
 
 
 
 
 

Journal of Business and Tourism  Volume 06 Number 02 

  July – December, 2020 

Shah  49 ISSN: 2520 - 0739 

 

Integrating HRM and Leadership: A Proposed Framework for 

Effective Leadership in Contemporary Organization 

Muzammel Shah 

Assistant Professor, School of Management (AUSOM) 

Air University, Islamabad 

 Muzammel.shah@mail.au.edu.pk   

 

Abstract 

Despite the bulk of studies in the domain of leadership, there is still a dearth of agreement 

over what makes leaders effective. The objective of the present study is to address this gap by 

devising a model for leadership effectiveness in light of previous studies. The basic premise of 

the framework presented in this study is the same as Contingency leadership theory (Fiedler, 

1964; 1967).  To be successful, managers need to implement different leadership styles in 

different situations and that a particular leadership style would be most effective in specific 

circumstances. It is proposed that managers need to implement transactional or 

transformational leadership style and adopt associated HRM practices depending upon the 

level of LMX relationship which might lead to effective leadership in an organization. 

Effective people management requires that HR practices should be applied by a manager with 

a matching and consistent leadership style. Leadership effectiveness is enhanced if a manager 

uses a leadership style with supportive HR practices that best matches a particular group of 

subordinates. Moreover; uncovering the underlying relationship between HRM and 

leadership will help refine current methodological approaches in this area, guiding 

theoretical improvement and policy development related to HRM and leadership.  
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Introduction 

Leadership is an important determinant of organizational effectiveness. Effective leadership 

adds toimportant job outcomes (Ahmad &Saidalavi, 2019; Chang, Son & Pak, 2020; Dabke, 

2016;De Cristofaro et al., 2020; Gilbert et al., 2015; Patel, Salih& Hamlin, 2019; Reave, 

2005). It influences individuals, groups, and organizations so they perform beyond their 

minimum requirements. Like other organizational behavior areas, leadership has been 

researched a lot. The purpose of these mainstream studies was to answer the question: what 

makes an effective leader? Leadership theories have been presented to distinguishagood 

leader from a non-leader (Robbins, 1999). Initial leadership studies in the 1920s and 1930s 

proposedparticular traits to be associated with effective leadership. In due course, researchers 

realized that traits alone were not enough to describe an effective leader. Behavioral theories 

were offered which focused onstable practices and behaviors of effective leaders (Yukl, 

1971).At that juncture, situational leadership studies (Fiedler,1964; 1967; 1978; Hersey & 

Blanchard, 1969) claimed that a good match between situational favorableness and leadership 

styles lead to leadership effectiveness. Greenleaf (1977) considered servant leadership as an 

appropriate leadership style whose motive is to serve others. Some studies found 

transformational leadership to be significantly related to leadership effectiveness (Breevaart& 
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Zacher, 2019;van Knippenberg & Hogg, 2003). Dabke (2016) argued that a leader’s 

effectiveness is not merely dependent on a leader’s understanding but in fact, it is linked to 

the follower's perception of their leader. Despite the bulk of studies in the domain of 

leadership (Ahmad &Saidalavi, 2019; Dabke, 2016;De Cristofaro et al., 2020; Patel, Salih& 

Hamlin, 2019; Vilkinas, Murray & Chua, 2019) there is still a dearth of agreement over what 

makes a leader effective. Moreover, the existing models were presented on the assumption 

that organizations are stable entities. However, the majority of contemporary organizations 

operate in a turbulent environment and adapt to continuous changes. Specifically, the majority 

of organizations are project-based which employ cross-functional teams. To the best of 

scholarly knowledge, no study to date has presented a model or a conceptual framework that 

captures effective leadership in terms of contemporary organizations. The main objective of 

thepresent study is to tackle this gap by devising a framework for effective leadership in 

contemporary project-based organizations. 

Further,Leroy et al., (2018) arguedthat in the previous two decades, scholars have 

focused on the significance of benefiting from human resources, emphasizing two well-

established fields of inquiry: HRM and leadership. HRM and leadership contribute to a 

mutual goal of effectively managing people in an organization. HRM uses practices and 

systems in an organization to affect employees on a system level while leadership motivates 

individuals and operates on a personal or group basis. The focus of leadership is individual 

and interpersonal dynamics i.e. how employees affect each other in goal achievement 

(Northhouse, 2018) whereas HRM acts more via processes and practices. Collectively, HRM 

and leadership are associated with people management.  

Although numerous studies exist on the interaction of HRM and leadership (Alfes et 

al. 2013; Gilbert et al. 2015; Den Hartoget al. 2013; Leroy et al., 2018; Lievens, 2015; Shah, 

2019; Stein & Min, 2019; Townsend et al. 2011; Whittaker, 2009; Chuang, Jackson, & 

Jiang, 2016; Han et al., 2018; Jiang, Chuang, &Chiao, 2015; Kepes&Delery, 2007; 

McClean& Collins, 2019; Yin et al., 2017) however, the previous studies ignored the 

influence of leader-member exchange (LMX) relationship on the interaction of HRM 

practices and leadership styles in an organization. Keeping in view the complexities of 

industry 4.0, performance in a global marketplace requires different people management 

models. Due to the fact corporations are considering flexible individuals, adapt to diverse 

cultures, and master the complexity of the global marketplace. Moreover, otherresearches 

(such as Chadwick, 2010; Kepes&Delery, 2007) recommended future studies on this subject 

to discover the possible link between HRM practices and leadership (Leroy et al., 2018). Such 

scholars stressed to explore the interaction of HRM practices with important organizational 

factors that can improve employee performance. Den Hartog and Boon (2013) suggested that 

there might be a certain linkage between specific leadership styles and particular HRM 

practices. Yin et al., (2017) suggested exploring the link between leadership behavior and 

specific HRM practices to develop an integrative framework and to find the boundary 

situations in influencing the relationship. McClean and Collins (2019) indicated the need to 

explore the link between HRM and other internal business resources to understand its effect 

on organizational outcomes. Hence, the present study attempts to integrate HRM and 

leadership style to propose an effectiveleadership model for the contemporary organization. 

Literature Review 

Elements of Effective Leadership in Contemporary Organization 

Leadership isthe process of leading a group and influencing that group to achieve its 

goals(Robbins & Coulter, 2012).The basic premise of this study is the same as Fiedler’s 

(1964; 1967) Contingency leadership model. The contingency leadership model (Fiedler, 

1964;1967) suggested that a single leadership style is not useful in all situations, and to be 

https://onlinelibrary.wiley.com/doi/full/10.1002/hrm.21945#hrm21945-bib-0020
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successful, managers need to adopt different leadership styles. The present study also 

considers the existence of social relationships (LMX) in an organization. The current study 

recommends two leadership styles i.e. transactional and transformational 

leadership.Transactional leadership arises from the give-and-takerelationship between leader 

and follower (Bass& Bass, 1985; Burns, 1978). Followers’ performance is rewarded with 

certain valued outcomes suchas salaries, recognition, etc(Dubrin, 2008; Den Hartog, 

Muijen&Koopman, 1997). The four elements of transactional leadership included contingent 

reward, management by exception (passive), management by exception (active),and laissez-

faire (Bass & Avolio, 1994). 

Transformational leadership (Bass& Bass, 1985; Burns, 1978; Warrilow, 2012) 

comprised four elements namely idealized influence or charisma, inspirational motivation, 

intellectual stimulation, and individualized consideration. The extent to which a leader states 

their standards, ideas, and rules in such a way that is influencing and has a profound effect on 

followers is termed as an idealized influence. The degree to which a leader is visionary and 

uses appropriatesigns to help and cooperate with group members is called inspirational 

motivation. The degree to which leaders motivate group members to be creative in viewing 

traditional difficulties in novel techniques is called intellectual stimulation. Assigning 

autonomy in jobs and considering the welfare and engagement of group members in an 

organization is termed as individualized consideration.  

Leadership is a social process and is not confined to just the traits and abilities of 

leader (Day & Haipin, 2001). Social relationships play a prominent role in organizations. 

Management have a tendency to build close social relationship or exchanges with few 

organizational members due to scarcity of resources. Leaders placed specific HR tools, 

especially in terms of development for a core group of employees. Such social exchange 

developed and gave rise to leader-member relationship (LMX). Leader-member 

exchange(LMX) develops through a two-stage process (Ashkanasy& O’Connor, 1997; 

Dansereau, Graen &Haga, 1975; Graen, 1976). First, leaders and followers develop an initial 

impression of each other based on demographic and individual features. Next, the leader 

evaluates thefollower’s job performance. Based on this evaluation, the leader determines the 

quality of the exchange is developed with the follower.  

Human resource management focuses on how to acquire, train, motivate and retain 

employees" (Decenzo, Robbins & Verhulst, 2005). Moreover, the basic aim of HRM is the 

availability of the right kind of talent and meeting employee expectations to accomplish 

organizational goals. The utmost responsibility of the HR department is to assure an ample 

supply of managerial leadership at different organizational levels. The demands for 

managerial talent in a rapidly changing environment is driving HR function to look at several 

means to develop management competencies. The utmost responsibility of the HR department 

is to assure an ample supply of managerial leadership at different organizational levels. To do 

so, the organization focused on the implementation of HR practices which have increased 

managerial responsibilities (Holt Larsen & Brewster, 2003). Companies place increased 

emphasis upon line managers due to their leadership styles regarding HRM practices 

implementation (McGovern, et al., 1997; Snape& Redman, 2010).  Den Hartog et al., (2013) 

and several other researchers (Bredin&Soderlund, 2007; Kuvaas&Dysvik, 2010) argued that 

line managers largely influenced HRM-performance relationship and that their conduct 

should be part of any underlying chain that measure and describe this relationship (Purcell & 

Hutchinson, 2007). Batt (2002) and numerous other scholars (Frank, Finnegan, & Taylor, 

2004) advocated the interaction of HRM and perceived line manager behavior. Den Hartog 

and Boon (2013) claimed certain linkages between specific leadership styles and particular 

HRM practices. It was suggested to explore the link between exact leadership behavior and a 
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specific HRM practice and develop an integrative framework and find boundary situations in 

influencing their relationship (Yin et al., 2017).  

 

 

 

 

 

 

 

 

 

Figure 1. Ingredients of Effective Leadership in Contemporary Organization 

Proposed Framework for Effective Leadership in Contemporary Organizations 

The basic premise of the framework is based on Contingency Leadership Theory (Fiedler, 

1964; 1967) and Social Exchange Theory (Blau, 1964). However, the specific link between 

HR and leadership is explained by utilizing the Person-Organization-fit theory (Edwards et 

al., 2006; Kristof, 1996). The contingency leadership paradigm emphasizes that there is no 

one best leadership style in all circumstances. To be successful, managers need to adopt 

different leadership styles in different situations and that a particular leadership style would 

be most effective in specific circumstances.The current study proposes that managers need to 

adopt transactional or transformational leadership style and apply associated HRM practices 

depending upon the level of LMX relationship which leads to effective leadership in the 

organization. It is proposed that leadership effectiveness is enhanced if a manager uses a 

leadership style with supportive or complementary HR practices that best matches to a 

particular group of subordinates (in-group or out-group). Fiedler (1964; 1967) suggested two 

leadership styles namely task-oriented and relationship-oriented while the current study 

utilizes transactional or transformational leadership style. HR-leadership interactions are 

based on the bundling approach which has been referred to in this study as HR-Leadership 

Bundling i.e. the use of complementary HRM and leadership practices that reinforce each 

other with resultant leadership effectiveness. Previously, the bundling approach has been 

utilized in strategic HRM and applied to HRM practices in isolation (Delery& Doty, 1996; 

McDuffie, 1995). Asuitable fit between HR practices,leadership style, and follower’sgroup 

would lead to a higher level of leadership effectiveness. The paper utilizes the contingency 

leadership model (Fiedler, 1964; 1951) to suggest possible leadership styles for three different 

situations which are as follows:  

Contingency 1: Transformational Leadership 

Contingency1 represents a high leader-member exchange relationship in the 

organization. In such a case a leader and follower might hold related or identical values and 

traits. Additionally, this may occur when a company employs individuals with skills that 

relate to those already held by its employees. In this situation, there is value congruence 

between leader and follower (Kristof, 1996). Leaders develop a close social relationship with 

some group members based on value congruence.Kristof (1996) referred to value congruence 

as the resemblance between a person’s values and an organization’s cultural value system. 

This resemblance leads to the LMX relationship.  Due to value congruence, the LMX 

relationship is high. The effect of the interaction of HRM and Leadership is maximum for 
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employees whose values are highly congruent with those of the leader. In such a case, 

leadersembrace a transformational leadership style. Associated with transformational 

leadership styles are the HR practices of job involvement, training, development, and good 

working conditions. Thus, these associatedHR practices with transformational leadership 

stylemightenhance leadership effectiveness.  

Contingency 2: Transactional Leadership 

Contingency 2 occurs when the LMX relationship is low. In the case of low LMX, 

the impact is marginal because the values are less congruent with that of the leader. In this 

situation, a transactional leadership style is preferred. The study proposes to compensate 

individuals based on objective performance appraisal criteriato make sure that employees 

meet performance standards. It links employee behaviors to achieve organizational objectives.  

Contingency 3: Synergistic Leadership 

A situation where rapidly changing internal or external environmental conditions demand 

changing roles, behaviors, and expectations.Such a situation calls for synergistic leadership. A 

synergistic leadership in this study refers to the ideathat HR-leadership combinations in the 

presence of LMX relationships do more than just combine to do identical things. Through this 

combination, managers can create synergy by implementing a mix of transactional and 

transformational leadership styles across organizations utilizing different HRM practices 

depending upon the level of LMX relationship with employees.Wang et al., (2011) argued 

that ideally, leaders blend transactional and transformational leadership simultaneously.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3. Proposed Framework for Effective Leadership 
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The paper utilizes the contingency leadership model (Fiedler, 1964; 1967) to suggest possible 
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might require a different mix of HRM practices and leadership styles. It issuggested that 

transformational leadership style with associated HRM practices of job involvement, training, 

development and focus on improved working conditions might be useful in contingency 1 

when a leader and followers hold related or identical values and traits. The social exchange 

theory (Alfes, Shantz, Truss, &Soane, 2013; Blau, 1964; 1968; Gilbert, De Winne, &Sels, 

2011; Gooty& Yammarino, 2016) advocated that higher-quality exchange relationships bring 

forth greater access to resources, encouragement, responsibility, and respect from and for the 

leader. The study proposed that job involvement, training, development, and working 

conditions are related to transformational leadership. A transformational leader can assist 

group members through inspirational motivation and job involvement to concentrate on their 

work, enthusiastically take part in it and try to make others feel that their job is important. 

Leaders develop subordinates' capability through coaching and mentoring, regular feedback, 

and connecting subordinates' goals to organizational goals. Charismatic leadership theory 

(House, 1977) suggested that leaders with charisma transform the values, needs, aspirations, 

and preferences of group members. Furthermore, group members become loyal to the leader's 

ideas, make a considerable individual effort in the interest of the group, and work above and 

beyond the call of duty. Transformational leader displays concern in-group members welfare, 

provide a suitable atmosphere for maintaining physical and mental welfare of individuals. 

Path goal theory (House, 1977) suggested that the leader influences followers' views of their 

personal and work goals and route to goal achievement. A leader's conduct is inspiring or 

filling to the extent that the conduct adds to followers' goal achievement and illuminates the 

paths to it. Transformational leaders improve employee performance through training and 

development. Through intellectual stimulation (IS), transformational leaders can train 

subordinates to be imaginative and view old-issues in new styles. They might assist group 

members to enquire about their individual and organizational values. Such leaders can 

develop supporters' energy for innovation. Additionally, through individualized consideration 

(IC), the leader provides opportunities and an environment for development to their group 

members.The leader guides and coaches group members to reach their full capacity. The 

training and development function of HRM focuses on employee training and development. It 

is aimed to inspire employees to re-examine outdated methods and encourage them to try 

advanced and creative methods. Previously, Storey (1992) and Sisson (1994) advocated that 

transformational leadership was particularly essential in HRM practices. Batt (2002) found 

that transformational leadership links to participative tasks that tend to be realized as vital to 

usefulness in the high commitment work systems. Den Hartog and Boon (2013) also found 

that transformational leadership was centered on the growth of supporters through the element 

of individualized consideration. Development and coaching of group members may be the 

main concern. The importance is given to shared obligations, common goals, and empowering 

group members.  

In the case of low LMX (contingency 2), the impact is marginal because the values 

are less congruent with that of the leader. In such a situation, a transactional leadership style 

is preferable. The study proposes the use of compensation (monetary reward) and objective 

performance appraisal to make sure that employees meet performance standards. The 

contingent reward element of transactional leadership signifies that the leader clarifies 

objectives and compensates employees when objectives are achieved. The leaders provide the 

monitory compensation to followers in the form of salary and pay raise on the 

accomplishment of the job. A leader describes standards of performance and decides 

compensations for meeting those standards. An employer can stimulate staff members 

through an effective design of compensation schemes. Moreover, transactional leaders make 

use of key criteria for performance evaluation. Performance appraisal is one of the key 
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practices of HRM which is also a central element of transactional leadership. Transactional 

leaders monitor deviation from the standards by tracking progress toward stated objectives 

through performance appraisal. Employee performance is constantly appraised in the 

organization. The degree to which a leader notices and look for deviations from ideals and use 

corrective measures as and when necessary is called Management by exception (passive or 

active). Reinforcement theory (Luthans&Kreitner, 1985) stated that behavior is a function of 

its consequences. Outcomes that instantly follow conduct and intensify the likelihood that the 

conduct will be frequently performed are called reinforcers. Leaders influence employee 

behaviors by employing positive reinforcers for activities that benefit the organization to 

attain its objectives. Undesired behavior is overlooked or punished. Transactional leaders 

notice followers' performance, forecast problems, and take corrective measures as and when 

necessary. The performance management system is the major tool used to monitor and 

implement key performance behaviors in the organization. HRM function help transactional 

leaders creating an efficient evaluation and compensation system for attaining organizational 

objectives. Den Hartog and Boon (2013) found that transactional leadership emphasized 

contingent rewards and performance monitoring. Therefore, the leader's HR tasks of appraisal 

and compensation shape transactional leadership style. Contingency 3 call for synergy. A mix 

of transactional and transformational leadership styles across organizations utilizing different 

HRM practices is recommended.Effective people management require that HR practices 

should be applied by a manager whose leadership style is consistent with and match HR 

practices.  

Points of difference from other Contingency Frameworks 

The present study utilizes the contingency leadership model (Fiedler, 1967) to 

suggest possible leadership styles for three different situations in the presence of LMX 

relationships in the organization. However, the proposedframework is different from Fiedler's 

(1967) model in certain ways. First, Fiedler did talk of a leader-member relationship however 

it failed to explain the effect of value congruence of leader and follower. The leader's view of 

follower performance is somewhat formed by their value congruence.Due to value 

congruence, the LMX relationship may be low or high. Secondly, Fiedler (1964) suggested 

two leadership styles namely task-oriented and relationship-oriented while the current study 

utilizes transactional or transformational leadership style. The effect of the interaction of 

HRM and Leadership is maximum for employees whose values are highly congruent with 

those of the leader. In such a case the leader might adopt a transformational leadership style. 

In the case of low LMX, leaders might adopt a transactional leadership style. The impact may 

be marginal because the values are less congruent with that of the leader. This notion is also 

supported by Social Exchange Theory (Alfes, Shantz, Truss, &Soane, 2013; Blau, 1964; 

1968; Gooty& Yammarino, 2016) which suggests that higher-quality exchange relationships 

bring forth greater access to resources, encouragement, responsibility, and respect from and 

for the leader. Fourth, Fiedler (1964; 1967) assumed leadership style to be fixed. The current 

study proposes that leadership style is not fixed and leaders can adopt either transactional or 

transformational styles in different situations. Lastly, Fiedler's (1964; 1967) model also 

ignored HRM practices in the organization. It lacks an explanation of the availability or 

deprivation of resources and developmental opportunities to different follower groups. 

Conclusion 

The current study proposes that managers need to adopt transactional, transformational, or 

synergistic leadership style and apply associated HRM practices depending upon the level of 

LMX relationship which will lead to effective leadership in the organization. It is proposed 

that leadership effectiveness is enhanced if a manager uses a leadership style with supportive 

or complementary HR practices that best matches to a particular group of subordinates (in-
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group or out-group). The basic premise of this study is the same as Fiedler Contingency 

Leadership Model (1964; 1967). It is proposed that no one leadership style is effective in all 

situations and integrating HRM practices with transactional and transformational leadership 

will lead to effective leadership in the organization. The study utilizes the Person-

Organization-fit theory (Edwards et al., 2006; Kristof, 1996) and proposes three leadership 

styles for three types of situations that result from three potential forms of interactions 

between HRM practices and leadership styles. When a leader and followers hold related or 

identical values and traits leaders need to use transformational leadership style with 

associated HRM practices of job involvement, training, development, and focus on improved 

working conditions. When the LMX relationship is low. In the case of low LMX, the impact 

is marginal because the values are less congruent with that of the leader. In this situation, a 

transactional leadership style is preferable. The study proposes the use of compensation and 

performance appraisal to make sure that employees meet performance standards. Contingency 

3 call for synergy. A mix of transactional and transformational leadership styles across 

organizations utilizing different HRM practices is recommended. 

In light of the proposed relationships, transactional leadership may be redefined as 

“the process of monitoring a group of people through periodic performance appraisal and 

motivating them through reward and recognition”. Similarly, a transformational leader may 

be the one “who is visionary, support group members in performing their jobs through job 

involvement, provide favorable compensation and working environment and offerthem 

developmental opportunities". “A synergistic leader is one who uses a mix of transactional 

and transformational leadership style for maximum impact”. 

Future research direction  

The present research utilizes contingency leadership model (Fiedler, 1967) 

andpropose a framework for effective leadership in contemporary organization.  The 

proposed framework can be tested through empirical analysis by using data.Specifically, 

future research can focus on empirically testing the proposed relationship between the LMX 

relationship, HR practices, and leadership styles. Researchers can also identify the possible 

link between various facets of these elements and how they relate to each other in the 

organization through qualitative and quantitative studies. Moreover, the possible link between 

HR practices and other leadership styles such as ethical leadership, authentic leadership, and 

paradoxical leadership can be examined. 
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