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Abstract

Based on the new development of the transformational leadership theory,
namely differentiated transformational leadership, this paper sorts out the re-
lated concepts, structures and measurements of individual-focused transfor-
mational leadership and team-focused transformational leadership. Based on
contingent leadership theory, individual-focused transformational leadership
focuses on individual employees and has different leadership styles for dif-
ferent subordinates. Team-focused transformational leadership pays more
attention to the overall team, attaches importance to team goals and team in-
terests, and consolidates the power of subordinates to achieve team goals
through emphasizing the common background and values of the team. In a
collectivist society, the team-focused transformational leadership is more in
line with the Chinese situation. The last part elaborates the mechanism of the
team-focused transformational leadership on team creativity. Most studies be-
lieve that team-focused transformational leadership can build the atmosphere
of team trust and cooperation. Subordinates are happy at work, then their
motivation is stronger, which is conducive to the realization of the team goal,
that is, the team-focused transformational leadership can positively influence
the team creativity.

Keywords

Differentiated Transformational Leadership, Individual-Focused
Transformational Leadership, Team-Focused Transformational Leadership

1. Definition of Transformational Leadership

After the leadership traits, leadership behavior theory and leadership contin-
gency theory, the concept of transformational leadership was first proposed by

Burns in his classic book “Leadership” during 1980s. It believed that transforma-
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tional leadership mainly enhances the maturity and motivation level of each
other through interaction between leaders and subordinates. It was defined as
“leaders seek and inspire subordinates’ potential power through high-level ideas
and values, prompt subordinates to be fully immersed in the work and establish
mutual encouragement and promotion relationship between leaders and subor-
dinates”. Bass (1985) continues to expand the concept of transformational lea-
dership and believes that transformational leadership is to “make subordinates
aware of the meaning and importance of tasks, motivate and meet their
high-level needs and build a climate of mutual trust. In turn, the subordinates
place the collective interests ahead of individual interests and produce more than
expected work results” [1]. Based on Burns and Bass’ definition of transforma-
tional leadership, scholars began to define the concept of transformational lea-
dership from different perspective.

It can be seen from Table 1 that although scholars have different definitions
of transformational leadership, scholars’ views are basically the same in terms of
the substantive content of transformational leadership characteristics. By com-
parison, it is found that scholars’ definition of transformational leadership in-
cludes the following basic characteristics:

1) Transformational leadership instills organizational vision to organizational
members, clarifies the meaning of the work and encourages team members im-
merse in work to realize organize goals.

2) Transformational leadership should play the role of model, establish a good
atmosphere of mutual trust and respect in the team, stimulate the intrinsic mo-
tivation of team members, and make team members willing to follow the lea-
dership and sacrifice personal interests for organizational interests.

3) Transformational leadership concerned subordinates self-realization, sti-
mulates their enthusiasm and confidence to promote organizational develop-
ment and goal realization.

In short, transformational leadership is able to grasp organizational goals
and depict the blueprint clearly for future organizational development to team
members through vision incentives. As a role model, transformational leader-
ship builds respect and trust between leaders and subordinates, incentives
team members into work through stimulate the intrinsic motivation of team
members. Transformational leaders focus on the self-fulfilling needs of team
members, inspiring subordinates to struggle to organizational goals beyond

self-interest.

2. The Difference and Connection between
Transformational Leadership and Other
Types of Leadership

Based on the theory “hierarchy of needs”, transformational leadership refers to
the establishment of a climate of mutual trust by inspiring the high-level needs
of subordinates, and prompting subordinates to sacrifice their own interests for

the benefit of the organization, ultimately achieve organizational goals. On the
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Table 1. Definition of transformational leadership.

Source of literature Definition

Leaders motivate subordinates to work hard, and promote

Burns (1978
( ) subordinates and reform through higher-level values encouragement.

The leader explains the importance of the task to subordinates, Inspire
Bass (1985) the intrinsic motivation of subordinates, realize the importance of
collective interests and expect their higher performance.

Leaders strengthen their sense of mission to the organization by
affecting the attitudes and behaviors of the members, allow the
subordinates do their work willingly, match management strategies to
organizational culture to ensure the achievement of organizational goals.

Yukl (1989)

Leaders demonstrate the organizational vision and encourage
. subordinates’ enthusiasm and commitment to their work,
Leithwood (1992) R .
make subordinates hopeful about the future and achieve
organizational goals through practical actions.

By inspire the inner needs of subordinates, the leaders enable

. subordinates to build the interests of organization over their

Pillai et al. (1999) R . .

own interests and build a mutual trust working atmosphere,
thus prompt subordinates higher performance.

Through intrinsic motivation and care, the leader makes the
subordinates willing to pay for the organization and inspire
Robbins (2001) subordinates to make efforts even sacrifices of the interests
of the organization to accomplish organizational goals
through their personal traits.

Transformational leaders attempt to establish a friendly relationship
with subordinates. Leaders describe the organization’s vision and
Waldman et al. expectations for high performance, so that subordinates enhance
(2001) their respect of leaders and confidence in work and demonstrate
the determination to work hard and the sense of mission
to achieve organizational goals.

Transformational leaders describe organizational vision with
subordinates, so that subordinates feel that they can achieve their
organizational vision through their own efforts, they are willing to

Ackoff (2007) sacrifice personal interests for the benefit of the organization. By
creating an organizational atmosphere, subordinates can feel happy at

work and have a sense of self-realization. Ultimately, leaders are

sure to promote team members to achieve organizational goals.

Transformational leaders portray the organizational vision to

. . subordinates, awaken the intrinsic motivation of subordinates and
Li, C.P. and Shi, K.

(2005) motivate employees to self-realization, transcend “ordinary self” to

achieve “more self”, strive to increase work commitment
and ultimately achieve organizational goals.

basis of the six dimensions of Bass et al. (1985) [1]. Avolio & Bass (1999) divide
transformational leadership into four dimensions: inspirational motivation,
idealized influence, individualized consideration, and intellectual stimulation.
Idealized influence refers to the behaviors that enable others to generate trust,
worship, and follow. Includes win identity, respect and trust of the subordinate,
these leaders generally have recognized high ethical standards and personal cha-

risma, they are deeply loved and trusted by their subordinates. Inspirational mo-
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tivations point to leader elaborate a very attractive vision and inspire subordi-
nates to work towards a common vision. Intelligence stimulation means en-
courage subordinates to innovate and challenge themselves, including instill new
ideas into subordinates, inspire subordinates to express new opinions and en-
courage them to solve problems encountered in their work with new methods.
Individualized consideration means concerned the needs of each subordinate as
well as their abilities and aspirations, be patient and meticulous listening, train-
ing and guidance each subordinate according to the different situations and the
needs of each subordinate [2]. Transactional leadership refers to satisfy the in-
terest relationship between leaders and employees. Leaders clarify the needs of
employees and negotiate with employees to set goals, stimulate employees
through positive or negative behaviors [3]. Based on stakeholder theory, respon-
sible leadership refers to leaders establish, foster and maintain mutual trust rela-
tionship with stakeholders and work together to achieve a shared business vi-
sion. Public servant leadership is a leadership behavior that transcends the indi-
vidual interests of the leader, the leadership respects the dignity and value of the
followers and serves others as the first priority to meet the physical, psychologi-
cal and emotional needs of the followers [4]. Intellectual leadership is a leader-
ship behavior based on social learning theory, intellectual leadership creates a
learning atmosphere in the organization, as role models, encourages team
members to continue learning and give supports to team members [3]. Entre-
preneurial Leadership refers to the leadership create a vision, call for and mobil-
ize subordinates to explore and discover strategic values [5].

Among these leaders, transactional leadership is based on the exchange of in-
terests between leaders and members to achieve team management. Responsible
leadership based on the relationship management between stakeholders to
achieve the organization’s business strategic intentions. Public servant leaders
focus on subordinate ethics and service motivation and emphasize the leader-
ship’s dedication to the subordinates’ cultivation process. Knowledge-based lea-
dership emphasizes Learning within the organization and supports team mem-
bers’ learning to meet organizational development. As an exploratory leadership,
entrepreneurial leadership aimed at how to lead team members to meet uncer-
tain challenges in uncertain environment. Different from the front, transforma-
tional leadership focuses on the development of employees and team building
simultaneously, transformational leadership able to lead team members to
achieve unexpected organizational goals in a fiercely competitive environment.
Besides, many researches have found that transformational leadership is the key

to deal with external competition as well as effective management of the team.

3. Connotation of Team-Focused Transformational
Leadership and Individual-Focused
Transformational Leadership

Van Knippenberg (2013) pointed out that previous research on the concept of

transformational leadership is unclear. Many studies have found that transfor-
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mational leadership can be divided into individual level and teams level [6].
Based on the relative maturity of transformational leadership theory, Kark and
Shamir (2002) incorporate self-concept into the research of transformational
leadership, propose team-focused and individual-focused transformational lea-
dership concept, they believe that transformational leadership have different ef-
fect on subordinate individuals and teams [7].

Team-focused transformational leadership emphasizes the common back-
ground and shared values among team members, motivates members to accept
team goals by articulate a compelling vision clearly or play a role model in the
team [8]. Team-focused transformational leadership regards the team as a
whole, values team goals and common interests of the team [9]. Team-focused
transformational leadership awakens members’ recognition of the team and mo-
tivates members to work hard for the team’s common goals [10]. Team-focused
transformational leadership pay more attention to the team as a whole, team
members tend to form a relatively consistent perception of leaders [11], and then
these subordinates express similar emotions, attitudes, and behaviors. It is worth
noting that team-focused transformational leadership does not mean that a se-
ries of behaviors only occur at the level assigned, but conceptually, some beha-
viors are more conceptually functional and more likely to occur at a particular
level [12].

Different transformational leadership behaviors will stimulate subordinates’
different self-concepts, which in turn leads to different subordinate behaviors
[13]. Individual focused transformational leadership refers to leadership that
emphasizes the uniqueness of individual members by pay close attention to in-
dividual needs and development, what’s more, inspire them intellectually. Based
on contingency leadership theory, Individual-focused transformational leader-
ship concerned individual members rather than the whole team, leaders behave
different when face different subordinates in different contextual factors, which
involve members of the team have inconsistent perceptions of individu-
al-focused transformational leadership behaviors [14]. In addition, the leader
will adopt different guidance according to different characteristics of the team
members, set different working goals for different subordinates [7]. They play
leadership effectiveness through the cognition of different subordinates accord-
ing their own factors (such as traits and abilities, etc.) or situational factors (e.g.,

team atmosphere and job characteristics, etc.) [9].

4. The Structure and Measurement of Individual-Focused
and Team-Focused Transformational Leadership

The measurement of multi-level transformational leadership comes from the re-
searches, such as Bass (1985) and Podaskoff et a/ (1990), and under the basis of
original transformational leadership, we classified and analyzed the dimension
and measurement of transformational leadership.

Bass (1985) first proposed the concept of transformational leadership, and es-
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tablished the MLQ (Multifactor Leadership Questionnaire) scale for measuring
transformational leadership, which includes four dimensions, Inspirational Mo-
tivation, Individualized Consideration, Intellectual Stimulation and Charisma
[1]. With the research of scholars, it is found that there are different levels of in
the tradition four dimensions of the transformational leadership. Kark and Sha-
mir (2002) classify the structural dimensions of the MLQ scale and divide the
transformational leadership behavior into different levels. They think that
among the four dimensions, the two dimensions of individualized consideration
and intellectual stimulation should be classified as individual-focused transfor-
mational leadership, and the two dimensions of charisma and inspiration moti-
vation should be classified as team-focused transformational leadership [7].
However, Kark and the others simply performed a simple division based on the
MLQ scale, and they did not test the validity of such classification, nor did they
re-develop the multilevel transformational leadership scale. Therefore, Schrie-
sheim et al (2009) examined the individual and team division of the MLQ scale
through empirical analysis. The results show that the MLQ scale developed by
Bass can be divided into two sub-scales: individual-focused leadership behavior
and team-focused leadership behavior. Also consistent with Kark and Shamir’s
view, the factor analysis in empirical studies indicates that the above classifica-
tion has stability and a high level of discriminant validity [10]. Wu et al (2010)
also confirmed that individual-focused transformational leadership includes two
dimensions of individualized consideration and intellectual stimulation, but they
believe that the two-dimensional division of the original team-focused transfor-
mational leadership does not fully describe the focus of the team in detail.
Therefore, they refine the leadership charm into the leadership charm of beha-
vior and the leadership charm of belonging, together with the inspiration moti-
vation to form a team-focused leadership behavior of three dimensions [11].
Following previous studies, Podaskoff et al (1990) proposed a transforma-
tional leadership of six dimensions that comprise high-performance expecta-
tions, fostering the acceptance of group goal, providing individualized support,
providing an appropriate model, identifying a vision, and intellectual stimula-
tion, and develops corresponding measurement scales [12]. Wang et al (2005)
based on the scales of scholars such as Podaskoff and tested in the Chinese con-
text. The three dimensions of providing an appropriate model, identifying a vi-
sion and high-performance expectations, are used to measure team-level trans-
formational leadership, and for all items, the reference point was set in team lev-
el as a whole, but they did not measure and study individual-focused transfor-
mational leadership [13]. Later, Wang and Howell (2010) refined the previous
research. Based on the Canadian corporations, they proposed individual-focused
transformational leadership comprising four dimensions of communicating high
expectations, follower development, intellectual stimulation and personal recog-
nition, and team-focused transformational leadership comprising three dimension

of emphasizing group identity, communicating a group vision and team-building,
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and the factor analysis shows that the scale has stability and discriminant valid-
ity [14]. However, previous hierarchical research and empirical tests on trans-
formational leadership are mostly based on western cultural background, so
whether it is applicable to the Chinese context needs further verification. Using
Chinese firms sample, Zhang ef al (2013) based on the scales of Podaskoff, ex-
plored the structural dimensions of multi-level transformational leadership in
China, and they found that team-focused transformational leadership involves
four dimensions of identifying and articulating a vision, providing an appro-
priate model, fostering the acceptance of group goals, and expecting high per-
formance. In addition, the individual-focused transformational leadership in-
cludes two dimensions of individual consideration and intellectual inspiration
[15]. The above-mentioned transformational leadership hierarchical researches
show that Wang and Howell (2010) classify high-performance expectations as
individual orientation, while Wang (2005) and Zhang et al (2013) classify
high-performance expectations as team-focused. The diverse classification
comes from the different cultural backgrounds, the former research is based on
sample of Canadian enterprises and western culture advocates individualism and
individual performance, while Wang (2005) and Zhang et al. (2013) are based on
Chinese enterprises and Chinese culture is a collectivist culture advocates team
performance. So the dimension of high performance expectations should be
distributed to the team level rather than the individual level. Therefore, the
study of Zhang et al (2013) is a re-examination of hierarchical transformational
leadership in the Chinese context. Cai Yahua et al. (2013) selected the three di-
mensions of providing an appropriate model, providing team vision and
high-performance expectation to measure team-focused transformational lea-
dership based on the research of Wang et al (2005), and they also set the refer-
ence point of the item as the whole team [16]. At the same time, based on the
research of Zhang et al (2013), the two dimensions of intellectual stimulation
and individualized care were used to measure individual-focused transforma-
tional leadership [17]. Li Guiquan and his colleagues (2014) further confirmed
the hierarchical division of transformational leadership structure by Zhang et al
(2013) in the context of China [8] (Table 2).

In recent years, scholars have conducted research on team-focused transfor-
mational leadership based on the Chinese context. Xie Jun and Chu Xiaoping’s
(2016) uses 103 work teams from 22 companies in Guangdong Province and
they find that different levels of transformational leadership behavior have dif-
ferent mechanisms for individual creativity/team creativity. In detail,
team-focused transformational leadership has a positive impact on team creativ-
ity, and structural empowerment plays a fully mediated role between
team-focused transformational leadership and team creativity; individu-
al-focused transformational leadership has positive for individual creativity, and
the psychological empowerment plays a partially mediated role between indi-

vidual-focused transformational leadership and individual creativity [18]. Zhao
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Table 2. Individual-focused and team-focused transformational leadership dimensions.

Source of literature Individual-focused Team-focused

Individualized . L
Charisma, Inspirational

Kark & Shamir (2002) Motivation
\¢

Consideration,
Intellectual Stimulation

Individualized . L
. . . K Charisma, Inspirational
Based on Bass’s Schriesheim et al. (2009) Consideration, o
K X Motivation
research Intellectual Stimulation
leadership charm of
Individualized . P K
. K behavior, leadership
Wu et al (2010) Consideration,

. . charm of belonging and
Intellectual Stimulation | | | 2.
inspiration motivation

Providing an
appropriate model,
Wang et al. (2005) identifying a vision and
high-performance
expectations

Individualized

Consideration, Group identity, group

W & H 1(2010
ang owel ( ) Intellectual Stimulation, vision, team-building

Personal identity

Promote teamwork,
Individualized
Consideration,

clarify visions, role
Base on Podaskoff’s

research

models, and deliver
high performance
expectations

Zhang et al. (2013)
Intellectual Stimulation

Promote teamwork,
Individualized
Consideration,

clarify visions, role
Li, G. Q. et al (2014) models, and deliver
Intellectual Stimulation high performance

expectations

Team vision, role

Individualized .
. . K model, high
Cai, Y. H. et al (2013) Consideration,
K X performance
Intellectual Stimulation X
expectations

Wei and Li Feng’s (2016) pointed out that team-focused transformational lea-
dership positively influences collective identification through relationship iden-
tification, which in turn affects team effectiveness [19]. Individual-focused
transformational leadership positively influences the relational identification of
leadership through the Leadership Member Exchange (LMX), which in turn af-
fects individual effectiveness [17]. Duan Jinyun et al’s (2017) found that the
team's voice atmosphere mediates the positive impact of team-focused transfor-
mational leadership on team performance [20]. At the same time, the team in-
novation atmosphere moderates the relationship between team-focused trans-
formational leadership and team voice atmosphere. While the team innovation
atmosphere is high, the relationship between transformational leadership and

team voice atmosphere is stronger; the interaction effect between team-focused
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transformational leadership and team innovation atmosphere affects team per-
formance through team voice atmosphere [21]. These scholars all found out that
team-focused transformational leadership has a positive impact on team creativ-
ity. Xie Jun and Chu Xiaoping’s (2016) and other research also found that the
positive impact of individual-focused transformational leadership on individual
creativity/individual effectiveness. Above-mentioned researches verified pre-

vious finding in the Chinese context.

5. The Mechanism of Team-Focused Transformational
Leadership

The team is a complex system involve various elements, such as internal and ex-
ternal environment, leadership style and task type [22], the complexity of the
environment makes the realization of team creativity become challenge. Howev-
er, as a key role in team management, leadership plays important role in the
team.

Previous mostly studies have used leadership as an independent variable. As
organizations become more flat, leaders play roles like coordination and com-
munication in the team. Some scholars point out it is necessary to consider lea-
dership as team-level moderator in team research [23]. Research has found that
leadership is an important moderator in the team level [24]. Existing research
indicates that leader plays an important role in help members leverage internal
information resources and motivate members to interact, discuss, integrate and
apply different information and perspectives [25]. In the study of team creative
relationships, leadership can minimize the negative impact of the social classifi-
cation process and maximize the positive impact of cognitive diversity [26].
Bang et al (2015) believe that leaders are able to managing team conflicts effec-
tively. Few scholars have discussed this, what’s more, there is rarely empirical
research about the role of leadership in the relationship between task conflict
and team creativity [27].

The concept of team-focused transformation leadership has re-examined the
mechanism of transformational leadership from a new perspective. At the same
time, as an important situational elements affecting creativity [23] [28], the rela-
tionship between team-focused transformational leadership and creativity is es-
pecially concerned.

Team-focused transformational leadership includes inspirational motivation
and idealized influence. Under the inspirational motivation, leaders can reduce
the negative reactions of team members in the face of diversity by enhance team
identity [29]. Under the idealized influence, trust can create a strong sense of
cooperation, which drives individuals to search for different ideas and opinions
within team and actively integrate these different ideas. Engage in challenging
work, take the risk of innovation and explore unusual problem solutions are part
of the creative work of team members [23].

Based on the theory of information processing, cognitive diversity can bring a
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large amount of information resources from different perspectives. These mes-
sages can cause task conflicts through exchange. The exchange of information
between team members depends on the trust of each other. Trust is the confi-
dence of members in team reliability and profession. If the conflict of tasks
causes the relationship conflict based on the “mistaken attribution” of the task
conflict, then the background of interpersonal relationships-trust, which plays a
role of moderator [30]. Team-focused transformational leadership can build
trust in team members through idealized influence [31]. Team-focused trans-
formational leadership helps to create a mutually trusting and cooperative work
environment within the team. Incentive team members free to express their
views and opinions on the content of their work. Which reduce the interperson-
al threats caused by mistaken attribution of members and prevent or slow down
the transition of task conflicts to relationship conflicts, so that the problem of
work can be better solved. Under the inspirational motivation, team-focused
transformational leadership emphasis on team goals and give team members
confidence, allows team members to know how to realize team goals, then re-
duce cognitive load through eliminate unsatisfactory ideas and discussions
clearly when discussing in a team. Team-focused transformational leadership
emphasizes the team’s identity and team goals to enhance the motivation of
subordinates to complete their work. Besides, team-focused transformational
leadership can increases interaction between team members, team members be-
come more familiar with each other and understands each other, furthermore,
enhances trust between team members as well as their leadership [32]. When
team members have a clear understanding of team goals and have highly trust
with each other, they are not need worry about face, so they can better listen to
each other’s views and spare no effort to contribute their own ideas and opi-
nions. There is no doubt that team members can integrate different information
within the team and provide a strong guarantee for team members to achieve
team goals.

Team-focused transformational leadership focuses on the team as a whole,
makes subordinates aware of the meaning or value of the work and feel pleasure.
Driven by intrinsic motivation, team members are more focused on how to ac-
complish tasks creatively and improve their work efficiency. Team-focused
transformational leadership plays an active role in conflicts of tasks by streng-
then the identity, trust, and motivation of team members, team members are
more willing to communicate, share, and collaborate with others, thus the team
more likely acquire new ideas to be more creative. Not only that, Zhang et al
(2013)’s empirical result also indicates that team-focused transformational lea-

dership has a significant positive impact on team creativity [17].

6. Conclusion

This paper classifies the concept of transformational leadership and comparison

of transformational leadership and other types of leadership, then classifies the
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concept and related research of team-focused transformational leadership and
individual-focused transformational leadership. The proposal of differentiated
transformational leadership re-examined the traditional transformational lea-
dership theory from a new perspective. Individual-focused transformational
leadership pays attention to individual employees and cares about their
self-development. Team-focused transformational leadership focuses on the
team as a whole and pays more attention to the team’s interests. They consider
problems from the team’s point of view, and strengthen team building through
team trust and emphasis on team goals, so that team members can better ac-
complish organizational goals. Team-focused transformational leadership and
individual-focused transformational leadership work at different levels. Research
shows that team-focused transformational leadership focuses on the team level

and has a positive impact on outcome variables such as team creativity.

7. Contribution of Research

Previous research on the concept of transformational leadership is unclear. It is
found that transformational leadership can be divided into team level and indi-
vidual level. The mechanism of team-focused transformational leadership and
individual-focused transformational leadership is different. Therefore, in enter-
prise management, it is necessary to provide leadership-related training courses
for managers. Leaders should demonstrate different leadership behaviors for
different periods of team development and different individual employees. At
the team level, strengthen team building through articulate the vision of the or-
ganization clearly and play role models to team members. At the individual level,
employees should be given different guidance to be influenced and motivated to

achieve the team goal.

8. Limitation and Future Research

First, from the structural dimension, there is still a huge difference in the divi-
sion of the team-focused transformational leadership dimension, although some
scholars analyze one of the reasons is the different research contexts, such as
high performance expectations belongs to team-focused transformational lea-
dership in the Chinese context, but it belongs to individual-focused transforma-
tional leadership in the Canadian context. Future research should delve into the
impact of different cultural backgrounds on the team-focused transformational
leadership structure dimension.

Secondly, in the theoretical research, the introduction of team-focused trans-
formational leadership has promoted the new development of transformational
leadership theory to a certain degree, but the domestic team-focused transfor-
mational leadership is still in its infancy, relevant research focuses on team crea-
tivity and innovation performance [16] [19] [20]. However, leadership usually
plays the role of coordination and communication within team. It is necessary to

expand the research on team-focused transformational leadership in the future.
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In particular, the mechanism of team-focused transformational leadership as a

moderator needs more in-depth exploration.
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