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This study measures the relationship between people-based leadership and
motivation to perform using self-report questionnaires collected from the staff
at a government research university in Peninsular Malaysia. The results of
stepwise regression analysis confirm that participative and consultative styles
were significantly correlated with motivation to perform a job. This result
demonstrates that the ability of leaders to appropriately implement
participative and consultative styles in performing daily job operations have
increased employees’ motivation to perform a job in the studied organization.
Additionally, this study offers discussion, implications, and conclusions.
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Introduction
People based leadership (PBLP) is a person centred where leaders will form mutual respect,
trust and confidence with followers, as well as motivate and inspire followers to accomplish
their organizational strategic business vision and missions (Robbins & Judge, 2013).
According to many scholars such as Amabile et al. (2004), Yukl (2005), and Jong and Hartog
(2007) said that PBLP consists of two major features: participative and consultative styles.
Participative style (PARTS) is broadly defined as the willingness of leaders to closely work
with their followers and involve them in making decisions to achieve daily work objectives.
For example, many leaders usually practice participative style through general consultation,
empowerment, joint decision-making and power sharing in performing daily job (Jong &
Hartog, 2007; Yukl, 2005). On the contrary, consultative style (CONSS) is often defined as
the readiness of leaders to request brilliant opinions and ideas from their followers in achieving
work objectives. For example, most leaders often practice consultative style through
appreciation of followers’ opinions and ideas in setting goals and assigning daily tasks (Berson
& Avolio, 2004; Jong & Hartog, 2007).
A review of the present literature pertaining to workplace leadership mostly published in the
21st century reveals that the capability of leaders to properly implement PARTS and CONSS
in planning and administering daily job functions may have a significant impact on personal
outcomes, especially motivation to perform job. Findings by Monika Rolkováa (2015)
demonstrated that empowerment of employees is not on high level and the companies should
consider including employee empowerment techniques as components of management
development programs. Study by Clement Bell (2014) showed that participative and directive
leadership have positive and significant impact on organisational culture. However, directive
leadership has negative and insignificant impact on adaptability. The results also indicated that
participative and directive leadership combined have no additive impact on organisational
culture.
In an organizational behaviour perspective, motivation to perform job (MTJOB) is often
defined as the reason people want to work and to be successful. Motivation in work setting
may be driven not only by internal rewards and also external rewards (Milkovich et al., 2014;
Murphy, 2015.
Within an organizational leadership model, many scholars concur that PARTS, CONSS and
MTJOB have different meanings, but highly interrelated constructs. For example, leaders who
have the capabilities to properly implement participative and consultative styles in handling
daily job functions may lead to an enhanced job satisfaction (Yiing & Ahmad, 2009; Ismail,
Zainuddin & Ibrahim, 2010; Ismail et al., 2010; Gharibvand et al., 2013), and organizational
commitment (Hulpia et al., 2009; Tabbodi, 2009; Yousef, 2000; Ismail et al., 2010). Although
this relationship has extensively been studied, the predicting role of PBLP is given less
emphasized in the leadership behavior research literature (Brown, 2003; Tabbodi, 2009; Hulpia
et al., 2009; Yousef, 2000; Nguni et al., 2006). Therefore, this situation inspires the researchers
to fill in the gap of literature by examining the effect of PBLP on MTJOB. Specifically, this
study intends to answer two major objectives: first, to investigate the relationship between
PART and MTJOB. Second, to examine the relationship between CONSS and MTJOB.
Problem Statement
There are various dimensions of research to associate factors that influence job performance
with decision making style have been conducted for example by Ismail Hussein Amaza &
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Abdul Rahman Idrisa (2011), Sai Mei Ling (2014) has conducted a research to study the
relationship between job control, social support and job performance, Mahiswaran (2016) has
conducted a study on working environment, motivation and job performance. Other researchers
such as Sara Ghafari (2017) has done a study on relationship between job performance and
responsibility and whilst Lai Chee Yee (2018) made a research on job satisfaction and job
performance. However, leadership factors have not been focused on by those past studies.
Therefore, it is important that this study will focus on the relationship between leadership style
and its contribution to motivating employees in performing their job.
The relationship between PBLP and personal outcomes is consistent with the notion of
leadership theory. For example, path-goal theory (House, 1971, 1996; House & Mitchell, 1974)
explains that the ability of leaders to clarify the right path will guide followers to achieve their
goals (House, 1971, 1996; House & Mitchell, 1974). On the contrary, leader member exchange
theory (Dienesch & Liden, 1986; Gomez & Rosen, 2001) suggests that relationship quality
between leaders and followers may induce positive follower behaviour. Application of these
theories in an organizational leadership shows that the notion of path-goal and quality of the
relationship is often translated as participative and consultative styles. The notion of these
theories has gained strong support from PBLP research literature. Several recent studies were
conducted using a direct effects model to examine PBLP in diverse organizational settings,
such as 1440 employees in variety of organizations (Ocholi, 2005), 283 individuals from broad
cross-section of job types in several industries in US (Picollo & Colquitt, 2006), and 100
employees in one city based local authority in Sarawak, Malaysia (Ismail, Yahya, Hamid &
Ting, 2009). These surveys showed that the ability of leaders to appropriately practice
participative and consultative styles in executing daily work has been a major determinant of
motivation to perform job in the organizations studied (Ocholi, 2005; Picollo & Colquitt, 2006;
Ismail, Yahya, Hamid & Ting, 2009). Thus, it can be hypothesized that:
H1: There is a positive relationship between participative style and motivation to perform job.
H2: There is a positive relationship between consultative style and motivation to perform job.
Methodology
A cross-sectional research design was employed because it allowed the researcher to combine
the leadership research literature and the actual survey as the main procedure to collect data for
this research. Utilizing this procedure may assist the researcher to collect precise data,
minimize bias and enhance the quality of data being collected (Cresswell, 1998; Sekaran,
2000). This study was conducted at a Malaysian public research university in Peninsular
Malaysia. At the early stage of this study, the survey questionnaire was constructed based on
the PBLP literature. After that, a back to back translation technique was employed to translate
the content of survey questionnaire into Malay and English languages in order to enhance the
validity and reliability of research findings (Hulland, 1999; Sekaran, 2000).
The survey questionnaire has three major sections. Firstly, PARTS had six items adapted from
participative leadership behaviour literature (Jong & Hartog, 2007; Likert, 1967; Yukl, 2005;
Yousef, 2000). Secondly, CONSS had five items adapted from consultative leadership
behaviour literature (Bennis, 1985; Jong & Hartog, 2007; Likert, 1967; Yousef, 2000). Thirdly,
MTJOB had fourteen items adapted from motivation to perform literature. All these items were
assessed using a 7-item scale ranging from “strongly disagree/dissatisfied” (1) to “strongly
agree/satisfied” (7). Demographic variables were used as controlling variables because this
research emphasized on employee attitudes.
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A purposive sampling plan was used to distribute 200 survey questionnaires to employees in
the organization. Of the total number, 130 (65 percent) usable survey questionnaires were
returned to the researchers. Participants of this study answered the questionnaires based on
their consents and a voluntary basis. Further, the Statistical Package for Social Science
(SPSS/PC+ version 23.0) was used to analyse the survey questionnaire data and test the
research hypotheses.
Findings
Most respondents were female (58 percent), age from 25 to 34 years old (55 percent), married
employees (69 percent), held Malaysian Certificate of Education (37 percent), supporting staff
(82 percent), working experiences from 6 to 10 years (29 percent), and monthly salary between
Malaysia Ringgit, RM1000 to RM2499 (53 percent).
The factor analysis with varimax rotation and Kaiser-Mayer-Olkin test were done for 25 items,
which represent four variables: PARTS, CONSS and MTJOB. The results of these tests showed
that: first, all research variables exceeded the acceptable standard of Kaiser-Meyer-Olkin’s
value of 0.6, and all research variables were significant in Bartlett’s test of sphericity. These
results indicated that all variables met the acceptable measures of sampling adequacy. Second,
the items for each research variable exceeded factor loadings of 0.40, and all research variables
had eigenvalues larger than 1, indicating that the items which represent the variables and the
variables met the acceptable measures of validity analysis (Hair, Anderson, Tatham & Black,
1998). Further, all research variables exceeded the acceptable standard of reliability analysis
of 0.70, indicating that the variables had high internal consistency (Nunally & Bernstein, 1994).
These results indicated that the measurement scale met the acceptable standard of validity and
reliability analyses.
The variables had mean values are between 5.3 and 6.0, signifying that the level of PARTS,
CONSS and MTJOB were ranging from high (4) to highest level (7). While, the correlation
coefficients for the relationship between the independent variable (i.e., PARTS and CONSS)
and the dependent variable (i.e., MTJOB) were less than 0.90, indicating the data were not
affected by serious collinearity problem (Hair et al., 1998). Further, the reliability values for
all variables were 1, indicating the variables met the standard of reliability analysis (Hair et al.,
1998).
Table 1 shows that the inclusion of PARTS and CONSS in the analysis had explained 59
percent in the variance of MTJOB. This result indicates that it provides strong support for the
model (Cohen, 1988). Further, the results of testing the hypotheses displayed that PARTS and
CONSS were found to be significant predictors of MTJOB (ß=.42, p<0.001; ß=.49, p<0.001,
respectively), therefore H1 and H2 were supported. This result confirms that PARTS and
CONSS act as an important predictor of MTJOB in the organizational sample.
Table 1: Results of Testing H1 and H2
Variables

Dependent Variable
(MTJOB)

Independent Variables
PARTS
CONSS
R Square

0.42***
0.49***
0.59
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Adjust R Square
R Square change
F
F Change R Square

0.29
0.28***
6.92***
25.49***

Note: Significant at **<0.01, ***p<0.001
Discussion and Implication
This study shows that PBLP and CONSS act as an important predictor of personal outcomes.
In the context of the study, leaders have used people-based leadership to manage followers in
order to accomplish strategic business vision and missions as outlined by their stakeholders.
Majority participants view that the levels of PARTS, CONSS and MTJOB are high. This
situation explains that leaders have sufficient capabilities to carry out PBLP and CONSS in
executing daily job and this may lead to higher MTJOB in the organization.
This study provides three major implications: theoretical contribution, robustness of research
methodology, and contribution to practitioners. In terms of theoretical contribution, this study
reveals that ability of leaders to appropriately implement PBLP and CONSS in performing day
to day job operation may lead to greater JOBS and ORGC in the organization. This result is
consistent with studies done by Yousef (2000), Yiing and Ahmad (2009), Tabbodi (2009), and
Ismail, Zainuddin and Ibrahim (2010).
With respect to the robustness of research methodology, the survey questionnaire data have
met the acceptable standards of validity and reliability analyses, this may lead to produced
accurate and reliable findings. Regarding to practical contribution, the findings of this study
can be used as guidelines by practitioners to improve the leadership behaviour in organizations.
In order to perform this objective, top management should pay more attention of the following
aspects: first, promotion criteria for management positions should be revised in order to
recognize employees who have good academic qualifications, management skills, service
records, proactive personalities and good moral values. Second, performance pay rises for
excellent management employees should be upgraded in order to appreciate their efforts in
developing and facilitating followers to achieve key performance indicators. Third, leadership
development program curriculum should be updated according to current organizational
transformation strategies and goals. For example, the content of development program should
focus on equipping leaders with necessary knowledge, up to date skills, latest cognitive and
emotional abilities, positive attitudes and other capabilities needed in present organizations.
Hence, interactive development methods, such as team building, soft skills and case studies
should be well organized to enable leaders mastering the learning content and apply it to solve
problems in the real workplace. Four, the type, level and/or amount of reward should be
increased in order to help employees fulfil basic necessities and decrease their financial
burdens. If these suggestions are paid more attention this may motivate followers to support
the organizational strategy and goals.
Conclusion
This study shows that PARTS and CONSS are important determinant of MTJOB in the
organizational sample. This finding also has supported and broadened previous studies mostly
published in Western countries. Therefore, the current research and practice in workplace
leadership need to consider PARTS and CONSS as crucial elements of PBLP domain. The
results of this study further suggest that the capability of leaders to appropriately implement
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people-based leadership in performing daily job may strongly enhance positive employee
outcomes (e.g., satisfaction, commitment, ethics and trust). Thus, these positive outcomes may
lead to maintaining and enhancing the organizational performance in an era of globalization.
The above conclusion should cautious with several limitations of this study. First, a crosssectional research design used in this study has not explained detail causal relationships
amongst sub-samples within the sample of this study. Second, potential respondent
characteristics are included in testing the relationship between the independent variable and the
dependent variable. Third, this study has not assessed the relationship between dimensions for
the independent variable and the dependent variable. Four, response bias cannot be avoided
because the participants’ answers are often affected by their personal judgements and emotions.
Finally, survey questionnaire data taken from a purposive sampling plan are only able to
represent general perceptions of certain participant characteristics in the organization. These
limitations may decrease the ability to generalize the results of this study to other organizational
backgrounds.
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