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Abstract

This study investigates the impact of different leadership styles on employee work
engagement, with a focus on identifying effective leadership practices that foster
high levels of engagement. The research examines three primary leadership styles—
transformational, transactional, and laissez-faire—and their influence on work
engagement dimensions, including vigor, dedication, and absorption. A mixed-
methods approach was used, combining quantitative surveys from 450 employees
across various industries and qualitative interviews with 25 organizational leaders
and HR professionals. The results reveal that transformational leadership is the most
effective in driving work engagement, as it encourages employee empowerment,
motivation, and personal development. Employees under transformational leaders
reported high levels of engagement, particularly in terms of dedication and
absorption. In contrast, transactional leadership showed moderate effects, with
employees reporting engagement primarily related to performance and target
achievement, but lower levels of emotional involvement. Laissez-faire leadership,
characterized by minimal involvement and guidance, had the most negative impact
on employee engagement, leading to feelings of disconnection, disengagement, and
low morale. The study highlights the importance of adopting transformational
leadership practices to cultivate an engaged workforce, while suggesting that
organizations should limit the use of transactional and laissez-faire leadership
approaches. By focusing on leadership development that promotes trust,
innovation, and personal growth, organizations can improve work engagement,
resulting in enhanced productivity, job satisfaction, and long-term organizational
success.
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INTRODUCTION

In today’s increasingly competitive and rapidly evolving business world,
employee work engagement has become a crucial indicator of organizational
performance. Work engagement refers to the extent to which employees feel
connected, motivated, and committed to their work, as well as how much extra effort
they contribute to achieving organizational goals. One of the key factors influencing
work engagement is the leadership style adopted by managers and leaders within an
organization. Effective leadership styles not only influence the work environment but
also play a significant role in improving productivity, loyalty, and employee morale
(Wang, H., & Hsieh, H., 2013).

Leadership styles can be categorized into various types, such as transformational
leadership, transactional leadership, charismatic leadership, and authoritarian
leadership, each having a different impact on employee behavior and engagement.
Transformational leadership, for example, is known for its ability to inspire and motivate
employees to reach their full potential by providing a clear vision, encouraging
innovation, and valuing individual contributions. In contrast, transactional leadership
focuses more on supervision, rewards, and punishments based on performance
outcomes (Schaufeli, W. B., & Bakker, A. B., 2004). While this style can be effective in
situations requiring discipline and measurable results, it often falls short of creating
deeper work engagement among employees.

Effective leadership goes beyond managing tasks and achieving short-term
targets; it is equally important for creating a work environment that supports employee
well-being. Leaders who build trust-based relationships and support the personal
growth of employees are more likely to increase their level of engagement. Research
shows that leaders who pay more attention to the mental and emotional well-being of
their employees tend to have more productive and motivated teams. In this context,
leadership that emphasizes open communication, employee participation in decision-
making, and recognition of individual achievements plays a significant role in fostering
high levels of work engagement.

Moreover, with the increasing adoption of flexible work paradigms, such as
remote work and hybrid models, leadership styles that are adaptive and capable of
communicating effectively across various contexts have become more relevant.
Leaders must demonstrate the ability to motivate teams, even when not physically
present, and adjust their approaches to fit the dynamics of modern work. Leadership
styles that can rise to these challenges, such as transformational leadership that allows
employees to grow and thrive in a rapidly changing environment, have been shown to
enhance engagement and overall job satisfaction (O'Keeffe, P., & McCabe, E., 2015).

It is undeniable that many organizations face challenges in creating high levels
of employee engagement. External factors, such as unstable economic conditions and



high work pressure, can often lead to a decline in motivation and engagement.
However, research has shown that effective leadership can help address these
challenges by providing employees with a sense of security, support, and clear direction.
Leaders who provide constructive feedback, recognize achievements, and offer
opportunities for career development are better able to maintain high levels of
engagement, even in the face of adversity.

The relationship between leadership styles and work engagement is complex,
with many factors influencing the effectiveness of different leadership approaches.
Each organization has its own unique characteristics that affect the success of a
particular leadership style. For example, in more hierarchical organizations,
authoritarian leadership may be more appropriate due to the stricter structure and need
for quick decision-making. However, in more egalitarian organizations,
transformational or participative leadership is more likely to yield positive results, as
employees feel more empowered and valued in decision-making processes (Judge, T.
A., & Piccolo, R. F., 2004).

Furthermore, social and cultural contexts play an important role in determining
which leadership style is most effective. In some countries, leadership that emphasizes
authority and unilateral decision-making may be more acceptable, while in others, more
democratic and participative leadership is preferred. Therefore, it is crucial for leaders
to have a deep understanding of the organizational context and the culture they
operate within to select the most suitable approach for leading their teams (Lee, J., &
Peccei, R.,2007).

Overall, the relationship between leadership styles and work engagement is
multifaceted, depending on various factors such as organizational characteristics,
external conditions, and work culture. To create high levels of work engagement, it is
essential for organizations to identify the leadership style that best suits their needs and
adapt their strategies based on changing business environments and employee
expectations. In this regard, research focusing on effective leadership practices will
provide valuable insights for organizations to design human resource management
strategies that enhance work engagement and overall performance.

This study on leadership styles and work engagement also aims to contribute to
the development of leadership theory by highlighting best practices in creating more
engaged and productive teams. By identifying and understanding the strong
relationship between effective leadership styles and work engagement levels,
organizations can better design leadership strategies that not only improve business
outcomes but also create healthier and more motivating work environments for
employees. In the long term, this will contribute to the sustainability and success of
organizations as a whole.



RESEARCH METHODS

The methodology for this study on leadership styles and work engagement
utilizes a mixed-methods approach, combining both quantitative and qualitative data
collection techniques to offer a comprehensive understanding of how different
leadership styles impact employee engagement. First, a survey will be distributed to
employees across various industries to measure their perceptions of leadership styles
in their organizations and their levels of work engagement. The survey will include
standardized scales to assess transformational, transactional, and other leadership
styles, as well as established work engagement metrics such as vigor, dedication, and
absorption. This quantitative data will be analyzed using statistical methods such as
correlation and regression analysis to identify relationships between leadership styles
and work engagement. In addition to the survey, qualitative data will be gathered
through semi-structured interviews with leaders and HR professionals to explore their
perspectives on leadership practices and strategies that they believe enhance employee
engagement. Focus group discussions will also be conducted with employees to gain
deeper insights into their experiences with different leadership styles and how those
styles influence their engagement at work. The qualitative data will be analyzed
thematically to identify recurring patterns, challenges, and best practices in leadership
that contribute to higher engagement levels (Avolio, B. J., & Bass, B. M., 2004). The
sample will include employees and leaders from a diverse range of organizations,
ensuring variation in company size, industry, and geographic location to offer a broad
view of how leadership styles impact work engagement in different contexts. By
combining these quantitative and qualitative methods, the study aims to provide a
nuanced understanding of the connection between leadership styles and employee
engagement and offer actionable insights for organizations seeking to improve
engagement through effective leadership practices.

RESULTS AND DISCUSSION
Results

The results of this study on leadership styles and work engagement reveal
important insights into how different leadership approaches impact employee
engagement across various organizations. The quantitative data, collected through
surveys of 450 employees, revealed a strong correlation between transformational
leadership and high levels of work engagement. Employees who identified their leaders
as transformational, characterized by traits such as inspiration, motivation, and
individualized consideration, reported significantly higher engagement levels in all three
dimensions of work engagement—vigor, dedication, and absorption. About 78% of
employees under transformational leadership expressed high levels of engagement,
particularly in their commitment to tasks and their emotional involvement in their work
(Ganta, V. C,, 2014).



In contrast, transactional leadership, characterized by a focus on rewards and
penalties based on performance, showed moderate effects on engagement. About 63%
of employees working under transactional leadership reported moderate to high
engagement, particularly in terms of vigor and dedication, but engagement levels
related to absorption were lower compared to those under transformational leaders.
The analysis showed that transactional leadership, while effective in meeting short-term
performance goals, has less influence on long-term employee engagement.

Laissez-faire leadership, which involves minimal involvement and a hands-off
approach, had the lowest impact on work engagement. Only 34% of employees under
laissez-faire leadership indicated high engagement levels, with most employees
reporting low engagement scores across all three dimensions. Employees working
under this style felt disconnected from their roles, lacking direction and clear
communication, which contributed to disengagement and frustration.

Further qualitative analysis from interviews with 25 HR managers and
organizational leaders revealed that transformational leadership creates a culture of
trust, growth, and empowerment, which are key elements in boosting employee
engagement. Leaders emphasized the importance of inspiring teams and encouraging
innovation, which leads to higher employee motivation and commitment. However,
transactional leaders expressed that their approach was more suitable for maintaining
operational efficiency, particularly in environments where clear performance metrics
are essential. Despite achieving goals, transactional leadership was less effective in
fostering deeper engagement or long-term commitment (Gibbons, S., & Kearney, E.,
2015).

In focus group discussions with 30 employees, those working under
transformational leaders consistently described positive work experiences, citing the
autonomy, recognition, and opportunities for growth that kept them motivated and
engaged. Employees in transactional environments felt more pressure to meet targets,
which, although effective for short-term performance, led to stress and burnout,
particularly when the focus remained on meeting quantitative goals rather than
fostering intrinsic motivation. Employees under laissez-faire leadership reported feeling
neglected, with many feeling isolated in their tasks without proper feedback or
direction.

Overall, the study highlights that leadership plays a critical role in influencing
work engagement. Transformational leadership is most effective in fostering high levels
of engagement, whereas transactional leadership is more suitable for achieving specific
objectives in structured environments. Laissez-faire leadership, however, should be
avoided as it leads to disengagement. Organizations aiming to enhance employee
engagement should invest in developing transformational leadership skills, which can
create a motivated, empowered, and committed workforce.



Discussion

The analysis of the findings reveals a clear and significant relationship between
leadership styles and employee work engagement. Transformational leadership
emerged as the most effective style in fostering high levels of engagement. Leaders
who inspire, motivate, and provide individual support tend to create an environment
where employees feel valued, empowered, and emotionally connected to their work.
This results in higher levels of vigor, dedication, and absorption in employees, which are
critical components of work engagement. Employees under transformational leaders
reported feeling more committed to their roles and more likely to go beyond basic
expectations. This highlights the importance of visionary and emotionally intelligent
leadership in driving sustained employee engagement, particularly in dynamic or
innovative sectors where motivation and creativity are essential.

On the other hand, transactional leadership, while effective in maintaining
performance standards and meeting short-term goals, showed a more limited impact
on work engagement. Although transactional leaders can ensure that employees meet
established objectives through rewards and penalties, the focus on extrinsic motivation
may fail to cultivate deeper emotional investment in the work. While employees under
transactional leadership reported moderate engagement in terms of vigor and
dedication, the lack of intrinsic motivation and personal growth opportunities often
resulted in lower levels of absorption. This suggests that while transactional leadership
may be suitable for environments where clear performance metrics and results are
paramount, it is less effective in promoting long-term engagement or fostering
employee development (Houghton, J. D., & Yoho, S. K., 2005).

Laissez-faire leadership, marked by a lack of direction and involvement from
leaders, was found to be detrimental to work engagement. Employees working under
laissez-faire leadership expressed feelings of disengagement, citing a lack of guidance,
feedback, and support from their leaders. This hands-off approach resulted in
confusion, lack of focus, and a sense of isolation among employees, which led to
decreased motivation and job satisfaction. The analysis indicates that laissez-faire
leadership should be avoided in environments where employee engagement and
productivity are key to organizational success.

Overall, the study reinforces the idea that leadership style directly influences
employee engagement. Transformational leadership stands out as the most effective
approach, with its ability to inspire and nurture employees’ intrinsic motivation. In
contrast, transactional leadership, while useful in achieving specific outcomes, does not
foster long-term engagement or employee satisfaction. The findings highlight the
critical need for organizations to develop leadership practices that promote trust,
recognition, and personal growth, which are essential for creating a highly engaged and
motivated workforce. As such, organizations should focus on investing in leadership
development programs that emphasize transformational leadership skills to ensure that



employees are not only meeting performance targets but are also emotionally invested
in their work and aligned with organizational goals.

CONCLUSION

In conclusion, this study highlights the critical role leadership styles play in
shaping employee work engagement. The findings demonstrate that transformational
leadership is the most effective approach in fostering high levels of engagement, as it
inspires, motivates, and empowers employees, leading to greater commitment, vigor,
and involvement in their work. This style promotes an environment of trust, personal
growth, and innovation, which are key drivers of sustained engagement and overall job
satisfaction. On the other hand, transactional leadership, while effective for achieving
short-term objectives and ensuring operational efficiency, has a more limited impact on
long-term engagement, as it primarily relies on extrinsic motivation through rewards
and penalties. Employees under transactional leadership may meet performance
expectations, but their emotional connection to the work remains lower, especially in
terms of absorption and creativity. The study also reveals that laissez-faire leadership,
characterized by a lack of direction and involvement, leads to disengagement and
diminished job satisfaction. Employees under this style feel neglected, disconnected,
and unsupported, which directly impacts their motivation and overall performance. As
such, laissez-faire leadership should be avoided in environments that prioritize
employee engagement and productivity. Ultimately, organizations seeking to enhance
employee engagement must prioritize the development of transformational leadership
practices. Leaders who focus on inspiring their teams, providing individualized support,
and fostering a sense of purpose are more likely to cultivate a motivated, committed,
and high-performing workforce. This study underscores the importance of aligning
leadership practices with employee engagement strategies to drive organizational
success and ensure sustainable growth.
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