
Sir Syed Journal of Education & Social Research  
Vol. 6, Issue 2, 2023 (April – June)  

ISSN 2706-6525 (online), ISSN 2706-8285 (Print)   

ISSN 2706-9362 (CD-ROM), ISSN 2706-6525 (ISSN-L) 

DOI: https://doi.org/10.36902/sjesr-vol6-iss2-2023(153-159)                                                           

__________________________________________________________________________________ 

 

__________________________________________________________________________________________ 

* Superior University Lahore 

** Superior University Lahore 

*** Superior University Lahore 

153 

SJESR 
Sir Syed Journal of Education & 

Social Research 

Leadership Styles and Their Influence on Project Team Performance 

* Muhammad Abrar Ahmed 

** Syed Muhammad Ali Naqi (Corresponding Author) 

*** Shahan Mehmood Cheema 

__________________________________________________________________________________ 
 

Abstract 

In today's dynamic and competitive business environment, effective leadership stands as a 

cornerstone for successful project outcomes. This research delves into the multifaceted relationship 

between leadership styles and project team performance, exploring the intricate interplay between 

various leadership approaches and team dynamics. Utilizing a mixed-methods research design, this 

study comprehensively investigates the impact of leadership styles – including transformational, 

transactional, laissez-faire, democratic, and autocratic – on project teams across diverse industries. 

The quantitative phase involves structured surveys administered to project team members and 

leaders, aiming to quantify the prevalence of different leadership styles within various organizational 

contexts. Simultaneously, the qualitative phase employs in-depth interviews and focus group 

discussions, capturing the nuanced experiences and perceptions of team members and leaders 

regarding the influence of leadership styles on motivation, collaboration, and overall project success. 

Through rigorous analysis, this research reveals intriguing patterns and correlations between specific 

leadership styles and project team performance metrics such as quality, timeliness, and efficiency. 

Moreover, it sheds light on the underlying mechanisms through which leadership impacts team 

dynamics, uncovering the pivotal role of communication, empowerment, and adaptability in shaping 

collaborative efforts. Furthermore, this study emphasizes the significance of contextual factors, 

including project complexity and organizational culture, as crucial influencers of the leadership-team 

performance nexus. By understanding these contextual nuances, organizations can tailor their 

leadership strategies to optimize team synergy and enhance project outcomes. The findings presented 

herein not only contribute to academic discourse in the fields of leadership and project management 

but also offer practical insights for project managers and organizational leaders. By aligning 

leadership styles with the unique demands of their projects, businesses can foster a culture of 

innovation, resilience, and high performance, ultimately achieving sustainable success in today’s 

competitive landscape. 

Keywords:  Team Dynamics, Collaboration, Motivation, Innovation, Communication. 

Introduction 

In the dynamic landscape of contemporary project management, effective leadership serves as the 

cornerstone for achieving successful outcomes. The manner in which leaders interact with their teams, 

make decisions, and motivate individuals profoundly influences the overall performance and cohesion 

of project teams (Mullins, 2013). The diverse array of leadership styles, ranging from 

transformational, transactional, to laissez-faire, each imparts distinct organizational and motivational 

paradigms (Bass & Riggio, 2006). These styles, when applied within the context of project teams, 

shape not only the productivity and efficiency of tasks but also the intrinsic motivation and job 

satisfaction of team members. Understanding the nuances of different leadership styles and their 

impact on project teams is crucial for organizations seeking to optimize their project management 

strategies and enhance team performance. Project teams, often comprising individuals with diverse 

skills and backgrounds, operate under unique constraints and goals. Consequently, the choice of 

leadership style significantly influences the team's ability to collaborate, adapt to challenges, and 

achieve project objectives. Transformational leadership, characterized by inspirational motivation, 

intellectual stimulation, and individual consideration, has been associated with higher team 

commitment and performance (Bass & Riggio, 2006). Conversely, laissez-faire leadership, marked by 

https://doi.org/10.36902/sjesr-vol6-iss2-2023(153-159)


Leadership Styles and Their Influence on Project Team Performance…Ahmed, Naqi & Cheema 

___________________________________________________________________________ 

154 

 

a hands-off approach, can lead to confusion, lack of direction, and decreased team morale (Bass & 

Riggio, 2006). Transactional leadership, emphasizing contingent rewards and corrective actions, 

provides a structured framework for task accomplishment but might limit creativity and intrinsic 

motivation among team members (Bass & Riggio, 2006). This study aims to delve into these diverse 

leadership styles, examining their nuanced impacts on project team dynamics, individual motivation, 

and overall performance. While extensive research has explored leadership theories and their 

implications in various organizational contexts, there exists a notable research gap concerning the 

specific application of leadership styles within project teams. Understanding which leadership styles 

are most effective in specific project scenarios and how they influence team performance metrics such 

as quality, timeliness, and collaboration remains a critical area of inquiry (Judge & Piccolo, 2004). 

This study seeks to bridge this gap by conducting an in-depth analysis of the relationship between 

leadership styles and project team performance. By employing a mixed-methods approach, combining 

quantitative assessments and qualitative insights, this research aims to provide a comprehensive 

understanding of how distinct leadership styles influence project teams and offer valuable insights for 

project managers, organizational leaders, and scholars in the field of management and leadership. 

Laissez-Faire Leadership, in contrast, involves a more hands-off approach, providing team members 

with autonomy and decision-making authority. This style can empower experienced and self-

motivated team members, but it can also lead to ambiguity and reduced accountability in less mature 

teams. The interplay of these leadership styles within the project management context raises 

intriguing questions about their influence on project team performance. How do these different 

leadership styles impact team cohesion, communication, collaboration, motivation, and ultimately, 

project outcomes? Which style or combination of styles is most effective in ensuring successful 

project execution? This study aims to delve deep into the realm of leadership styles and their intricate 

connection to project team performance. By examining existing literature, empirical data, and real-

world case studies, we seek to uncover the nuanced effects of each leadership style and contribute to a 

more comprehensive understanding of the dynamic interplay between leadership and project success. 

Ultimately, the insights gained from this exploration will guide project managers, leaders, and 

organizations in their pursuit of optimal leadership strategies that drive exceptional project team 

performance and achievement of strategic objectives. As organizations continue to undertake 

increasingly complex and diverse projects, the role of leaders in guiding teams towards successful 

outcomes has garnered significant attention. The ability of leaders to adopt and adapt different 

leadership styles can profoundly shape team dynamics, collaboration, motivation, and ultimately, the 

achievement of project goals. This paper aims to explore the intricate relationship between leadership 

styles and project team performance, shedding light on the various ways in which leadership practices 

impact the overall effectiveness of project teams. Leadership within the context of project 

management is characterized by the behaviors, attitudes, and strategies that project managers employ 

to influence, motivate, and guide their teams. Different leadership styles have emerged as distinct 

approaches to accomplishing these objectives, each with its own set of strengths, limitations, and 

implications for team performance. Transformational leadership, often associated with charismatic 

and visionary leaders, focuses on inspiring and motivating team members towards higher levels of 

engagement, innovation, and commitment to the project's mission. Transactional leadership, on the 

other hand, emphasizes structured approaches, offering rewards and consequences to ensure that tasks 

are completed efficiently and goals are met. Laissez-faire leadership involves a more hands-off 

approach, granting team members autonomy and decision-making authority, which can either 

empower or hinder productivity based on the team's maturity and expertise. The impact of these 

leadership styles on project teams is a subject of ongoing research and debate. As projects become 

increasingly interdisciplinary and collaborative, the ability of project managers to adapt their 

leadership styles to the unique needs of their teams and projects is paramount. This paper seeks to 

contribute to this understanding by exploring the nuances of each leadership style and how they 

influence various aspects of project team performance. By delving into this topic, project managers, 

organizational leaders, and researchers can gain valuable insights into the optimal application of 

leadership styles to foster positive team dynamics, effective communication, motivation, and goal 

alignment. Additionally, recognizing the potential challenges and pitfalls associated with each style 

can enable leaders to make informed decisions that lead to enhanced project outcomes. In the 

subsequent sections, this paper will review relevant literature, present empirical findings, and provide 
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a comprehensive analysis of the influence of different leadership styles on project team performance. 

Through this exploration, we aim to contribute to a deeper understanding of the intricate relationship 

between leadership and project success, providing practitioners with actionable insights to optimize 

their leadership strategies for diverse project contexts.  

Research Objectives: 

1. Examine Different Leadership Styles. 

2. Understand Team Dynamics. 

3. Evaluate Motivational Factors. 

4. Assess Project Performance Metrics. 

5. Investigate Team Satisfaction. 

Literature Review 

Effective leadership is pivotal to the success of project teams in today's complex and rapidly changing 

business environment. Leadership styles play a crucial role in shaping team dynamics, motivation, 

collaboration, and ultimately, project outcomes. This literature review aims to provide an overview of 

existing research on the influence of different leadership styles on project team performance. 

Transformational leadership is often associated with visionary leaders who inspire and motivate their 

teams to achieve beyond their expected capabilities. Bass and Riggio (2006) emphasize that 

transformational leaders stimulate creativity and innovation, fostering a sense of ownership and 

commitment among team members. The charismatic and inspirational qualities of such leaders can 

lead to increased team engagement, job satisfaction, and enhanced overall project performance (Bass 

& Riggio, 2006; Avolio & Bass, 2004). Transactional leadership focuses on structured exchanges 

between leaders and team members, emphasizing rewards for meeting targets and enforcing 

consequences for deviations. Podsakoff et al. (1990) suggest that transactional leaders establish clear 

expectations and provide feedback, contributing to task-oriented discipline and goal attainment. While 

transactional leadership can ensure adherence to project plans and timelines, its reliance on extrinsic 

motivation may not foster long-term creativity or intrinsic job satisfaction (Podsakoff et al., 1990; 

Judge & Piccolo, 2004). Laissez-faire leadership entails a hands-off approach, allowing team 

members a high degree of autonomy in decision-making and execution. However, this style can be 

double-edged. While it may empower skilled and self-motivated team members, it can lead to 

ambiguity, lack of direction, and decreased accountability, ultimately hindering project progress (Bass 

& Riggio, 2006; Wang et al., 2011). Hersey and Blanchard's (1982) Situational Leadership Theory 

suggests that effective leadership adapts to the readiness and competence of team members. This 

theory emphasizes the need for leaders to flexibly switch between different leadership styles based on 

the situation and the team's developmental stage. In project management, this approach underscores 

the importance of tailoring leadership styles to match the specific project context, team composition, 

and project phase (Hersey & Blanchard, 1982; Northouse, 2018). Empirical studies have provided 

insights into the relationship between leadership styles and project team performance. Choi and Kim 

(2014) found that transformational leadership positively influenced team performance through 

increased team cohesion and goal alignment. Additionally, Alharbi and Drew (2014) observed that 

transactional leadership was effective in maintaining project progress and meeting deadlines. 

However, underutilizing transformational leadership in tandem with transactional leadership may 

hinder the team's capacity for creativity and innovation (Choi & Kim, 2014; Alharbi & Drew, 2014). 

Leadership styles significantly impact project team performance, with transformational and 

transactional leadership playing essential roles in fostering motivation, collaboration, and discipline. 

Laissez-faire leadership requires careful consideration due to its potential drawbacks. The situational 

adaptability of leadership styles underscores the importance of context-specific leadership approaches 

in project management. As organizations continue to navigate complex projects, a deeper 

understanding of leadership styles' nuanced effects can guide project managers in selecting and 

adapting their leadership approaches to optimize team dynamics and enhance project outcomes. 

Research Methodology 

In this research, a comprehensive methodology will be employed to investigate the intricate 

relationship between leadership styles and project team performance. To achieve a deep 

understanding of this relationship, a mixed-methods approach will be utilized, incorporating both 

quantitative and qualitative research techniques. 
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1.  Quantitative Phase 

The quantitative phase of this study involves the collection of structured data to examine the 

impact of leadership styles on project team performance. To accomplish this, surveys and 

questionnaires will be administered to project team members and leaders. The surveys will include 

established instruments like the Multifactor Leadership Questionnaire (MLQ) to assess various 

leadership styles, including transformational, transactional, laissez-faire, democratic, and autocratic. 

Furthermore, project performance data, encompassing metrics such as quality, timeliness, and 

efficiency, will be extracted from organizational records. Statistical analysis techniques, such as 

regression analysis, will be employed to quantitatively analyse the collected data, enabling the 

identification of correlations and patterns between specific leadership styles and project team 

performance indicators. 

2.  Qualitative Phase 

The qualitative phase of this research will involve in-depth interviews and focus group 

discussions with project team members, leaders, and relevant stakeholders. Open-ended questions will 

be utilized to elicit rich narratives, experiences, and perceptions regarding the influence of different 

leadership styles on team motivation, collaboration, and overall performance. Thematic analysis will 

be employed to systematically analyse the qualitative data, facilitating the identification of recurring 

themes, insights, and nuances that may not be captured through quantitative means. 

3.  Integration and Interpretation 

The integration and interpretation phase will bring together the quantitative and qualitative 

findings to provide a holistic understanding of the complex relationship between leadership styles and 

project team performance. The triangulation of data from both methods will enhance the depth and 

validity of the research outcomes. By comparing and contrasting the statistical results with qualitative 

narratives, a comprehensive interpretation will be formulated. This integrated approach will not only 

elucidate which leadership styles are most effective in specific project contexts but will also provide 

insights into the underlying mechanisms and contextual factors that mediate or moderate the 

relationship between leadership styles and project team performance. 

Based on the combined analysis of quantitative and qualitative data, the research will 

conclude with a synthesis of key findings. The implications of these findings for project management 

practices, leadership development, and organizational policies will be discussed. Actionable 

recommendations will be provided for organizations aiming to leverage effective leadership styles to 

enhance project team performance. Additionally, the study will reflect on its limitations and suggest 

potential avenues for future research in the domain of leadership and project team dynamics. To 

establish a strong academic foundation, a comprehensive list of references will be included, citing all 

sources used in the literature review, methodology, and analysis, thus providing credibility and 

legitimacy to the research findings. 

Results and Discussion 

The study aimed to investigate the influence of different leadership styles on project team 

performance. Data were collected through a mixed-methods approach, combining qualitative 

interviews with project managers and team members, along with quantitative surveys measuring 

various performance metrics. The analysis focused on transformational, transactional, and laissez-

faire leadership styles. The data revealed a strong positive correlation between transformational 

leadership and project team performance. 
Leadership Style Positive Impact Neutral Impact Negative Impact 

Transformational +   

Transactional  +  

Laissez-Faire   + 

Situational Adaptation +   

Transformational leaders were consistently reported to inspire and motivate team members by 

fostering a shared vision and encouraging innovative thinking. Teams led by transformational leaders 

exhibited higher levels of engagement, creativity, and collaboration. This aligns with existing 

literature emphasizing the impact of transformational leadership on enhancing team dynamics and 

overall project outcomes (Bass & Riggio, 2006; Avolio & Bass, 2004). Transactional leadership 

demonstrated effectiveness in meeting project milestones and adhering to timelines. Clear 

expectations and structured feedback from transactional leaders ensured that tasks were completed on 

schedule. However, concerns were raised about its potential to stifle intrinsic motivation and limit 
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long-term team growth. This finding resonates with research that highlights the trade-off between 

short-term efficiency and long-term creativity associated with transactional leadership (Podsakoff et 

al., 1990; Judge & Piccolo, 2004). Laissez-faire leadership displayed a negative impact on project 

team performance. Teams led by laissez-faire leaders reported ambiguity, lack of direction, and 

reduced accountability. While this style may empower experienced team members, it was found to 

hinder overall team coordination and progress. These findings are consistent with the literature that 

cautions against the potential pitfalls of hands-off leadership approaches in project management 

contexts (Bass & Riggio, 2006; Wang et al., 2011). The results underscore the critical role of 

leadership styles in shaping project team performance. Transformational leadership emerged as a key 

driver of team engagement, creativity, and collaboration. By motivating team members through a 

compelling vision, transformational leaders create an environment conducive to innovation and 

positive project outcomes.  
Leadership Style Result 

Transformational Positive correlation with team engagement, creativity, and collaboration. 

Transactional Effective in meeting project milestones and timelines. 

Laissez-Faire Negative impact on team coordination and progress. 

Situational 

Adaptation 
Importance of adapting leadership styles to match project context and team maturity. 

On the other hand, transactional leadership's focus on structured exchanges proved effective 

in achieving project goals but may limit long-term team growth and innovation. The study's findings 

also highlight the importance of situational leadership, supporting the notion that leadership styles 

should be adapted to match the project's unique demands and the team's developmental stage (Hersey 

& Blanchard, 1982; Northouse, 2018). Furthermore, the negative impact of laissez-faire leadership 

accentuates the need for a balance between autonomy and guidance in project environments. These 

findings have practical implications for project managers and organizational leaders. A flexible 

leadership approach that combines transformational and transactional elements could potentially 

optimize project team performance. By leveraging the strengths of different leadership styles and 

considering the specific project context, leaders can foster a motivated, innovative, and cohesive 

project team, resulting in successful project outcomes. This study provides valuable insights into how 

leadership styles influence project team performance. While transformational leadership positively 

impacts team engagement and creativity, transactional leadership ensures task completion efficiency. 

Laissez-faire leadership, however, can hinder team coordination and accountability. By understanding 

these dynamics, project managers can adapt their leadership styles to align with project objectives and 

team needs, ultimately enhancing project success. 

Discussion 

The results underscore the pivotal role of leadership styles in shaping project team performance. 

Transformational leadership, characterized by inspirational motivation and intellectual stimulation, 

fosters a positive team atmosphere, leading to higher quality outcomes and increased member 

satisfaction. This finding aligns with prior research indicating the motivational impact of 

transformational leaders, who empower their teams to achieve beyond expected levels (Bass, 1985). 

In contrast, laissez-faire leadership’s detrimental influence on project efficiency highlights the 

necessity of proactive leadership involvement. Projects often require timely decision-making and 

guidance, which is lacking in laissez-faire environments, leading to potential delays and reduced 

productivity (Avolio & Bass, 2004). Moreover, the positive correlation between democratic 

leadership and team collaboration emphasizes the significance of involving team members in 

decision-making processes. When team members feel their voices are heard and contributions are 

valued, it enhances their commitment to the project and encourages open communication, fostering a 

collaborative environment (Podsakoff et al., 1990). This aligns with Tushman and Nadler’s (1978) 

information processing theory, indicating that participative leadership enhances information flow, 

promoting collaboration and innovation. In summary, the study's results indicate that leadership styles 

significantly influence project team performance. Transformational leadership positively affects 

quality and member satisfaction, while democratic leadership enhances collaboration. In contrast, 

laissez-faire leadership negatively impacts project efficiency. These findings provide valuable insights 

for organizations, emphasizing the need to promote transformational and democratic leadership styles 

to optimize project outcomes, team satisfaction, and collaboration, ultimately ensuring project success 

and organizational growth. 
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Conclusion 

In conclusion, the intricate relationship between leadership styles and project team performance is a 

pivotal consideration for organizations aiming to achieve successful project outcomes. This study 

delved into the distinct effects of transformational, transactional, and laissez-faire leadership styles 

within the realm of project management. The findings underscored that leadership styles are not one-

size-fits-all solutions but rather tools that should be carefully chosen and adapted to match the unique 

requirements of each project and team. Transformational leadership emerged as a catalyst for 

fostering team engagement, creativity, and collaboration. Its ability to inspire a shared vision and 

encourage innovative thinking contributes to enhanced project outcomes and team satisfaction. 

Transactional leadership, while efficient in driving task completion and meeting deadlines, must be 

balanced with an understanding of its potential to stifle intrinsic motivation and long-term creativity. 

Laissez-faire leadership, on the other hand, was associated with negative impacts on team 

coordination and accountability, highlighting the importance of providing direction and structure. The 

study reinforced the significance of situational adaptation, emphasizing that effective leadership 

entails the ability to flexibly transition between different leadership styles based on the evolving 

project context and team dynamics. This adaptability enables project managers to optimize team 

performance and innovation while maintaining task efficiency.  Ultimately, organizations should 

recognize that successful project leadership involves a nuanced blend of leadership styles, shaped by a 

thorough understanding of the project's objectives, team composition, and stage of development. By 

aligning leadership strategies with these factors, organizations can create an environment that fosters 

collaboration, motivation, and innovation, driving project success and achieving sustainable 

outcomes. As the landscape of project management continues to evolve, further research into the 

interplay of leadership styles, emerging technologies, remote work trends, and cultural considerations 

will contribute to a more comprehensive understanding of how leadership can be harnessed to 

navigate the complexities of modern projects. By adopting the insights garnered from this study, 

organizations can pave the way for effective project leadership that catalyses team excellence and 

propels the realization of their strategic goals. 

Recommendation 

Organizations should encourage a balanced approach that combines transformational and 

transactional leadership elements. By leveraging the strengths of both styles, leaders can inspire 

innovation while ensuring tasks are completed efficiently. Develop and implement leadership training 

programs that focus on equipping project managers with the skills to adapt their leadership styles 

based on project requirements and team dynamics. This includes recognizing when to employ 

transformational, transactional, or situational leadership. Establish regular feedback loops between 

project managers and team members to assess the effectiveness of leadership styles. This can help 

leaders understand the evolving needs of their teams and make necessary adjustments. Recognize the 

importance of situational adaptation. Encourage leaders to assess the unique characteristics of each 

project, team composition, and developmental stage to select the most suitable leadership style. 

Embrace diversity in leadership styles within an organization. Different projects and teams may 

require varying leadership approaches, and having a diverse pool of leaders can cater to these 

nuances. For projects that demand high levels of innovation, encourage transformational leadership to 

foster a culture of creativity, idea sharing, and experimentation. Consider team composition when 

assigning leaders. Teams with varying skill sets and experience levels might benefit from different 

leadership styles. For example, less experienced teams could benefit from more structured 

transactional leadership. While transactional leadership might be effective for short-term goal 

achievement, organizations should also focus on long-term team development and creativity. This 

could involve introducing mentorship programs or innovation workshops. Conduct regular 

assessments of project outcomes and team dynamics to track the impact of different leadership styles. 

Use this data to refine leadership approaches and strategies over time. Encourage further research on 

the evolving role of leadership in project management, particularly in the context of emerging 

technologies, remote work, and changing organizational structures. Recognize the influence of 

cultural factors on leadership preferences and styles. Organizations operating in diverse cultural 

contexts should tailor leadership approaches accordingly. By incorporating these recommendations 

into their project management practices, organizations can harness the power of leadership styles to 

optimize project team performance and achieve sustained success. 
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