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TRANSFORM OR TRANSACT? WHICH LEADER GETS BETTER RESULTS?

A META - ANALYSIS

Jay Mulki. Northeastern University

Fernando Jaramillo. University of Texas at Arlington

William Locander. Jacksonville University

This study wused meta-analysis to investigate the relationship between leadership  styles

and job

performance in sales settings. Specifically, the research investigates whether transformational or
transactional leadership is more appropriate in creating a high performing sales environment. Results
indicate that transformational leadership is positively and significantly related to salesperson’s job
performance, whereas the relationship between transactional leadership and job performance is mixed.

between

transformational  leadership —and  job

performance is stronger when subjective, rather than objective, measures of job performance are

Also, results  suggest  that  the relationship
used.
Introduction

Sales force researchers have noted that a manager’s
leadership styvle influences both salespeople’s attitudes
and behaviors and has a direct effect on job performance

(e... MacKenzie et al.. 2001: Shoemaker. 1999). In
addition. leadership influences job satisfaction and

organizational commitment (e.g.. Agarwal et al.. 1999:

Comer et al.. 1995). which are important determinants of

sales  performance (e.g.. Jaramillo et al. 2005:
MacKenzie et al. 1998). The critical question for
researchers and  practitioners  concerns identifving

leadership stvles which foster greater sales results. This
question has broader implications because -ales force
performance is a Kkey determinant of organizational
success (e.g.. Cravens et al.. 1993: MacKenzie et al..
1998).

Transactional and transformational leadership styles
have been widely studied (e.g.. Dubinsky et al.. 1995:
Bass. 1997: MacKenzie et al. 2001). The former
emphasizes instrumental compliance using rewards and
punishment to stimulate subordinates behaviors (Comer
et al. 1995: Geyer & Stevrer 1998). Conversely,
transformational leaders articulate a vision for their
tollowers. provide an appropriate role model for them.
and foster the acceptance of group goals (e.g.. Bass.
1997: MacKenzie et al.. 2001). This. in turn. transforms
the followers™ aspirations, needs. preferences. and values
to be aligned with organizational goals (Jex. 2002:
MacKenzie et al.. 2001).

The critical role of leadership
performance has spawned several research projects and
books on leadership by both practitioners and
academicians (e.g.: Egri & Herman. 2000: Humphreys,
2002: MacKenzie et al., 2001 Sosik & Godshalk. 2000).

in  business
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Several academic journals are devoted entirely to the
study leadership (e.g.. Journal of Leadership: Research.
Practice. and Teaching. Journal of Leadership and
Organizational Development. Leadership Quarterly. and
Leadership in Health Services). In industry,
managers are experimenting with different leadership
styles with the goal to enhance the performance of their
force.
leadership was found to be more effective in sales
settings because these leaders set clear goals, aligned
rewards. about tasks. and provided
reinforcing feedback about individual performance (e.g..
Bass. 1997: Dubinsky et al.. 1995).

From another perspective. researchers have noted
that transformational leadership could be more effective
because it taps into an individual’s core values. personal

sales

sales From one perspective. transactional

were directive

goals. and aspirations motivating salespeople to perform
above job requirements (e.g.. Humphreys. 2002:
McKenzie et al.. 2001). While some salespeople are
most responsive to leaders who use the transactional
style, salespeople  preferred leaders with a
transformational who motivate them using
intellectually stimulating methods to perform above and
beyond the call of duty (Comer et al., 1995: MacKenzie
etal.. 2001).

In spite of the numerous studies on the effect of
leadership styles on salespersons™ job attitudes and
behaviors. there is a lack of agreement as to which
leadership style is most appropriate for improving job
performance. Research thus far has failed to
satisfactorily answer the critical research question: what
is the most effective leadership style in sales settings? In
view of this, a systematic statistical review of the
available research can be very valuable to provide a
clearer vision of the impact of leadership style on

other
styvle
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salesperson job performance and can be of interest to
both academics as well as practitioners.

[o our knowledge. this is the first meta-analysis
that has explored the impact of leadership style on job
performance in a sales setting. The findings of this study
compare the two widely practiced types of leadership
and identify the effective leadership stvle for sales
managers to enhance performance.
Specifically. this study analyzes empirical research to

sales  force
determine whether the relationship between leadership
and job performance is stronger for transformational
transactional leadership.  This research
provides an additional insight by examining the effect of
the job performance measure used (i.e.. subjective vs.
leadership

versus also

objective)  on  the style-performance

relationship.
Transactional Leadership

Iransactional leaders torm relationships that a
impersonal and based on exchanges with followers
(Bass. 1997: Yammarino. 1997). They engage followers
in an exchange that provides them with material and
symbolic rewards for their work and loyalty (Bass.
1997). Transactional leadership has two key dimensions:
“contingent reward” and “management by exception
(MBE).” Transactional leaders who practice a contingent
reward style generally perform three Keyv functions in
sales force management: 1) they set clear norms for
coals and rewards. 2) monitor deviation from goals. and
3) admmister corrective actions using rewards and
punishments (Bass. 1997: Howell & Avolio. 1993;
Waldman et al.. 2001). who display a
management by exception (MBE) style are known to be
detached and observe salesperson activities from afar
1997) with a MBE style mvolve
themselves i salesperson activities only it there 1s a

| _eaders

(Bass. Leaders
negative deviation from the expected course of action
(Comer et al.. 19953)

Some that a transactional
leadership style increases salespeople’s confidence about
what is expected from them resulting in greater
motivation to accomplish goals (Dubinsky et al.. 1995).
In contrast. it can be argued that in boundary spanning

researchers  suggest

conditions. transactional leadership deprives salespeople
of the flexibility to meet a variety of
customers’” expectations (Johnston & Marshall, 2003). In
fact. the evidence of the relationship between
transactional leadership and job performance is mixed.
showing both positive (e.g.. Yammarino et al.. 1997) and
negative Humphreys. 2002) correlations. Such
mixed results warrant further analysis. The above
discussion leads us to the following research question:
https://scholars.fhsu.edu/jbl/vol1/iss1/11

DOI: 10.58809/PUHG3509

necessary

(e.g..

86

Research Question 1: Is transactional leadership
positively related to salesperson job performance? If so.
how strong is this relationship?

Transformational Leadership

Transformational leaders operate out of a deeply
held personal value system. Through articulation and
role modeling. they raise the consciousness of their
followers about higher considerations and create a work
environment where individuals are motivated. inspired,
and challenged (Bass. 1997: Humphreys. 2002). These
leaders are able to increase followers™ perception of self-
efficacy and self worth by providing meaningful and
challenging work (Bass. 1985: Humphreys. 2002). This
results in leader-follower relationships that are personal
and not based on formal rules, regulations. rewards, and
punishments (Yammarino. 1997). Employees working
with transformational leaders generally look beyond
their personal interests and accept the organizational
vision and mission as their own (MacKenzie et al.,
2001). Research shows that salespeople perceive
transformational leaders as paying special attention to
their individual achievement needs and personal growth
(Bass. 1997: Humphreys, 2002). Studies have also
shown that transformational leadership had a positive
impact on innovativeness. created a perception of
increased empowerment. enhanced team effectiveness,
and performance (Elenkov. 2002). The above discussion
suggests that transformational leadership may result in
greater job satisfaction and organizational commitment,
possibly leading to higher job performance.

Other researchers have argued that transformational
leadership  may not have a positive impact on
salesperson attitudes and behaviors due to the nature of
the selling task (Dubinsky et al.. 1995). As boundary
spanners. salespeople interact with different individuals
and groups both within and outside the organization. The
physical separation from the organization may impede
developing a strong relationship with the leader. This, in
turn. could diminish the impact of transformational
leadership  on job  satisfaction,  organizational
commitment, and performance. Empirical research has
reported that the relationship between transformational
leadership and a salesperson’s performance is mixed,
ranging from statistically insignificant (e.g., Dubinsky et
al.. 1995) to positive (e.g.. Humphreys, 2002). The
above discussion leads to the following important
research questions:

Research Question 2: is transformational leadership
positively related to salesperson’s job performance? if
so. how strong is this relationship?
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Research Question 2: Is transformational leadership
positively related to salesperson’s job performance? If
s0. how strong is this relationship?

Research Question 3: Is the relationship between
leadership and job  performance stronger with
transformational rather than transactional leadership?

Moderating Effect of Job Performance Measure

Three earlier meta-analyses have hypothesized that
the type of measure used to assess performance (i.e..
objective or subjective) moderates the strength of the
relationships among job performance and its antecedents
(e.g.. Churchill et al.. 1985: Cano et al.. 2004: Vinchur et
al.. 1998). Evidence of the moderating effect of measure
type is contradictory.  Churchill et al.’s (1985) meta-
analysis suggests that the correlations between predictors
and criteria are not inflated when subjective. rather than
objective. measures are used. However, two recent meta-
analyses indicate that the strength of the relationships
between job performance and its antecedents is
artificially inflated when subjective measures are used
(Cano et al.. 2004: Vinchur et al.. 1998).

An artificially inflated correlation between job
performance and its antecedents may be explained by
two factors. First. the respondent providing both the
performance and antecedents data is often the same
person. This increases the likelihood of common method
variance when subjective measures are used (Lindell &
Whitney. 2001: Podsakoff et al.. 2003). Second. job
performance and its antecedents are likely to be
measured using common scale formats ( .g.. Likert
scales) or similar anchor points (e.g.. extremely. always,
never). This results in artificially inflated correlations
(Donaldson & Grant-Vallone. 2002). Research indicates
that  common  method  variance accounts for
approximately 25% of the total variance in behavioral
studies using subjective measures (Donaldson & Grant-
Vallone. 2002: Williams et al.. 1989).

The moderating effect of measurement type may
also be explained by the differences in the data which
are captured by objective and subjective measures.
Objective measures include factors such as net profit
dollars. sales volume. market share. expenses, number of
new accounts. and number of sales demonstrations (e.g..
Churchill et al.. 1985: Jackson et al., 1995). Due to the
difficulties in obtaining objective data, studies using
objective measures often rely on only one of these
elements. On the other hand, subjective ratings of
performance are more holistic and may capture
numerous elements of performance (Cano et al., 2004).

Published by FHSU Scholars Repository, 2005
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The above discussion leads to the following research
questions:

Research Question 4: Is the relationship between
transformational  leadership and job performance
stronger when a subjective rather than an objective
measure of performance is used?

Research Question 5: Is the relationship between
transactional leadership and job performance stronger
when a subjective rather than an objective measure of
performance is used?

METHOD

Simple comparisons of empirical studies may
produce the illusion of conflicting findings because
research results are inherently probabilistic and could
have occurred by chance due to sampling and
measurement error (Hunter &  Schmidt. 2004). By
integrating  findings  across  studies. meta-analysis
controls  for these statistical artifacts and provides
general answers about the relationships  among
organizational variables (Arthur et al., 2001: Hunter &
Schmidt, 2004).

Although numerous studies have investigated the
effect of transformational and transactional leadership on
performance. a meta-analysis examining the direction
and strength of these relationships has not vet been
undertaken in sales settings. Meta-analysis is one of the
most important mnovations in the behavioral sciences
because of its capacity to syvnthesize empirical research
and. thereby. offers general important
research questions (Hunter & Schmidt, 2004).

answers  to

Inclusion Criteria

I'ransformational leadership is often operationalized
with three highly related dimensions: 1) articulating a
vision. 2) providing appropriate modeling. and 3)
fostering the acceptance of group goals (e.g.. Bass. 1997:
MacKenzie et al.. 2001)
have often characterized transactional leadership as 1)
contingent rewards and/or 2) management by exception
(e.g.. Bass. 1985: Humphreys. 2002). The above
described leadership dimensions are considered as most
appropriate for selling contexts (e.g.. Humphreys, 2002;
Yammarino et al., 1998). Therefore, this research is
limited to studies using these leadership dimensions.

Only studies where the respondent was clearly
identified as a salesperson were included. To be eligible,
studies had to report Pearson's correlation coefficient (r)
or other statistics that can be converted to r, such as F-

In contrast. sales researchers
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value. t-value. p-value. and ¥*. Studies published in

refereed  journals.  conference  proceedings.  and
dissertations between January 1985 and June 15, 2004
were eligible for inclusion in this meta-analysis. The
time frame was established because Bass™ seminal work
on transactional and transformational was first published

in 1983

Study Search

['o obtain an ample collection of studies reporting
an effect size of leadership stvle on job performance. the
following procedure was used. First. an electronic search
following databases was conducted: American
Psvchological  Association PsycARTICLES. Emerald.
FirstSeach ECO. ProQuest (ABIINFORM Global and
dissertation abstracts). and the Academy of Management
Online  Article Key used i the
clectronic transformational  leadership.

ot the

Retrieval. words

scarch  were:
transactional leadership. job  performance. and sales
Scecond. a manual examination of the articles identified
from the computer-based searches was carried out.

[hird. manual scarches were made of all issues of the

following journals during the eligible publication period:
Industrial Marketing Management, International Journal
of Research in Marketing. Journal of Applied
Psychology. Journal of Business Research. Journal of

the Academy of Marketing Science. Journal of
Marketing. Journal of Personal Selling & Sales

Management. and the Journal of Retailing. Finally, a call
for working papers. forthcoming articles, and
unpublished research was posted on ELMAR-AMA,

Sales  Listserv. and the Organizational Behavior
Subgroup announcements  of  the Academy of
Management.  These  announcements  reach  both

marketing and management researchers.

I'he search process vielded a total of twelve journal
articles and two dissertations containing fifteen effect
sizes resulting from 3.817 salespeople (see table 1).
Respondents were from both business-to-business as
well as business-to-consumer settings. They worked in a
variety of idustries icluding automotive. banking,
electronic components, insurance. pharmaceutical, and
retailing.  Effect included studies from four
countries: Australia, Austria. Canada, and the U.S.

sizes

Table 1: Study Effect Sizes

Study n'

" Carless etal (2000) O81
Comer et al (1995) 30
Dubmsky et al (1995) | 174
Dubinsky et al (1995) 174
Dubinsky ctal (1996) 38
Grever & Steyrer (1998) 376
Howell & Hall-Merenda (1999) 317

| Humphreys (2002) | 369
Mackenzie et al. (2001) 177
McColl-kennedy & Anderson (2002) 121
Rich (1995) 83
Rogers (2000) 100
Sparks & Schenk (2001) ‘ 736
Yammarino ctal (1997) | 30
Yammarmo ctal (1998) 1
lotal 3817

p? (nrrclilru)in With JP

' 1FR IRCow' | TRCyge
=5 o2 T = el

S 036 -0.02 |

S 022 031 |

O 004 | 010 | |

S | 031 000

S 029 0.21 -021

oS 010 | (009 002

O | 019 014

0 ‘ 003 0.07

) 020 |

) i 018 0.24

S 008 | |

() | 0.07 |

S | 017 036 | '

S 043 | 044

o T

Notes: 'Sample Size. Job Pertormance Measure (O

( Dh|u’\l|’\ S

| = MY B . o E MR P
Subjective). Transtormauonal Leadership

“Transactional Leadership (Contmgent Rewards). and Transactional Leadership (Management by Exception)

Meta-Analytic Model

Ihe two most widely used procedures in meta-
analvsis are the fixed effects model and the random
eftects model (Arthur et al.. 2001: Hunter & Schmidt.
2004). This meta-analysis uses the random effects model
for two reasons. First. it is more generalizable because it
accounts  for both random and systematic variance
(Hunter & Schimidt. 2004). Systematic  variance is
caused by the heterogeneity  of individual = study
characteristics. r.e.. potential moderators (e.g.. Arthur et
al. 2001: Hunter & Schmidt. 2004). Second. random-
<t /seholars I BduBIAiS Tser/4q Tpe |
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error since confidence intervals around the mean effect
sizes are larger (e.g.. Hunter & Schmidt, 2004; Overton,
1908).

Credibility and Confidence Intervals

It is important to distinguish between credibility
and confidence intervals in reporting and interpreting the
results of meta-analytic findings (Arthur et al., 2001:
Hunter & Schmidt, 2004; Whitener, 1990). Both
mathematical and interpretive differences exist between
these two intervals. A confidence interval concerns the
range of the true population value and is calculated using

4
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the standard error of the mean effect size (Hunter &
Schmidt, 2004: Whitener. 1990). confidence
intervals are used to assess the statistical significance of
a relationship. If the confidence interval does not include
zero. the mean eftect size 1s statistically significant at a
specified alpha level (Lipsey & Wilson. 2001).

On the other hand. a credibility interval corresponds

Hence.

to the estimated distribution of the infinite sample of
and is calculated the standard
deviation of the mean eftect sizes (Hunter & Schmidt.
2004 Whitener. 1990). In of this. credibility
intervals used whether  situational
differences exist and to imvestigate the presence of
moderators (Lipsey & Wilson. 2001: Whitener, 1990).
As suggested. confidence intervals are appropriate for
mvestigating if the relationships between  leadership

effect  sizes. using

view

are 1o assess

styles and job performance are statistically significant.
Disattenuation of Effect Sizes

Hunter and Schmidt (2004) state that disattenuation

is an adjustment of effect sizes for measurement error of
latent variables. They argue that disattenuation s
necessary to improve the accuracy of the estimated
relationships among constructs. As indicated by Hunter
and Schmidt (2004). failure to adjust for scale rehability
results in an underestimation of the mean effect size.
Adjustments for measurement error have been used n
previous sales meta-analyses (e.g.. Jaramillo et al.. 2005:
Rich et al.. 1999).

Meta-Analysis Results

I'he research questions presented in this study were
addressed by using the procedures suggested by Arthur
et al.. (2001) and Hunter & Schmidt (2004). Following
their guidelines. mean effect sizes. confidence intervals,
and credibility intervals were calculated. Both attenuated
(observed dissatenuated  (adjusted
correlations) mean effect sizes were estimated. Table 2
provides a summary of the results.

correlations) and

Table 2: Summary of Meta-Analytical Results

Fransactional Leadership (Contingent Rew ards)

5% Confidence Interval o Credibility Interval | |
k' n i r ! — re! %;"—*’*H FS NS |
| Low ~ High Low High
Overall | ) 301 010 000 021 ; 012 | -0.23 | (1 K7 | 135
S =t = — 158 — 1
Subjective | 9 1.281 020 QL) 030 0.23 | -0 09 | () Ss | 194
22l i S| o 1 | I - - — = . S
| Objective 1.020 00 01 014 | -0 04 -0 31 023 14

Fransactional Leadership (Management By Exception)

! o o 939, ( QlLﬁlﬁm' If"“’,‘ al | s 93%, Credibility I]}!\'l'\?lilv B 7 FS NS
1ow High Low High |
COveral 5T 000 001021 002 | 006 | w02 | wom 72 ]
~Transformational Leadership (Core) e——
W i 2 95% Confidence Interval | e L 95% Credibility Interval | FS NS
1Low Hich Iow High
[Overall B 3500 04 008 021 — 017 001 | o034 [ 211
T,\uhjcclnc N 'Tiuili "7£r1u7 [ 0 {1 | 7‘_41_3‘ 7‘77[);‘\ 7()7!1 71; ,,,”,Ex,; i 7#
| Objective 3 1.608 007 002 013 | 008 go2 | oM ) 0 37 |
Notes: 'Number of Etfect Sizes. “Sample Size. Attenuated Mean Effect Size. *Disattenuated Mean Ftect Size. Fail-safe N Studies with an eftect size of
sero (= 0) needed to reduce the mean ettect size (re) to 001

Transactional Leadership and Job Performance

Using the statistical analysis developed by Hunter
& Schmidt (2004). the means and credibility intervals
were calculated using the sample size and effect sizes
collected from the empirical studies that are summarized
in table 1. As shown in table 2. results indicate that the
attenuated mean effect size of the relationship between
transactional leadership (contingent rewards) and job
performance (r) is 0.11 and the disattenuated mean effect
size (ro) is 0.13. The 95% confidence interval ranges
from 0.003 to 0.22. Since the 95% confidence nterval
does not include zero. therefore. the relationship between

Published by FHSU Scholars Repository, 2005 %9

transactional  leadership  (contingent  rewards) and
salespersons™  performance is  statistically  significant
(Arthur et al.. 2001: Lipsey & Wilson. 2001). Further
analysis revealed that this relationship is significant
when subjective measures of performance are used, r =
0.23 (r. = 0.25). and the 95% confidence interval ranges
from 0.13 to 0.32. However. this relationship becomes
statistically insignificant when objective measures are
used, r = -0.02 (r. = -0.04), Clyso, -0.17 to 0.14. In
addition, results show that the relationship between
transactional leadership (management by exception) and
job performance is statistically significant but negative r
=-0.11 (r=-0.13). Clyss, -0.21 to -0.02.
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Taken together, these results provide a mixed
response to research question 1. While the relationship
between transactional leadership (contingent rewards)
stvle and performance is statisticaily significant, it
becomes msignificant when objective measures are used.
This that the significant and positive
relationship between transactional leadership style and
performance holds only when subjective measures of
performance are used. Also. the relationship between
transactional leadership (management by exception)
stvle and performance 1s statistically significant. but
These findings lead to the conclusion that the
transactional leadership style on job
performance  depends  on: 1) the dimension of
transactional  leadership  (contingent
management by exception). and 2) the type of measure
used to assess job performance (subjective or objective).

suggests

negative.
impact  of

rewards  or

Transformational Leadership Style and Job
Performance

As shown i table 2. results indicate that the
attenuated mean eftect size of the relationship between
transformational leadership and job performance was
0.15 (r. = 0.17 The 95% confidence interval ranges
from 0.01 to 0.34. Since the 95% confidence interval
does  not contain  zero, the relationship between
transtformational leadership and salespersons’
performance is statistically significant (Arthur et al..
2001: Lipsey & Wilson. 2001).  In addition. unlike
transactional  leadership.  results that  the
relationship  between transtormational leadership and
salespersons™ performance is positive and significant
regardless of the type of used to
performance. The mean effect size for transformational
leadership and subjective performance was 0.22 (r, =
0.25). Close, 0.15 to 0.29. The mean effect size of the
rcl;nlmnslnp between transformational leadership and
objective performance was 0.07 (r, = 0.08). Clos, 0.02 to
0.13. Thus. these results provide a positive response to
Research Question 2. This brings support to the notion
that transformational leadership positively effects job
performance (e.g 1997: Humphreys. 2002).

Results provide an inconclusive answer to research
question 3. This is because the strength of the leadership
performance relationship depends on the dimensions of
transactional  leadership ~ (contingent  rewards  or
management by exception) and the type of performance
measures  (subjective or objective). A definitive
conclusion about a stronger effect of transformational
leadership on performance cannot be made because the
95%  confidence intervals of the leadership-job
performance relationship overlap for the contingent

https://scholars.fhsu.edu/jbl/vol1/iss1/11
DOI: 10.58809/PUHG3509

show

measure ASSess

.. Bass.

90
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rewards dimension of transactional leadership (r = 0.11,
Close, 0.003 to 0.22) and transformational leadership (r =
0.15. Clyse, 0.08 to 0.21).

However. it should be noted that transformational
leadership has a stronger effect on performance than
transactional leadership when objective measures of
performance are used. This is based on the significant
and positive relationship between transformational
leadership and objective performance (r = 0.07, Closo,

0.02 to 0.13) and the statistically insignificant
relationship  between transactional leadership and
performance (r = -0.02, Close, -0.17 to 0.14). Finally.

results imply that the relationship between leadership
and job performance is stronger with transformational

leadership (r 0.15. Clyse, 0.08 to 0.21) rather than
transactional leadership when the management by
exception dimension is used (r = -0.11, Clgse, -0.21 to -
0.02).

Moderating Effect of Job Performance Measures

Research Question 4 was about the moderating
effect of measurement type (subjective. objective
performance) on the relationship between
transtormational leadership and salesperson’s
performance. As shown in table 2. the relationship
transformational leadership style and job
performance is stronger when subjective (0.22. Clys,
0.15 to 0.29) rather than objective (0.07. Clyze, 0.02 to
0.13) measures of performance were used. Since the two
confidence intervals do not overlap. results show that the
moderating effect of measurement type is statistically

between

significant (Arthur et al.. 2001: Schenker & Gentleman,
2001).
Similarly, Research Question 3 related to the effect

of measurement type on the relationship between
transactional leadership style and job performance. As
previously indicated.  contingent  rewards  and
management by exception are the two most widely used
measures of transformational leadership in sales force
research. Results indicate that the relationship between
transactional Icndcr\‘hip style (contingent rewards) and
Jjob performance is stronger when subjective (0.23, Close,
0.13 to 0.32) rather than objective (-0.02, Close, -0.17 to
0.14) measures of performance are used. Although at a
= 0.05 the confidence intervals have a small overlap, the
difference is statistically significant because the mean
effect size of the transactional leadership style and
subjective performance (r = 0.23) is not contained in the
confidence interval of the transactional leadership style
and objective performance (Clyso, -0.17 to 0.14), and
vice versa (Schenker and Gentleman 2001). In addition,
these confidence intervals do not overlap at a = 0.06. A

6
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comparison between subjective and objective measures
for the transactional leadership style (management by
exception) and job performance relationship was not
possible because only one study provided a correlation
between transactional leadership style (management by
exception) and objective job performance.  Taken
together. these results indicate that stronger relationships

between  both  transtormational and transactional
leadership  style  (contingent rewards) and job

performance are expected when subjective. rather than
objective. performance measures are used providing
positive answers to Research Question 4 and Research
Question S

DISCUSSION

[his study found that the relationship between
transactional leadership style and job performance
ranges from negative to statistically insignificant. Two

reasons may explam this phenomenon.  First, leaders

displaying transactional leadership style. especially
management by exception.  often  use  negative

reinforcement to control salespeople.  Managers are

likely to create an environment of fear that can
negatively  mmpact  performance  (Howell &  Hall-
Merenda. 1999).  Second. failure of transactional

leadership to inspire strong performance could be due to
the greater reliance on rewards and punishments
(Dubisky et al.. 1995: MacKenzie et al.. 2001). The
expected performance may not materialize it salespeople
perceive that the reward system is unfair, or if they do
not fully understand the link between the organizational
reward and the performance (Johnston & Marshall.
2005). This association is weak when the manager is
unable to effectively communicate the reward structure
to salespeople.  Finally. punitive behavior associated
with contingent rewards has the potential to decrease
role clarity thereby leading to poor performance
(MacKenzie et al.. 2001).

The findings of this study support the belief that a
transformational  leadership style has a
relationship with job performance than the management
by exception dimension of a transactional leadership
style. This highlights the important role of the sales
manager in setting the organizational vision to guide
salesperson behaviors (Bass. 1997).  Also. the study
results are consistent with the notion that effective
managers lead by example and engage in behaviors that
are emulated by salespeople, thus helping them achieve a
greater performance (Carless et al., 2001). Leaders with
transformational style lead by example making sure that
there is consistency between the vision they set for the
department and their articulation of the goals and

stronger
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objectives. Transformational leaders set examples by
their self-confident behavior and by displayving attitudes
and values that are compatible with their mission.
Results of this meta-analysis are consistent with the idea
that effective mangers are able to create a team spirit that
enhances the group and individual performance
(MacKenzie et al.. 2001).

The results point out the power of transformational
leadership exemplified by the managers™ ability to
articulate a vision for the sales department and motivate
salespeople to go the extra mile to get results. While
money is a powerful motivator. results of this meta-
analysis suggest it takes more than money to achieve
superior performance.  This is evident in the current
environment of team selling where success is contingent
on the entire team performing. A leader. who is able to
help team members internalize group goals as their own,
is likely to see better results. A transformational leader
1s able to get better results as she/he transforms the entire
team by providing a vision and an overall goal.
Managers are responsible for this transformation. which
ultimately results in higher pertormance.

Subjective vs. Objective Measures of Performance

The types of measures taken affect the relationship
transformational leadership style and job
performance.  Stronger results are found when job
performance is measured using subjective rather than
objective measures. The results of this meta-analysis are
consistent with other meta-analvses which found that the
correlations between predictors and criteria may be
artificially inflated when subjective rather than objective
measures are used (Cano et al.. 2004; Vinchur et al.,
1998).  Sales force researchers should consider these
differences when conducting and evaluating research
studies.

between

Limitations and Future Research

Several limitations to this study need to be stated.
First. selection bias may be a limitation of the study.
although the fail-safe N statistic diminishes the threat to
validity from file drawer cases (Lipsey & Wilson, 2001).
As shown in table 2. 195 effect sizes would be needed to
reduce the mean effect size of the relationship between
transformational leadership style and job performance to
0.01. Also. 72 studies would be needed to increase the
mean effect  size  of the relationship  between
transactional  leadership  style  (management by
exception) and job performance to 0.01. In spite of our
effort to reduce selection bias. it is possible that relevant
studies were excluded from this meta-analysis. Second.
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studies were excluded from this meta-analysis. Second.
this study only reflects the direct effects of
transformational and transactional leadership styles on
job performance and does not include indirect effect. It
is possible that both transformational and transactional
leadership affects job attitudes (e.g.. job satisfaction,
organizational commitment). which in turn may lead to a
ereater performance (e.g.. Agarwal et al.. 1999: Sparks
& Schenk. 2001). Future meta-analyses may investigate
the indirect effect of leadership styles on job
performance. A third limitation from this meta-analysis
is that due to sample size restrictions. the relationships
between the dimensions of transformation leadership
(i.e.. intellectual  stumulation, idealized influence.
inspirational motivation. and individual consideration)
and job performance could not be established. Future
empirical research in sales settings is needed to assess
the strength of these relationships. Finally. results from
this meta-analysis do imply causality of the analyzed
relationships
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