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Abstract: The purpose of this research was to determine the relationship between transformational 
leadership and leadership outcomesin the managers of physical education offices in Isfahan Province, 
Iran. The research is descriptive carried out as a field study. For this purpose, 57 managers of physical 
education offices who made up the population of the research were selected as sample. Bass and 
Avolio’s Multifactor Leadership Questionnaire (MLQ) was used for data collection. Afterwards, 
Spearman’s correlation coefficient was used for data analysis and the results suggested that there is a 
significant positive relationship between the transformational style of leadership and leadership 
outcomes at the 0.01 significance level. Moreover, a significant relationship was observed between the 
indices of transformational leadership (idealized influence, inspirational motivation, intellectual 
stimulation and individualized consideration) and the components of leadership outcomes (extra effort, 
satisfaction, effectiveness). 
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INTRODUCTION 

 
 Nowadays, many organizations must change rapidly in order to maintain their competitive edge. The 
prerequisite for the fast change of an organization is to have adaptive employees and leaders who work 
effectively, improve the systems and processes constantly and who are customer-focused and their common goal 
is productivity. An environment of turbulent, continuous change has been referred to as the “permanent white 
water” of modern life (Vaill, 1996). Leadership is the main factor in successful management of these “white 
waters”. A look on the recent failures in companies such as Eron and WorldCom and the success of Dell 
Computer Companyis enough to realize the role of leadership. Effective leaders are those that get results within 
timeframes that are considered appropriate for their industries and shareholders, like Chrysler Corporation and 
its revival by Lee Iacocca, Gillette under the leadership of Colman Mockler and Kimberly-Clark during the 
years of Darwin Smith’s tenure (Goleman, 2000). 
 Great leaders move us forward. Theyignite our passion and inspire the best in us. When we try to explain 
why they are so effective, we speak of strategy, vision, orpowerful ideas. But the reality is much more primal: 
Great leadership worksthrough the emotions (Goleman, Boyatzis, McKee, 2002, pp: 3).  
 
Research Hypothesis: 
 There is a relationship between transformational management and leadership outcomes (extra effort, 
satisfaction and effectiveness). 
 
Multifactor Theory of Leadership: 
 Bass and Avolio (1995) developed the multifactor theory of leadership for effective measurement of the 
components of transformational leadership.This theory involves the transformational style of leadership and 
leadership outcomes (extra effort, satisfaction and effectiveness) which are explained below: 
 
1. Transformational Leadership: 
 Transformational leadership is the process of influencing major changes in the attitudes and assumptions of 
organization members and building commitment for the organization’s mission or objectives (Yukl, 1999). 
Transformational leaders change the entire society through their words and actions and have great influence on 
their followers (Bass, 1997). Leaders stimulate their followers to disregard personal wishes for the sake of 
achieving sublime, collective goals and thus motivate them to accomplishmore than they planned to 
accomplish.According to Yukl and Van Fleet (1992), transformational leaders seek to raise the consciousness of 
followers by appealing to higher ideals and moral values such as liberty, justice, equality, peace, not to baser 
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emotions such as fear, greed, jealousy, or hatred. Transformational leadership includes the following four 
factors: 
 
A. Idealized Influence (Idealized Attributes and Behaviors): Respect, trust and confidencetoward the 

leader.A leader with idealized influence possesses a strong sense of mission and effectively communicates 
their vision; leaders that exhibit strong determination allow their followers to actively and effectively move 
toward common goals (Bass, 1997). 

B. Inspirational Motivation: The degree to which the leader articulates a vision that is appealing and inspiring 
to followers. Leaders with inspirational motivation challenge followers with high standards, communicate 
optimism about future goals and provide meaning for the task at hand. The followers are willing to invest 
more effort in their tasks, they are encouraged and optimistic about the future and believe in their abilities. 

C. Intellectual Stimulation: Provocation of followers by the leader toquestion thetried and true methodsand 
rethink about solving organizational problems. In fact, leader’s behavior poses a challenge for the followers 
to make further effort for what they are doing and to think about what needs to be done (Bass, 2000). 

D. Individualized Consideration: Paying heed to individual differences of the followers, establishing 
relationship with each of them,and offering them work opportunities that challenge their growth and 
development. At the heart of individualized consideration lies the leader’s concern for each individual’s 
unique gifts and talents (Bass, 2000). 

 
2. Leadership Outcomes: 
 Leadership outcomes are the final results of leadership that include the following three factors (Bass and 
Avolio, 2000). 
 
A. Extra Effort: The leaders’ ability to increase followers’ desires to succeed and willingness to try harder 

(Bass, 2000).  
B. Satisfaction: How satisfied followers are with their leaders and their job (Bass, 2000). 
C. Effectiveness: Leaders’ abilities to lead an effective group and meet the followers’ job-related needs (Bass, 

2000) 
 
Transformational Leadership and Leadership Outcomes: 
 Transformational leadership is defined as a type of leadership in which the leader motivates the followers 
and increases their commitment. These leaders work to awakendormant needs of the followers and challenge 
them to reach a collective higher purpose. Thus, these leaders must have a desirable level of emotional 
understanding and proper personality traits. Transformational leaders use intellectual stimulation skills and their 
own individualized considerations in actualizing these issues. Understanding the emotion through relevant 
emotional cues and managing these emotions are vital skills for a transformational leader. These leaders choose 
their followers and enhance their performance through personal communication. 
 Mandell and Pherwani (2003) and Barling et al., (2000) showed in their research that there is a positive 
linear relationship between the three factors of transformational leadership (individualized influence, 
individualized consideration and inspirational motivation) and leadership outcomes. 
 
Transformational Leadership and Extra Effort: 
 Extra effort is an ultimate variable of leadership. Extra effort of a follower is measured by their tendency 
for stronger effort, achievement beyond what is expected of them and ample enthusiasm for success. Leaders 
who make great use of transformational leadership can manage extra effort through understanding, utilization 
and management of emotions. Shamir et al., (1998) and House et al., (1988) reported that transformational 
leadership is followed by extra efforts of the followers for achieving organizational goals. 
 
Transformational Leadership and Satisfaction: 
 Ramey (2003) showed in his research that there is a significant relationship between job satisfaction of 
nurses and the transformational leadership of managers ( 0.38). Wong and Law (2002) found in their 
research that transformational leadership has a relationship with employee’s satisfaction. 
 
Transformational Leadership and Effectiveness: 
 Transformational leadership is characterized by great talent for arousing the followers and it results in 
effectiveness. Bliss (2005) found in his research that leaders with high emotional intelligence are more effective 
and that transformational leadership enables them to make effective decisions. Caruso et al., (2002), Palmer et 
al., (2001) and Ashforth and Humphrey (1995) found in their research that leadership is related to effectiveness.  
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Methodology: 
 The present research is descriptive-correlational. The sample of the research consists of all the managers of 
physical education offices in Isfahan in 2006 (57 subjects). The research instrument is Bass and Avolio’s 
Multifactor Leadership Questionnaire (1997) which contains 45 questions and is based on a five-point Likert 
scale (almost always, often, sometimes, rarely, never) with highreliability( 0.91). Descriptive statistics were 
used for data analysis and Spearman’s correlation coefficient was applied for determining the relationship 
between research variables.  
 
Results: 
 The results of correlation coefficient showed that there is a significant relationship between 
transformational leadership and leadership outcomes at 0.01 significance level ( 0.867). 
 
Table 1: The correlation coefficient between transformational leadership and leadership outcomes. 

Variables Spearman Correlation Coefficient 
Transformational Leadership 

0.867** 
Leadership Outcomes 

0.01
48

 
 Further, a significant relationship was observed between the indices of transformational leadership 
(idealized influence, inspirational motivation, intellectual stimulation and individualized consideration) and the 
components of leadership outcomes (extra effort, satisfaction, effectiveness). 
 
Table 2: Correlation coefficient between the indices of transformational leadership and the components of leadership outcomes. 

 Indices of Transformational Leadership 
 

Components of 
Leadership 
Outcomes 

 Idealized 
Influence 

Inspirational 
Motivation 

Intellectual 
Stimulation 

Individualized 
Consideration 

Extra Effort 0.817** 0.807** 0.881** 0.820** 
Effectiveness 0.767** 0.743** 0.860** 0.817** 
Satisfaction 0.819** 0.792** 0.739** 0.747** 

 
Discussion and Conclusion: 
 Analysis of the findings revealed that there is a significant relationship between transformational leadership 
and leadership outcomes ( 0.867). This finding is consistent with the results of Bliss (2005), Ramey (2003), 
Mandell and Pherwani (2003), Wong and Law (2002), Caruso et al., (2002), Palmer et al., (2001), Barling et al., 
(2000), Shamir et al., (1998), Ashforth and Humphrey (1995), Bass and Avolio (1994; 1995) and House et al., 
(1988).  
 Considering the necessity of change and transformation in the physical education offices of the country, 
making use of transformational leadership models is highly recommended for bringing about changes in 
structure, culture, processes and other dimensions of sport organizations. This model can promote the ability of 
sport organizations for surviving in turbulent and dynamic environments. Moreover, instruction and diffusion of 
this leadership will facilitate the modernization processes in sport organizations and establishment of new 
physical education organizations and it will as well put these organizations in a new, dynamic state. 
 In order to develop and create idealized influence, transformational leaders must instill pride into the 
members for cooperation and contribution. For enhancing contribution, first its inhibitory factors must be 
identified some of which areoutlined as follows: 
A. Individualism among the employees. 
B. Pessimism of the subordinates regarding the effectiveness of participatory management. 
C. Disbelief of some managers in the hypotheses of the theory. 
D. Managers who consider participation as a threat to their power. 
 
 Contingency theory considers the effectiveness of management styles as a function of external situations. 
Thus, based on this view, establishing participatory management in Iranian sport organizations entails solving or 
attenuating these situational inhibitory factors; otherwise, the measures that are taken will be ineffective. For 
removing the above obstacles, it is necessary to set up a suggestion system in the sport organizations. Of course, 
one must not just apply one static participatory method; rather all participation methods must be used with 
regards to the circumstances of the organizations so as to avoid false participation.  
 Moreover, considering the characteristic of idealized influence, transformational leaders tend to disregard 
their personal wishes and those of others for the sake of the organization and to sacrifice their personal interests 
in favor of the interests of others; to reinforce this characteristic, it is recommended that individual and 
organizational goals be incorporatedwith special attention tomoral values.  
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 Examining idealized behavior, it was revealed that transformational leaders must engender trust in the goals 
of the organization. In definitions provided for trust, usually it is used to refer to expectation or firm belief of the 
trustor that the trustee will behave in a certain way which may not necessarily be in line with their interest. In 
other words, people trust in others so that their interests are taken into consideration. If these people are self-
seekers, this condition does not take place and trust will not make any sense. Transformational leadership plays 
a crucial role in creating such a trust and the managers of sport offices can use this style for building confidence 
among their employees. The following issues are to a large extent effective in increasing public trust: 
A. Leaders must be strongly committed to their obligations and promises. 
B. Leaders must prove their honesty through establishing open relationships with people. 
C. Leaders must seriously listen to people before talking to them. 
D. Leaders must shape confidence in administrative organizations as a firm belief among the common people. 
E. Leaders must be accessible to the public in different ways. 
F. Leaders must tell the truths at an opportune time. 
G. Leaders must respect others and be just and insistent in carrying out their tasks. 
H. Leaders must be responsive, avoid reprimands, cooperate with others for solving the problems and ask for 

solutions. 
 

 In line with paying attention to intellectual stimulation as a stimulus for followers to reexamine the basic 
assumptions, looking at issues from different perspectives and suggesting new strategies, studying the basics of 
reengineering as a solution is of interest of the researcher. Applicable, practical solutions for reengineering 
which is an important factor in intellectual stimulation are as follows: 
A. Identifying the existing problems. 
B. Examining the existing solutions. 
C. Redesigning all the processes. 
D. Thinking about what is being done. 
E. Examining the available and requiredfacilities. 
F. And a review of problem-solving methods. 

 
 Contemplation on the indices of inspirational motivation such as presenting an optimistic vision of the 
future and expressing confidence in achieving the future goals results in suggestion of a shared prospect of the 
future as a proper solution. For physical education organizations in Iran, having a shared prospect or ideal 
regarding the future is of utmost importance. This ideal is the source of energy and simulation required for 
shared learning. Transformational leaders in the organization must bring different individuals together and to 
foster a creative, resourceful workforce. Inspiring and communicating an optimistic vision of the future to the 
subordinates creates a sufficient source of motivation and stimulation for moving toward organizational goals. 
The managers of the physical education organizations in the province must devise a specific, clear, meticulous 
goal or ideal for the subordinates so that they will be able to recognize the current condition, analyze it and even 
be able to motivate themselves to change it toward a desirable condition. 
 Paying heed to others is another important aspect of transformational leadership and this aspect positively 
affects the extra effort and satisfaction of the employees. The subordinates are guided, trained and supported by 
the manager and their abilities develop in a systematic process. Considering the results of the research, one of 
the important features of a transformational leader is to be able to promote the capabilities and actualize the 
talents of the employees. Only those who have this ability can be considered as a transformational figure. People 
with higher individual ability feel more dominant, engage in innovation, are more responsible in their tasks and 
learn faster. To bring about this self-improvement, transformational leaders must play the role of an effective 
trainer or instructor. Considering the ever-changing environmental and organizational factors, learning culture is 
the means for actualization of such a role. In sport organizations also the learning process must be taken into 
account by the employees as part of their job. By creating new skills, trainers are able to enhance learning at all 
the levels of an organization using the following methods: 
A. Creating room forexchange of ideas and views in order to diffuse learning and enhance the performance of 

activities. 
B. Promoting those employees that have higher learning capacity. 
C. Improving the performance evaluation system which evaluates activities and the outcomes of learning. 
D. Enabling individuals to take on the responsibility to dedicate the necessary time and resources for creating 

learning opportunities for themselves. 
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