during the 80s and especially by the turn of the 80s and 90s. 
(see also: Fehér, 2009a) 
In the mentioned period change tendencies started and were strengthening in each 
‘STEP’/’STEEPLE’ dimensions. As a result we stepped into a period of endemic changes 
when the environmental complexity and turbulence created an endless chain of quick 
organizational transformations, and the human resource consequences of these, the often 
large-scale and dramatic ruining of existences and carriers, or the opening of extensive 
opportunities. (e. g. Schermerhorn et al, 1994, 36-43 pp, Dessler, 2000, 9-13 pp; see also 
Fehér, 2009a, 277 p)    
Endemic change meant that the nature of the change itself changed. This period, unlike earlier 
ones, saw the changes brought about by the different motive forces appear enduring and/or in 
quick succession; often combined, in large numbers, controversially.  
These change tendencies caused significant rearrangement not only at the upper, but also at 
the lower and micro levels of leadership. In this complex environment, a leadership tendency 
that tried to give a modern answer to the problems of handling complexity and mediating 
values with new, emotional and symbolic influencing means, was essential”. (op. cit. p. 82, 
Fehér, 2009a, 278). New Leadership tendencies, i. a. Transformational Leadership can be 
viewed as adequate theoretical and pragmatic responses to the leadership challenges of this 
period.   
In trying to recognize the role and assess the importance of employee development within TL 
we have to make reference to early concepts in this theory. In Burns’ definition 
transformation is “the process in which leaders and followers raise one another to higher 
levels of morality and motivation”. (Burns, 1978, 20 p) Bass (1985) defines transformational 
leadership in terms of the leader’s effect on followers: they feel trust, admiration, loyalty and 
respect toward the leader, and they are motivated to do more than they originally expected to 
do. As Northouse states “…transformational leadership is a process that changes and 
transforms individuals. It is concerned with values, ethics, standards, and long term goals. 
Transformational leadership involves assessing followers’ motives, satisfying their needs, and 
treating them as full human beings.” (Northouse, 2001, 136) In a more recent publication 



Lussier and Achua note: “transformational leaders are known for moving and changing things 
‘in a big way’, by communicating to followers a special vision of the future, tapping into 
followers’ higher ideals and motives.” (Lussier, Achua, 2007, 319 p) 
Kouzes and Posner as emblematic authors of today’s leadership theory define leadership as 
the “art of mobilizing others to want to struggle for shared aspirations”. (Kouzes, Posner, 
1995, 30 p). They have defined five fundamental leadership practices (challenging the 
process, inspiring a shared vision, enabling others to act, modeling the way, encouraging the 
heart) which were typical of effective and admired leaders. (Kouzes, Posner, 1987, Kouzes, 
Posner 1995, 18 p)  
An important aspect of TL concepts is the target of transformation, namely the proportion of 
emphasis laid on the transformation of the corporation and the people. The results of the 
conceptual analysis of the generic theories of transformational leadership by Avolio, Bass 
(2002), Tichy, Devanna (1986), Bennis, Nanus (1985), Kouzes, Posner (2007) show that all 
the authors included into the analysis emphasize the transformation of people, while the direct 
influence on participators is of course not separated from the desired corporate purpose, the 
transformation of corporations. Most authors consider transformation of the organization and 
the people together, that is, they do not break it down – of course in reality it happens 
integrated – to organizational-business and human spheres of the transformational process. 
Accordingly they do not specifically elaborate on the individual or group theories of 
transformation, and their methodology. (see also Fehér, Kollár, 2012, p. 85, Fehér 2009a, pp. 
281-282) 
One of the conceptual cornerstones of the employee development concepts within TL is the 
differentiation between leadership “transactions” and “transformations”. Whereas 
“transactional leadership directs the efforts of others through tasks, rewards and structures, 
transformational leadership is inspirational, and arouses extraordinary effort and 
performance.”  (see for example: Schermerhorn, 2008, 333 p) The concept of transformation 
implies that under specific circumstances and to a certain extent there can be specific 
exchanges between employer and employee where traditional transactional (typically: 
economic/financial) values can be substituted and/or added to by less traditional–called 
transformational–values. For example, subordinates can draw extra benefits from the leader-
follower relationship if the leaders enhance their development. We have identified the new 
types of exchange situations between leader and follower–including ones with an employee 
development focus–paradoxically as „transformed transactions”. (Fehér, 2010, p. 17) 
For a further introduction of the employee development concepts of transformational 
leadership we have selected the following dimensions: 
1. An appearance of a distinctive area of ED within the theory 
2. The nature of the leadership influence (targeted effects on individuals) 
3. The means of employee development 
 
As to question #1 it can be stated that some authors focusing on the organizational level of 
transformation let the change and development of people appear quasi as consequences of 
macro-organizational or group-level changes and leadership influences (e. g. Tichy and 
Devanna). In case of others focusing both on the organizational and the individual levels 
either show indications of an intense integration of the organizational and individual 



development (Kouzes and Posner, see also Chart 1), or a clear distinction between the 
organization and individual levels of development (Anderson). Finally, some authors are 
clearly concerned more with the effects on the individual level in their approach to 
“transformation” (Bass)  
As regards the nature of the leadership influence (targeted effects on individuals, question #2) 
we can conclude that transformational leaders–in each referred theory–try to influence even 
such components of personality and behavior which can be approached only through 
sophisticated, non-routine leader behaviors. The targeted personal changes identified by the 
authors can be grouped along dimensions: 

• Consciousness of goals and high level of aspirations  

• Balance between common and self-interests 

• Other behavioral characteristics  
 
Examples for the „Consciousness of goals and high level of aspirations” category are: 
“Activating higher-order needs”, “Raising to higher levels of morality and motivation”, 
“Experiencing common social responsibility” etc. The „Balance between common and self-
interests” item includes i. a. the “Common set of values”, “Following common purposes”, 
“Overcoming self-interests”. Examples of „Other behavioral characteristics” are: „Putting 
rationality and tolerance in the limelight”, „Undertaking responsibility, initiative, taking 
risks”, „Success-orientation, sharing an atmosphere of celebration”. Generally it can be stated 
that employee development concepts included in TL theories call for i. a. psychologically 
deep personal changes.  
Regarding #3, the means of employee development, the literature shows diverse approaches. 
We can find conventional methods (education, organizational socialization), new 
interpretations of some existing concepts (empowerment), special adaptations of the toolkits 
of counseling and other disciplines (Anderson), specifically defined transformational 
leadership means (Intellectual Simulation, Individualized Consideration, Inspirational 
Motivation as parts of the four „I”-s including also Idealised Leadership in Bass’theory), and 
also a combination of some of the above listed tools (e. g. Kouzes and Posner, 1995, see Chart 
1). 
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Source: own work 

 
In the theories of Kouzes and Posner we can view employee development as one of the 
critical blocks for building leadership credibility:  
 

“Credible leaders know that they have to continuously develop the capacity of 
their constituents to put shared values into practice. When individuals, teams, 
departments, and organizations grow more able to perform their jobs and keep 
their promises, not only are their reputations enhanced, the leader’s credibility 
also grows. As a leader, in order to grow your own asset base, you have to invest 
in others.”  (Kouzes, Posner, 2011, p. 112) 

 
The authors think that the goal of employee development is to enable everyone “in a free and 
responsible way”. They identify five essential components of developing the capacity of 
constituents:  
• Competence 

• Choice 

• Confidence 
• Climate 

• Communication (op. cit.) 
 
Competence is about “the knowledge and skills to DWWSWWD” (‘Do What We Say We 
Will Do’). Beyond competence people must have choice, i. e. “the latitude to make choices 
based on what they believe should be done”. Confidence means they “believe they can do it”. 
The climate is important because “they need a culture that encourages some risk-taking and 
experimentation, accepting mistakes as a chance to learn from experience”. Finally, 
communication is about making employees “constantly informed about what is going on in 
order to keep up to date.” (op. cit. pp. 113-114) 
We can conclude that new, i. a. transformational leadership puts the development of 
followers into the focus of leadership influence. We can state that such tendencies of 
developmental concern, as a rule, are expected to have a special relevance for an economy 
like Hungary lacking material resources.  
 

3. MATERIAL AND METHODS  

In a previous paper, we have started a research for identifying the presence of certain TL 
behaviors in Hungary and showing the impact of certain types and background factors of the 
variables aforementioned, like industry, forms of ownership, size of the organization, 
organizational function, managerial levels, demographic parameters, managerial experience. 
(Fehér – Kollár 2012) To measure managerial practices and behaviors we use–under a special 
permission from Publisher Wiley, San Francisco–the Leadership Practices Inventory Observer 
(LPI Observer) developed by Jim Kouzes and Barry Posner. The LPI measures five leadership 
practices according to the Leadership Challenge approach (Kouzes, Posner, 2007, 2010; 
Northouse, 2012 /2013 ed./). The model was created through an empirical way, by 
interviewing thousands of leaders to answer the question: “What do the admired and 



exemplary leaders do to mobilize others to want to get extraordinary things done in 
organizations?” (Kouzes, Posner 2007) We can describe admired leaders’ behaviors by their 
five practices. “Model the way” is about how leaders are clear about and believe in their own 
values, leadership philosophy and guiding principles. “Inspire a shared vision” suggests that 
admired leaders are able to paint a “big picture” of what the organization aspires. “Challenge 
the process” is about how leaders change the status quo and how they challenge the people to 
try new methods among their work. By “enabling others to act” leaders develop relationship 
with others, and give freedom and choice in decision making. “Encourage the heart” suggests 
that how leaders support and recognize their subordinates. (op. cit., Northouse 2012/2013 ed/)  
In this research we have used observer form of LPI. The LPI Observer provides the 
respondents with information about their leaders’ leadership behaviors. It contains 30 
statements (6 behaviors compose 1 practice). Each statement is rated by a 10 points frequency 
(Likert) scale, where “1” indicates “almost never” and “10” indicates “almost always”. The 
respondents rate each statement by right of frequency. Higher scores represent higher 
frequency of leadership practices and behaviors. 
The research was conducted among subsidiaries who had evaluated their formal managers. 
102 men and 65 women, in the aggregate 167 managers have participated so far in the survey 
in the preliminary phase, all Hungarians.  The youngest is 21 years and the oldest are 65 years 
old. The respondents have come from a variety of sectors, e. g.: agriculture, finance, 
IT/telecom, education, governance, building and energy industry, chemistry, and several types 
of departments: chief execution, HR, engineering, production, IT, finance, marketing, R&D.    
 

RESULTS AND DISCUSSION  

For estimating the frequency of leadership behaviors we have counted average scores. Table 4 
shows the most frequent 5 leadership behaviors and Table 5 shows the less frequent 5 
leadership behaviors with the average scores. At the end of the sentences the letters suggest 
the practices. “M” means model the way. “I” means inspired a shared vision. “C” means 
challenge the process. “Ena” means enable other to act. “Enc” means encourage the heart. 
 

Table 4: The most frequent 5 leadership behaviors 

  Min Max Mean Std. Dev. 

Follows through on promises and commitments he/she makes M 1 10 7,60 2,159 

Treats others with dignity and respect Ena 1 10 7,40 2,410 

Sets a personal example of what he/she expects of others M 1 10 7,35 2,266 

Is clear about his/her philosophy of leadership M 1 10 7,31 2,502 

Talks about future trends that will infl uence how our work gets done I 1 10 7,30 2,299 
Source: own work 

 

Table 5: The less frequent 5 leadership behaviors 

  Min Max Mean 
Std. 
Dev. 

Asks “What can we learn?” when things don’t go as expected C 1 10 6,34 2,701 
Makes sure that people are creatively rewarded for their contributions to the 
success of projects Enc 1 10 6,32 2,532 
Shows others how their long-term interests can be realized by enlisting in a 
common vision Ins 1 10 6,14 2,812 

Appeals to others to share an exciting dream of the future Ins 1 10 5,81 2,767 



Asks for feedback on how his/her actions affect other people’s performance 
M 1 10 5,75 2,741 

Source: own work 
 
We can explain the nature of difference of the most frequent 5 leadership behaviors and the 
less frequent 5 leadership behaviors several ways. Firstly there is a cultural specialty on 
Hungarian leadership behavior. For example the Hungarian leaders are clear about their 
philosophy, develop cooperative relationships, speak with conviction about meaning of work, 
but ask for feedback, listen actively, rewards creatively, appeals others to share dream have 
not been infiltrated in the Hungarian leadership behavior. On the other hand we can explain 
the result that our Hungarian translated version is hard to construing by Hungarian 
respondents. However the meanings of items are not so clear.  
 
In the course of research we have generated the five leadership practices index. Table 6 shows 
these according to descending order. 
 

Table 6: Average scores of five leadership practices 

 Minimum Maximum Mean Std. Deviation 

MTW 8 60 41,8144 11,77225 

EOA 9 60 41,2515 12,51106 

ETH 6 60 40,9701 13,26669 

CTP 8 60 39,9036 12,87574 

ISV 8 60 39,6527 12,73593 
Source: own work 

 



Table 7: Mean of five leadership practices by Hungarian and international data 

Hungarian data International data 
 

Mean Mean 
p 

Model 41,8144 44,4 0,005 

Inspire 41,2515 42,0 0,018 

Challenge 40,9701 47,8 0,000 

Enable 39,9036 47,5 0,000 

Encourage 39,6527 44,9 0,000 

Source: own work and http://www.leadershipchallenge.com/UserFiles/lc_jb_psychometric_properti.pdf 
 

We used one-sample t test to compare the mean of sample to international data. We can 
establish statistically significant difference from test values (international data) in case of all 
leadership practices. 
To find statistically significant relationship to gender and the five practices comparing of 
means and ANOVA test was used. 
 

Table 8: Report of ANOVA by gender 

Gender MTW ISV CTP EOA ETH 

Mean 42,1373 40,4804 40,5294 42,1275 41,8529 

N 102 102 102 102 102 Male 
Std. 

Deviation 
11,38962 12,07381 12,46834 12,28754 12,69396 

Mean 41,3077 38,3538 38,9063 39,8769 39,5846 

N 65 65 64 65 65 Female 
Std. 

Deviation 
12,42216 13,70610 13,53973 12,82881 14,10772 

Source: own work 
 

If we take a look at table 9, we can see that Inspire a shared vision to gender shows significant 
relationship but this relationship is weak. (Eta squared: 0,142) It means that women use 
“Inspire a shared vision” practice more frequently than men. If we take a look at the means 
(Table 5) we can see that women use more frequently all of the leadership practices but 
ANOVA test does not confirm it. 
 

Table 9: ANOVA by five practices to gender 

    
Sum of 
Sq. df 

Mean 
Sq. F Sig. 

MTW * G Between Groups 27,321 1 27,321 0,196 0,658 

ISV * G Between Groups 179,534 1 179,534 1,108 0,294 

CTP * G Between Groups 103,609 1 103,609 0,624 0,431 

EOA * G Between Groups 201,079 1 201,079 1,287 0,258 

ETH * G Between Groups 204,272 1 204,272 1,162 0,283 
Source: own work 

 



During the analysis we created three age groups. Below 35, from 36 to 45 and Above and 
equal 46. The table 10. and 11. show the report and results of ANOVA.  
 

Table 10: Report of ANOVA by age group 

Lead_age MTW ISV CTP EOA ETH 

Mean 43,9184 42,5510 42,8571 43,4286 43,9592 

N 49 49 49 49 49 -35 
Std. 

Deviation 
10,02671 11,02660 10,87620 10,36018 11,66540 

Mean 42,2121 39,8182 39,9077 42,4545 41,5455 

N 66 66 65 66 66 36-45 
Std. 

Deviation 
13,03665 13,93602 13,84256 13,19695 14,15429 

Mean 39,3269 36,7115 37,1154 37,6731 37,4231 

N 52 52 52 52 52 46- 
Std. 

Deviation 
11,36165 12,20951 12,97154 12,92318 12,94687 

source: own work 
 
If we take a look at table 11. we can see that there is not significant difference by five practice 
to age groups. It means that the five leadership practices are not influenced by age. 
 

Table 11: ANOVA by five practices to age groups 

  
Sum of 

Sq. 
df 

Mean 
Sq. 

F Sig. 

MTW * Lead_age Between Groups 549,099 2 274,55 2,005 0,138 

ISV * Lead_age Between Groups 863,243 2 431,621 2,716 0,069 

CTP * Lead_age Between Groups 831,704 2 415,852 2,556 0,081 

EOA * Lead_age Between Groups 993,631 2 496,816 3,26 0,041 

ETH * Lead_age Between Groups 1113,876 2 556,938 3,25 0,041 
source: own work 

 
In our research leadership experience has also been included. The table 12. and 13. show 
report and result of ANOVA. Our question was that what kind of relationship is between 
frequency of five leadership practices and experience. 
 

Table 12: Report of ANOVA to leadership experience 

Lead_exp MTW ISV CTP EOA ETH 
Mean 42,8667 40,3111 40,5333 42,4000 42,1778 

N 45 45 45 45 45 

-5 

Std. 
Deviation 

12,34467 13,14918 12,46012 12,17374 13,33534 

Mean 41,4286 39,6905 40,1084 41,4762 40,8214 

N 84 84 83 84 84 

6-15 

Std. 
Deviation 

11,38620 12,29651 12,70396 12,20357 13,24119 

Mean 41,4211 38,7895 38,7105 39,3947 39,8684 

N 38 38 38 38 38 

16- 

Std. 
Deviation 

12,16026 13,47702 13,96309 13,66301 13,48306 



source: own work 
 
If we take a look at table 13. we can establish that there is not significant difference between 
experience. It means that the five leadership practices are not influenced by level of leadership 
expereince. 
 

Table 13: ANOVA by five practices to leadership experience 

 Sum of Sq. df 
Mean 
Sq. 

F Sig. 

MTW * 
Lead_exp 

Between Groups 68,211 2 34,105 ,244 ,784 

ISV * Lead_exp Between Groups 47,944 2 23,972 ,146 ,864 

CTP * 
Lead_exp 

Between Groups 75,418 2 37,709 ,225 ,799 

EOA * 
Lead_exp 

Between Groups 194,606 2 97,303 ,619 ,540 

ETH * 
Lead_exp 

Between Groups 113,609 2 56,804 ,320 ,727 

source: own work 
 

Table 12: Report of ANOVA to number of subsidiaries 

Num_of_subs MTW ISV CTP EOA ETH 

Mean 42,2925 40,6321 40,5238 41,6321 41,2830 

N 106 106 105 106 106 

1-10 

Std. 

Deviation 

12,76227 13,85938 14,06858 13,61674 14,29469 

Mean 43,7586 40,5517 42,0345 44,9655 44,4138 

N 29 29 29 29 29 

11-20 

Std. 

Deviation 

8,17075 9,87271 9,06517 7,30696 8,66239 

Mean 38,4688 35,5938 35,9375 36,6250 36,8125 

N 32 32 32 32 32 

21- 

Std. 

Deviation 

10,68911 10,43524 11,06269 11,24435 12,38219 

source: own work 
 

 

Table 15: ANOVA by five practices to subsidiaries 

  
Sum of 

Sq. 
df 

Mean 

Sq. 
F Sig. 

MTW * 

Num_of_subs 
Between Groups 492,032 2 246,016 1,792 0,17 

ISV * 

Num_of_subs 
Between Groups 652,314 2 326,157 2,036 0,134 



CTP * 

Num_of_subs 
Between Groups 675,427 2 337,713 2,063 0,13 

EOA * 

Num_of_subs 
Between Groups 1100,321 2 550,16 3,626 0,029 

ETH * 

Num_of_subs 
Between Groups 907,431 2 453,716 2,628 0,075 

source: own work 
 
We must note, however, that we could not draw deeper conclusions, because of the size of our 
sample. Our future goals are: increasing the size of sample, doing research on validity and 
reliability, attaching more variables, for example experience, size of organization, sector of 
organization, number of subordinates to investigate the relationship of TL leadership practices 
and behaviors to these variables. 
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