
The Effects of Leadership Styles on 
Creativity: A Singapore Perspective 

 
Irene KH CHEW 

 Nanyang Technological University, Singapore 
 
  

Abstract 
 
 

This study explores the contributing factors that differentiates transformational 
leadership style’s superiority to transactional leadership style, and attempts to investigate 
how transformational leadership style is more endowed in stimulating creativity. The study 
postulates that conflict is the distinguishing factor that enables transformational leadership 
style to be better at generating creativity in followers than transactional leadership style.  

The two leadership styles, transactional and transformational, are each tested against 
organizational commitment; job satisfaction; task-based conflicts; and creativity, for 
comparison. Results provided support for the above views. As hypothesized, 
transformational leadership style proves to be more effective than transactional leadership 
style, particularly in building favorable conditions suited for creativity development, and 
the main difference lies in the ability of transformational leadership style to moderate the 
level of task-based conflicts. The discussion is centered on the research and managerial 
implications and the possible limitations of this study. 

 
Introduction 

Extensive studies assert that leadership style has an impact on individual creativity 
[Nystrom, 1979; Locke and Kirkpatrick, 1995; and Cook, 1998]. Leadership style is also 
probably one of the most important attribute affecting the creativity level of followers, 
since followers’ working environment is dependent on the leadership style their leader 
executes. In other words, leaders create situational contexts and conditions in which 
followers engage in creative efforts to accomplish their goals.  

This paper adopts the classic leadership theory of transactional and 
transformational leaderships of Burns [1978]. Burns argued that transactional leadership  
style initiates contract with the followers in an exchange something of value; while the 
followers are motivated by the leader’s promise, praise, and rewards; or are corrected by 
negative feedback, reproof, threats, or disciplinary actions [Burns, 1978]. However, 
transformational leadership style seeks to satisfy the higher needs of followers, such as 
self-actualization. The transformational leader is one who engages with the followers in 
such a way that both parties raise one another to a higher level of motivation. 
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It is important to note that Burns [1978] considered leaders to be either 
transformational or transactional, while others view leadership as a continuum with 
transactional at one end and transformational at the other [Stone et al., 2004]. Bass 
[1985]; Waldman et al. [1990] and Lowe et al. [1996] supported the latter view. Most 
leaders have a profile of the full range of leadership styles that includes both 
transformational and transactional factors. However, those whom we call 
transformational do much more of the transformational than the transactional. In their 
defining moments, they are transformational, those whom we label as transactional 
leaders display much more transactional leadership style behavior [Bass and Steidlmeier, 
1999]. While transactional leaders are seen as maintaining current conditions, 
transformational leaders elevate their followers to embrace higher values and principles 
[Bensimon, 1989]. In Lowe et al. [1996], meta-analytical evidence supports the 
generalizeable findings that transformational leadership style is the superior leadership 
style as compared to transactional leadership style. In addition, transformational 
leadership style is tested to be more effective, productive, innovative, and satisfying to 
followers. Such generalization can also be seen in Gardner and Avolio [1998], where it 
was pointed out that transformational leaders have a greater impact on the followers’ 
intrinsic motivation, thus, can induce a favorable climate that heighten creativity level in 
followers. The question is how does transformational leadership style affect such desired 
outcome? Despite the existence of many studies supporting the view that transformational 
leadership style is superior in bringing out the creativity in followers, there is a lack of 
extensive research that examine the contributing factors to this relationship. 

Drawing on the above, our research extends into exploring: 1) What is the 
contributing factors that differentiates transformational leadership style’s superiority to 
transactional leadership style? 2) In what way is transformational leadership style more 
endowed in stimulating creativity than transactional leadership style? 3) How can 
transactional leaders influence creativity like transformational leaders? Favorable 
workplace factors, such as organizational commitment, job satisfaction and work-based 
conflicts in followers, in relation to leadership styles are being examined in this paper. In 
the workplace, employee creativity refers to the generation of new and potentially valuable 
ideas concerning new products, services, manufacturing methods and administrative 
processes, which in turn contribute to organizations’ renewal, survival and growth in 
today’s turbulent and competitive business environment [Amabile, 1988; Woodman et al, 
1993]. 
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Hypotheses Development 
 
There have been several studies done on the effects of leadership styles on the level 

of creativity of a group. Sosik et al. [1998] examined the effects of transformational 
leadership on group creativity in an electronic meeting environment and found a positive 
relationship between group members’ perceptions of transformational leadership and group 
creativity. Jung [2001] extended the work done by Sosik et al. [1998] and compared the 
effects of leadership styles and group creativity in a face-to-face setting. Results also 
provided support for such positive relationship between transformational leadership style 
and group creativity. As such, we hypothesize that transformational leadership style should 
lead to higher levels of creativity in the individual as well. 

Hypothesis 1: Transformational leadership style will foster higher creativity in 
follower than transactional leadership style. 
 

Conflicts can be divided into two different types. Jehn [1992] found that members 
distinguish between task-based and relationship-based conflicts and that these two types of 
conflict affect work group outcome in different ways. It has been hypothesized that task-
based conflicts will contribute to the team’s productivity and its creativity [Nemeth, 1995]. 
Jehn [1995] hypothesized and found a curvilinear relation between task-based conflict and 
group performance. This indicates that some task-based conflict can be beneficial but large 
amounts of it can be counterproductive. This is because conflict can escalate from the more 
productive task-based to the counter-productive relationship-based type of conflict.  

Terri and Teresa [2001] hypothesize that there is a curvilinear effect of task-based 
conflict on individual creativity. Task-based conflict indicates multiple viewpoints and 
hence will result in higher creativity for the individual. Other research has found that 
groups in which task-based conflict results from multiple opinions produce work that is 
more original [Van Dyne and Saavedra 1996], more divergent [Nemeth, 1986], and more 
complex [Gruenfeld, 1995]. Hence, these researches support our hypothesis that task-based 
conflicts will lead to higher levels of individual creativity. 

However, at very high levels of task-based conflicts, the level of creativity is likely 
to be lower. This is because conflicts are volatile and can escalate from productive task-
based conflicts to counterproductive relationship-based conflicts [Glasl, 1992]. Jehn [1997] 
pointed out that there is interplay between the two types of conflicts. When individuals do 
not agree on task issues, they may begin to like each other less, resulting in higher levels of 
counterproductive relationship-based conflicts. Hence, at very high levels of task-based 
conflicts, it is likely that the task-based conflicts will lead to relationship-based conflicts. 
Relationship-based conflicts are counterproductive because members focus on reducing 
threats, increasing power, and attempting to build cohesion rather than working on the task 
[Jehn, 1997]. Time is often spent on interpersonal aspects of the group rather than working 
on the task [Evan, 1965]. 
 
Hypothesis 2: There is an inverted U-shaped curvilinear relationship between task-related 
conflicts and creativity such that low levels of conflict will be related to low levels of 
creativity, moderate levels will be related to high levels of creativity, and high levels of 
conflict will be related to moderate levels of creativity. 
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Adapting hypothesis 1 and 2, we then postulate if transformational leadership style 
is to lead to higher levels of creativity, it should lead to moderate levels of conflict. It is, 
however, not a linear relationship but a curvilinear relationship. This indicates that at low 
levels of transformational leadership style, the level of task-based conflicts can be either 
high or low but as the level of transformational leadership style increases, the level of task-
based conflicts moves towards moderate level. 

This is because transformational leaders stimulate their followers to think about old 
problems in new ways [Bass, 1985]. The transformational leader’s intellectually stimulating 
behaviors, statements, and attitudes can also help followers spend more time on generating 
unconventional ideas, thus enhancing group creativity [Diehl and Stroebe, 1991]. Hence, 
transformational leadership style will lead to moderate levels of task-based conflicts. In 
contrast, transactional leadership style should result in lower level of task based conflicts as 
transactional style of leadership does not motivate followers to engage in creative 
behaviors. Transactional leadership style can also lead to higher counter-productive levels 
of task-based conflicts as transactional leaders relatively spend lesser time interacting with 
followers, and thus, will be less likely to prevent or reduce the level of work-based 
conflicts. 

 
Hypothesis 3: Transformational leadership will lead to moderate levels of task-

related conflicts than transactional leadership. 
 
 Organizational commitment refers to the strength of individuals' identification with 
and involvement in a particular organization [Mowday et al., 1982]. It is most widely 
accepted among researchers that job satisfaction is causally antecedent to organizational 
commitment [Mowday et al., 1982]. Organizational commitment is thought to develop after 
the individual possesses a firm understanding of not only the job and job facets, but also the 
organizational goals and values, performance expectations and their consequences, and the 
implications of maintaining membership in the organization [Mowday et al., 1982]. Thus, 
organizational commitment is seen as forming and stabilizing with the formation of job 
satisfaction acting as one of its many determinants. On the other hand, other researchers have 
argued that organizational commitment is causally antecedent to job satisfaction [Bateman 
and Strasser, 1984]. The rationale is based upon a behavioral commitment perspective. When 
an individual joined an organization despite other attractive employment alternatives, there is a 
stronger attitudinal commitment to the organization. This magnitude of the attitudinal 
commitment determines the degree or amount of cognitive dissonance experienced by the 
individual after joining the organization. The stronger the cognitive dissonance, the greater 
the need to reduce it, and one means of dissonance reduction is rationalizing the choice. Thus, 
commitment initiates a rationalizing process through which individuals 'make sense' of their 
current situation by developing attitudes (satisfaction) that are consistent with their 
commitment [Bateman & Strasser, 1984].  
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 Being committed, the follower will put in more effort into the job and bring about 
greater job satisfaction. On the other hand, when one is satisfied with his job, he will 
become more committed to the organization. Thus, we can argue that these two factors, 
organization commitment and job satisfaction are inter-related. In Brooke et al. [1988], job 
satisfaction and organizational commitment have also been found to be highly correlated.  
 
Hypothesis 4: Organizational commitment and job satisfaction are positively related. 

 
Job satisfaction, as defined, is the extent to which one feels positively or negatively 

to the intrinsic and/or extrinsic aspects of one’s job [Hunt, Chonko and Wood, 1985]. 
Although the intuitively appealing link between job satisfaction and job performance 
has not been supported by empirical research (for example, Iaffaldano and Muchinsky, 
1985), an implicit and sometimes explicit assumption in job satisfaction theorizing and 
research is that a high level of job satisfaction contributes positively to organizational 
effectiveness and employee well-being and that a low level of job satisfaction, or job 
dissatisfaction, is detrimental for organizations and their members. However, it is 
argued that job dissatisfaction is not always a detriment for organizational effectiveness. 
That is, organization members who are dissatisfied with their jobs are, in essence, 
discontented with the status quo. Discontentment can be a trigger for change when 
those who are dissatisfied seek to come up with new ways to improve current 
conditions. Consistent with this reasoning, a number of authors have suggested that job 
dissatisfaction may actually have a positive impact on organizational effectiveness 
[March and Simon, 1958; Staw, 1984]. Thus, it is possible that under certain conditions, 
employees' job dissatisfaction may actually lead to creative performance, which 
ultimately benefits their organization. However, such causal relationship is 
conditional on several factors, which are identified in Zhou and George [2001]. 

On the contrary, we believe job satisfaction will lead to creativity, nevertheless 
there is no extensive research supporting the link between job satisfaction and creativity. 
When employees are satisfied with the organization, they will be motivated to contribute to 
it. They will thus be more willing to put in additional effort to improve on organization 
practices leading to higher creativity.  
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Hypothesis 5: Higher individual (follower) job satisfaction will lead to higher 
individual (follower) creativity level. 

 
As there is yet a research that clearly supports the existence of a relationship 

between organizational commitment and creativity, such relationship is not studied here. 
However, drawing from the high correlation between organizational commitment and job 
satisfaction in Brooke et al. [1988], a conclusion can be drawn that the presence of any one 
will induce the development of the other. Specifically, organizational commitment can 
affect job satisfaction, which in turn affects creativity. Being charismatic, 
transformational leader is often seen as a role model who is able to inspire and lead his 
followers. This results in higher followers’ satisfaction with the leaders, which brings about 
better working environment, effecting greater job satisfaction and organizational 
commitment. In addition, the individualized consideration component of a transformational 
leader provides attention and support to the followers which can help boost the followers’ 
morale, injecting satisfaction and organizational commitment into the work place.  

As transformational leadership inspires the pursuit of transcendental goals, leading 
followers to identify with a cause beyond their own immediate self-interests [Bass, 1985]; 
and involves satisfying unfulfilled needs on the part of the followers [Burns, 1978]. Judge 
and Bono [2000] hypothesize a positive relationship between transformational leadership 
with subordinate overall job satisfaction and organization commitment. Bycio et al. [1995] 
has found strong positive relationships between the transformational style and organization 
commitment, particularly, the affective commitment of Allen and Meyer [1991] model. 
Research has also found commitment to the organization to be positively associated with 
the underlying processes of transformational leadership, namely, inspiration, consideration, 
and stimulation in Kane and Tremble [2000] and Koh et al. [1995]. 

In addition to organizational commitment, transformational leadership attributes, 
such as empowerment and clear vision, are also often seen as important elements for 
employee job satisfaction [Iverson and Roy, 1994; Sergiovanni and Corbally, 1984; Smith 
and Peterson, 1988]. Transformational leadership, which fosters autonomy and challenging 
work, became increasingly important to followers’ job satisfaction [Bass, 1999]. 
 
Hypothesis 6: Transformational leadership will foster higher organizational 
commitment in follower than transactional leadership. 
 
Hypothesis 7: Transformational leadership will foster higher job satisfaction in  
follower than transactional leadership. 
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Transformational Leadership Style, Job Satisfaction, and Creativity 
 
 To further investigate the relationship between leadership style and creativity, 
hypothesis 7 is extended by postulating the possible impact of the simultaneous presence of 
leadership styles and job satisfaction, on the creativity level. In hypothesis 5, it was 
proposed that transformational leadership style would be more able to induce a higher 
creativity level than transactional leadership style. Thus, this extended hypothesis would 
also carry the underlying argument on the effectiveness of transformational leadership in 
stimulating creativity. 
 
Hypothesis 7a: Under the simultaneous presence of  leadership style and follower’s job 
satisfaction, the impact on creativity would be greater if the leadership style is 
transformational than when it is transactional. 
 

Conflicts, Job Satisfaction, and Creativity 
 
Conflicts have been found to be associated with reduced productivity and 

satisfaction in groups [Gladstein, 1994; Wall and Nolan, 1986]. Even though individuals do 
differentiate between different forms of conflicts [Jehn, 1995], Ross [1989] suggested that a 
person’s normal reaction to any form of disagreement and questioning is frustration and 
dissatisfaction. Schweiger et al., [1986] provided evidence that people in groups with high 
levels of consensus about task issues expressed more satisfaction and desire to stay in the 
group than members in groups with higher levels of dissension. Jehn [1995] found that 
task-based conflicts were negatively related to satisfaction and intent to remain. Although 
the above research focuses on satisfaction with the organization or group as a whole, we 
can infer from the above research that task-based conflicts can have a negative impact on 
job satisfaction since interaction with other individuals of the same organizations is part of 
the job.  

 
Hypothesis 8: Task-based conflicts are negatively related to individual job satisfaction. 

 
In addition, we will be investigating what is the impact of the leadership style on the 

relationship between task-based conflicts and individual job satisfaction. Although no 
previous research has been done, we hypothesize that under transformational leadership 
style, the transformational leader will be able to moderate the level of task-based conflicts 
such that task-based conflicts do not escalate into dysfunctional levels. Hence, task-based 
conflicts under transformational leader is likely to lead to greater job satisfaction, compared 
to transactional leadership style, since task-based conflicts will lead to more creativity 
enabling the follower to perform his tasks in a more efficient way. More creativity on the 
job also reduces monotony of the follower’s job and fulfills the follower’s higher level 
needs for self-fulfillment and achievements. 
 However, under transactional leadership style, task-based conflicts and satisfaction 
will continue to have a negative relationship. This is because a transactional leader will not 
participate actively in moderating task-based conflicts or preventing it from escalating to 
dysfunctional levels. 
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Hypothesis 8a: Task-based conflicts will lead to higher job satisfaction under 
transformational leadership style while under transactional leadership style, task-based 
conflicts will be negatively related to job satisfaction. 
 

Measures 
 
Leadership Styles 

A subset of the Multifactor Leadership Questionnaire (MLQ) developed by Bass 
[1985], where the followers were asked to evaluate the type of leadership style that their 
leaders executed on them, was employed in this study. There were five transformational 
items: two for Charismatic Leadership, one for Intellectual Stimulation, and two for 
Individualized Consideration. Likewise, there were five transactional items: two for 
Contingent Reward, and three for Management-by-Exception. The items classification is 
shown in Table I. 

 
TABLE I:  Sample Survey Items on Leadership Style 

Transformational  
Charismatic 
Leadership 

• My leader makes everyone around him/her enthusiastic about 
assignments. 

 • My leader is an inspiration to us. 
Intellectual 
Stimulation • My leader enables me to think about old problems in new ways. 

Individualized  • My leader finds out what I want and tries to help me get it. 
Consideration • You can count on my leader to express his/her appreciation when 

you do a good job. 
Transactional  
Contingent 
Reward 

• My leader tells me what I should do if I want to be rewarded for 
my efforts. 

 • There is close agreement between what I am expected to put into 
the group effort and what I can get out of it. 

Management-by-
Exception 

• As long as things are going all right, my leader does not try to 
change anything. 

 • It is all right if I take initiatives, but my leader does not encourage 
me to do so. 

 • My leader only tells me what I have to know to do my job. 
 
Organizational Commitment 

We measured organizational commitment in employees with respect to the three 
components of organizational commitment: affective; continuance; and normative. Five 
organizational commitment items adapted from Allen and Meyer [1990] were used. The 
reliability of the three commitment scales is high, with alpha coefficients ranging from 0.75 
to 0.84. The widely accepted minimum standard for internal consistency is 0.70 [Spector, 
1994]. 
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TABLE II: Sample Survey Items on Organizational Commitment 

Affective • I really feel as if this organization’s problems are my own. 
 • I do not feel “emotionally attached” to this organization. (r) 
Continuance • It would be very hard for me to leave this organization right now, even 

if I wanted. 
Normative • If I got another job for a better job elsewhere, I would not feel it was 

right to leave my organization. 

 
• One of the major reasons I continue to work here is that I believe that 

loyalty is important and therefore feel a sense of moral obligation to 
remain. 

NOTE: Items followed by “r” are reverse items. 
 
Job Satisfaction 

We had adopted the Job Satisfaction Survey (JSS), developed by Spector [1985], in 
measuring job satisfaction in employees. We used three facets, namely, promotion, 
contingent rewards and nature of work, to measure employees’ satisfaction with their job. 
A total of five items were used. 

 
TABLE III: Sample Survey Items on Job Satisfaction 

Promotion • There is really too little chance for promotion on my job. (r) 
Contingent  • I do not feel that the work I do is appreciated. (r) 
Rewards • I don’t feel my efforts are rewarded the way they should be. (r) 
Nature of Work • I like doing the things I do at work. 
 • My job is enjoyable. 

NOTE: Items followed by “r” are reverse items. 
 
Conflict 

We used an intra-group conflict scale developed by Jehn [1995]. The coefficient 
alpha for the scales of task conflicts was 0.87 in Jehn [1995]. Three items were used to 
measure the presence of task-related conflicts.  

 
TABLE IV: Sample Survey Items on Conflicts 

• How often do people in your work unit disagree about opinions regarding the work 
being done? 

• How frequently are there conflicts about ideas in your work unit? 
• How much conflict about the work you do is there in your work unit? 

 
Creativity 

We adopted three items in our survey from Scott and Bruce [1994]. Items used to 
measure creativity include: the creation of new ideas, the exploration of new working 
methods, and the generation of original solutions 

. 
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TABLE V: Sample Survey Items on Creativity 
• Follower creates new ideas for difficult issues. 
• Follower searches out new working methods, techniques or instruments. 
• Follower generates original solutions for problems. 

 
Methodology 

 
Target Sample and Respondents 

In this study, the target sample consists of leaders and followers from different 
workplaces. To facilitate data collection, an electronic mail is first sent to the target sample 
requesting for participation. A total of 387 schools, military bases, companies and clubs and 
associations were approached. For schools, an electronic authorization from Ministry of 
Education is obtained prior to the administration of the surveys. However, due to the low 
response rate, we approached the schools and companies personally, asking for 
participation. Upon their approval, the administration of the survey is either personally 
conducted at the respective workplace or through electronic mail. For electronic mailing, 
the questionnaires are sent to the target respondents’ email account, after which, they are to 
resent back the completed questionnaires.  

334 responses were collected, among which 33 (9.9 percent) were considered void 
due to missing data, leaving only 301 usable questionnaires.  In totality, an aggregate 
sample of 53 leaders and 248 followers (an approximate ratio of 1:5) questionnaires were 
worked with. 
 
Data Collection 

The leader-follower relationship between the principal and head-of-departments or 
head-of departments and teachers were examined for schools; officers or sergeants and 
corporals for military bases, managers and subordinate for companies; and chairman and 
committee members for clubs and associations. All participants are required to complete a 
one to two-page survey. There are two sets of questionnaires, QL and QF, for the leaders 
and followers respectively.  
 
Hypothesis 1 

We found a significant (F=20.556, p<0.01) linear positive relationship between 
transformational leadership style and creativity. There was, however, no significant linear 
relationship between transactional leadership style and creativity (F=0.354, p>0.05). This 
indicates that transactional leadership alone, ceteris paribus, does not have any effect on 
creativity. The results from this study provide additional support for previous empirical 
research on leadership styles and creativity.  
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Hypothesis 2 
Hypothesis 2 for the relationship between task-based conflicts and creativity and a 

quadratic equation is fitted with a significant F-value (F=3.74, p<0.05). This indicates that 
moderate levels of task-based conflict will lead to higher level of creativity as opposed to 
low or high levels of task-based conflicts. The inflexion point was found by solving the 
quadratic equation generated and it was found that a value of 8.53 task-based conflicts will 
result in the highest level of creativity. The findings are consistent with our earlier 
theoretical arguments, indicating that low levels of task-based conflicts and high levels of 
task-based conflicts are detrimental to creativity levels in followers. 

 
TABLE VII. Regression Results 

Dependent Variable Independent Variable Coefficient 
(β1)    

F-value P 

Creativity Transformational 0.128 20.556 ** 
 Transactional 0.023 0.354  
Creativity Conflicts  3.74 * 
Conflict Transformational  12.55 ** 
 Transactional  1.13  
Creativity Job Sat. 0.071 5.679 * 
Org. Commit. Transformational 0.475 103.635 ** 
 Transactional 0.222 9.122 ** 
Job Sat. Transformational 0.595 147.516 ** 
 Transactional 0.208 6.364 * 
Creativity Transformational x Job Sat. 0.003 16.618 ** 
 Transactional x Job Sat. 0.002 4.083 * 
Job Sat. Conflicts -0.449 15.175 ** 

Job Sat. Transformational X 
Conflicts 0.015 11.987 * 

 Transactional X Conflicts -0.007 2.555  
NOTE: *: p-value < 0.05; **: p-value < 0.01. 
 
Hypothesis 3 

The findings gave significant F-value for regression run for transformational 
leadership against conflicts (F=12.55, p<0.01). On the contrary, regression run for 
transactional leadership is insignificant (F=1.13, p>0.05). Thus, these two results strongly 
support our hypothesis that transformational leadership will lead to moderate levels of task-
based conflicts than transactional leadership. These results support for previous theoretical 
claims that certain characteristics of transformational leadership such as intellectual 
stimulation may help followers look at problems from a different perspective, hence 
leading to moderate amounts of task-related conflicts.  
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Hypothesis 4 

This hypothesis aims at relating organizational commitment and job satisfaction. 
shows significant relationship between the two, with Pearson correlation coefficient of 
0.525 and p<0.01. This result provides a strong support for the above hypothesis that 
organizational commitment and job satisfaction are correlated, be it job satisfaction is 
causally antecedent to organizational commitment or vice versa.  
 
Hypothesis 5 

With transformational leadership as the independent variable and job satisfaction as 
the dependent variable, we found a significant (F=5.679, p<0.05) linear positive 
relationship between job satisfaction and the creativity level of individuals. This supports 
our hypothesis that higher individual (follower) job satisfaction will lead to higher 
individual (follower) creativity level. From the findings, a conclusion can be drawn that 
higher individual job satisfaction will lead to higher individual creativity level. Our 
research is built on the implicit assumption in job satisfaction theorizing and postulate 
that a high level of job satisfaction contributes positively to organizational effectiveness. 
Our result has strengthen the belief that satisfied employees will be more willing and 
motivated to put in additional effort to improve on organization practices leading to higher 
creativity. 

 
Hypothesis 6 & 7 

The results show organizational commitment in follower to be significantly, 
positively related to both transformational (F=103.635, p<0.01) and transactional (F=9.122, 
p<0.01) leadership style. However, as seen from Table VII, the coefficient of 
transformational leadership style is greater than that of transactional leadership style by 
more than 100 percent. This comparison between the coefficients of the regression shows 
transformational leadership style to be able to cause a greater movement in the level of 
organizational commitment in follower, as illustrated in Figure VIII, thereby, supporting 
hypothesis 6. 

FIGURE VIII:. Leadership Style Against Organizational Commitment 

Leadership Style 

Organizational 
Commitment Transformational (β1=0.475**) 

Transactional (β1=0.222**) 
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 From Table VII, the regression results show that transformational leadership will 
foster followers’ job satisfaction (F=147.516, p<0.01). This is also shown for transactional 
leadership at 95 percent significant level (F=6.364, p<0.05). Similar to the conclusion for 
hypothesis 6, the coefficient of transactional leadership style is almost 200 percent smaller 
than that of transformational leadership style when regression is run against job 
satisfaction. Ceteris paribus, transformational leadership style will be able to bring about a 
greater change in job satisfaction, as illustrated in Figure IX. Hence, a conclusion can be 
drawn that transformational leadership style can indeed foster higher job satisfaction in 
follower. 

Consistent with many long-standing researches, our results attest the claim that 
transformational leadership is the superior leadership as compared to transactional 
leadership. Affirming such results will substantiate the transformational leadership’s 
effectiveness in promoting followers’ organizational commitment and job satisfaction in the 
Singapore’s context, highlighting the importance of leadership involvement in inducing 
favorable workplace factors in followers.  

 
FIGURE IX:  Leadership Style Against Job Satisfaction 

Job 
Satisfaction 

Transformational (β1=0.595**) 

Transactional (β1=0.208*) 

Leadership Style  
Hypothesis 7a 

The regression yield significant results, F=16.618, p<0.01 and F=4.083, p<0.05, for 
both transformational and transactional leadership styles respectively under simultaneous 
presence with job satisfaction. As hypothesized, the coefficient of transformational 
leadership style and job satisfaction is slightly higher than that of transactional leadership 
style and job satisfaction. Figure X illustrate the results for hypothesis 7a when creativity is 
regressed using the leadership style and job satisfaction. As illustrated, under the 
simultaneous presence of leadership style and job satisfaction, the impact on creativity is 
greater under the presence of transformational leadership style than transactional leadership 
style. Consistent with our conceptual model, despite under the presence with the same 
creativity-influencing factor i.e. job satisfaction, transformational leadership style still 
outperform transactional leadership style by being able to boost greater creativity. 
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FIGURE X:  Leadership Style X Job Satisfaction Against Creativity 

Leadership Style x Job Satisfaction 

Creativity 

Transformational (β1=0.003**) 

Transactional (β1=0.002*) 

 
 
Hypothesis 8 

From table VII, the regression results show that conflict is significantly related to 
job satisfaction (F=15.176, p<0.01). The relationship is a negative one (β1=-0.449) proving 
our hypothesis. The result is consistent with previous research on the relationship between 
task-based conflict and job satisfaction.  
 
Hypothesis 8a 

Conflict with transformational leadership style is significantly positively related to 
satisfaction (F=11.987, p<0.05, β1=0.015) while conflict with transformational leadership 
style is negatively related to satisfaction (F=2.555, p>0.05, β1=-0.07) however, we are 
unable to reject the possibility that there may not be an effect on job satisfaction when 
transactional leadership interacts with conflicts. 

 
FIGURE XI: Leadership Style X Conflict Against Job 

Satisfaction

 Leadership Style x Conflict 

Job 
Satisfaction 

Transformational (β1=0.015*) 

Transactional (β1=0.007) 
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Generalization    
From our theoretical framework, three factors (organizational commitment, job 

satisfaction and task-based conflicts) are influenced by leadership styles. Results show that 
transformational leadership style will result in higher levels of job satisfaction, higher 
levels of organizational commitment and moderate levels of conflicts. Out of these three 
factors, job satisfaction and task-based conflicts were found to be significantly related to 
the creativity level of individuals. Hence, we can conclude that transformational leadership 
style is able to induce higher levels of creativity by inducing higher levels of job 
satisfaction and by generating moderate levels of task-based conflicts. When followers are 
more satisfied, they will be willing to put in more time and effort into generation of new 
ideas, processes and procedures. Leader may also influence the behavior of followers by 
influencing them to consider the different perspectives of a problem. This is consistent with 
the behavior of a transformational leader. On the other hand, a transactional leader has less 
interaction with the follower and hence is unlikely to influence the follower’s creative 
process. 

Implications 
 

Our research has extended previous research by examining how transformational 
leadership style is able to generate higher levels of creativity compared to transactional 
leadership style. The most important finding of our research is that transformational 
leadership style is able to generate creativity due to the ability to generate moderate levels 
of task-based conflicts and not allow it to escalate into dysfunctional levels of task-based 
conflicts. Hence, in cases when creativity is needed, transactional leaders can learn to 
emulate the work-based conflicts-inducing behaviors of transformational leadership styles 
(e.g. challenging subordinate’s point of view). This will allow the transactional leader to 
induce creativity in their followers. However, transactional leaders must ensure that the 
work-based conflicts do not escalate to dysfunctional levels by acting as a moderator for the 
conflict process. 
 Acting as a moderator for the conflict process will require the transactional leader to 
invest more time and effort into interacting with their followers. If this is not possible due 
to time constraints or workload, then an alternative is for the transactional leaders to 
increase the creativity level of their followers by increasing their follower’s job satisfaction 
levels since our findings indicate that job satisfaction has the greatest influence on 
creativity under transactional leadership style. The results of our study also have 
implications on human resources management practices. Our study indicates that both 
transformational and transactional leadership lead to job satisfaction and organizational 
commitment. However, as what most statistics have shown, individuals who exhibit 
transformational leadership style are in shorter supply, hence, it would be best for those 
individuals to be assigned to departments where creativity is needed. This will result in 
better allocation of the company’s resources. 
 Our research focuses on only one aspect of the follower’s external environment to 
determine the differences in the effects of leadership styles. However, other external factors 
such as the provision of additional prerequisites, benefits and structure of organization may 
also have an effect on various attributes of the follower. Such attributes include creativity 
and job satisfaction. Hence, further research may determine how other factors can enhance 
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or diminish the effects of leadership style on the follower. For example, cultural fit between 
the leadership style and follower’s orientation and effective human resource management 
has been found to have an effect on performance of followers [Chew et al., 2004; Zhu et al, 
2005]. Thus, further research can be done to investigate how cultural fit may affect the 
effects of leadership styles on follower’s attributes. 
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FIGURE XII: Hypothesis Model with Results 

Transformational
Leadership Style

Transactional
Leadership Style

Organizational
Commitment

ß1: 0.475**

Job
Satisfaction

ß1: 0.595**

ß1: 0.525**

ß1: 0.208**

ß1: 0.222**

Low / High
Conflicts

Moderate
Conflicts

F: 1.33F: 12.55**

Creativity

ß1: 0.071*

ß1: 0.128**

F: 3.74*

ß1: 0.023

   **: p<0.01

   *:p<0.05

   C: Correlation Coefficient

   ß1: Coefficient of Regressor

   F: F-value

ß1: -0.449**
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