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Visionary Thinking

Bass’ Transformational Leadership

• +Charisma
• +Intellectual Stimulation
• + Individualized Consideration
• + Contingent Reward
• -Active Management-by-Exception
• -Passive-Avoidant Leadership 

Empowering Others

Trust

Avolio, B. J., & Bass, B. M. (1999). Re-examining the components of transformational and transactional leadership using 
the Multifactor Leadership Questionnaire. Journal of Occupational and Organizational Psychology, 72(4), 441-462.





Comparison Within the Theory

• Burns’ transformational theory emphasizes the 
crisis more than Bass’ version does.

• Bass sees transformational leadership as what 
the leader does to the follower, whereas Burns 
sees transformational leadership as an 
interaction between the leaders and followers 
(Couto, 1993). Burns and Bass studied leaders 
in different situations – Burns in radical social 
movements; and Bass in more institutional 
leadership settings.

Couto, R. A. (1993). The transformation of transforming leadership. In J. T. Wren (Ed.), The 
leader's companion: Insights on leadership through the ages (pp. 102-107). New York, NY: The 
Free Press.



Comparison with Other Theories

• Original comparison with transactional
• Situational leadership may complement TL

Active Consideration

Adapating task or 
relationahip behavior 
to Readiness Level of 
Follower

Intellectual Stimulation

Treating the follower 
as if they were at the 
next level to help them 
move up.



Research Base
Most researched

Over 200 studies with 
the Multifactor 
Leadership 
Questionnaire (MLQ)

Bass & Aviolo (1999) 
suggest further research 
with other measurement 
tools

too many studies done 
on college students 
(Yukl, 1999)

Yukl, G. A. (1999). An evaluation of conceptual 
weaknesses in transformational and charismatic 
leadership theories. Leadership Quarterly, 10(2), 285-
305.



Work Illustrations

Individualized Consideration
Charisma
Intellectual Stimulation

inspiring, empowering, building trust



Usefulness for My Work



Theory Modifications

Crisis

use other theories to better build the
transformational leader’s skills 
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