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Abstract 
In the contemporary business environment, organizations are continuously seeking innovative 

approaches to enhance competitiveness, adaptability, and long-term sustainability. Employee 

innovative behaviour has emerged as a significant factor that enables organizations to generate 

new ideas, improve processes, and develop creative solutions to complex challenges. 

Transformational leadership plays an important role in stimulating employees’ innovative 

behaviour by encouraging intellectual exploration, providing inspiration, and creating 

psychological empowerment among employees. However, the influence of transformational 

leadership on innovation does not occur independently; organizational culture provides the 

foundation that shapes employees’ willingness to experiment, share knowledge, and implement 

creative ideas. This study examines the relationship between transformational leadership and 

employee innovative behaviour with a specific focus on the mediating role of organizational 

culture. The article highlights how transformational leaders create supportive cultural 

environments that promote creativity, collaboration, knowledge sharing, and innovation-

oriented practices. The discussion provides theoretical insights for researchers and practical 

implications for organizations aiming to develop innovation-driven workplaces. Previous 

research has demonstrated positive relationships among transformational leadership, 

organizational culture, and innovative behaviour, particularly within Pakistani organizational 

contexts. 
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        INTRODUCTION 

In the rapidly changing global business environment, innovation has become a fundamental requirement for 

organizational survival and growth. Organizations are facing increasing pressure from technological 

advancement, changing customer expectations, market competition, and economic uncertainty. Therefore, 

organizations require employees who can think creatively, generate new ideas, and actively participate in 

improving organizational processes. Employee innovative behaviour represents the actions through which 

individuals identify opportunities, develop creative ideas, promote innovative solutions, and implement 

useful changes within their workplaces. Leadership has a significant influence on employees’ willingness to 

engage in innovative activities. Among various leadership approaches, transformational leadership has 

received considerable attention due to its ability to inspire employees, encourage intellectual development, 

and promote organizational change. Transformational leaders motivate employees by creating a shared 

vision, encouraging problem-solving, and supporting individual growth. Research has shown that 
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transformational leadership is positively associated with employee innovative behaviour because it increases 

motivation, knowledge sharing, and psychological empowerment. (Springer)Organizational culture acts as 

an important mechanism through which leadership influences employee behaviour. A culture that supports 

creativity, risk-taking, collaboration, and continuous learning provides employees with confidence to 

introduce new ideas. In contrast, rigid organizational cultures may restrict innovation by discouraging 

experimentation and limiting employee participation. Therefore, understanding the interaction between 

transformational leadership and organizational culture is essential for explaining how organizations develop 

innovative employees. The relationship between transformational leadership and innovation is particularly 

important in developing economies such as Pakistan, where organizations are experiencing rapid digital 

transformation and increasing competition. Studies conducted in Pakistan have highlighted that 

transformational leadership contributes to organizational culture development and innovation-related 

outcomes. This article explores the role of organizational culture in strengthening the impact of 

transformational leadership on employee innovative behaviour and provides a comprehensive understanding 

of the factors that encourage workplace innovation. 

Transformational Leadership as a Driver of Employee Innovation: 

Transformational leadership is considered one of the most influential leadership approaches for developing 

innovative workplaces. This leadership style focuses on inspiring employees beyond their immediate tasks 

by creating a meaningful vision and encouraging commitment toward organizational goals. Transformational 

leaders demonstrate confidence, provide intellectual stimulation, and motivate employees to challenge 

existing practices. The four major dimensions of transformational leadership include idealized influence, 

inspirational motivation, intellectual stimulation, and individualized consideration. Idealized influence 

enables leaders to become role models for employees, while inspirational motivation encourages employees 

to achieve higher levels of performance. Intellectual stimulation promotes creativity by encouraging 

employees to explore alternative solutions, whereas individualized consideration focuses on employees’ 

personal development and professional needs. Through these behaviours, transformational leaders create an 

environment where employees feel valued and empowered. Such employees are more likely to contribute 

innovative ideas because they perceive organizational support and psychological safety. Recent evidence 

indicates that transformational leadership has a significant positive relationship with innovative workplace 

behaviour through motivational and relational mechanisms.  

Organizational Culture and Innovation-Oriented Workplaces: 

Organizational culture represents the shared values, beliefs, assumptions, and behavioural norms that 

influence how employees perform their work. A strong innovation-oriented culture encourages employees to 

experiment, communicate ideas, and collaborate with colleagues. Such cultures reduce fear of failure and 

promote continuous improvement. Organizations with supportive cultures provide employees with freedom, 

autonomy, and resources required for innovation. Employees working in these environments are more willing 

to propose creative solutions because they believe their contributions are appreciated. Organizational culture 

therefore becomes a bridge between leadership practices and innovative employee outcomes. 

Transformational leaders play an important role in shaping organizational culture by establishing values 

related to creativity, learning, teamwork, and adaptability. When leaders consistently communicate 

innovation-focused goals, employees gradually adopt these values as part of organizational identity. Research 

suggests that organizational culture can strengthen the relationship between transformational leadership and 

innovation outcomes.  

    Employee Innovative Behaviour and Knowledge Creation: 

Employee innovative behaviour refers to the process through which employees recognize problems, generate 

new ideas, promote creative solutions, and implement innovative practices within organizations. Innovation 

at the employee level is not limited to generating ideas; rather, it includes the complete process of 

transforming creative thoughts into valuable outcomes that improve organizational effectiveness. Employees 

who demonstrate innovative behaviour actively search for new opportunities, question traditional methods, 

and contribute to organizational improvement. 

https://link.springer.com/article/10.1007/s12144-026-09567-8?utm_source=chatgpt.com
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Transformational leadership significantly influences employee innovative behaviour by developing 

confidence, motivation, and commitment among employees. When leaders encourage employees to think 

independently and provide support for experimentation, employees become more willing to introduce new 

approaches. Transformational leaders create a climate where employees perceive innovation as an important 

organizational value rather than an additional responsibility. Knowledge creation and knowledge sharing are 

also important elements that connect transformational leadership with innovative behaviour. Leaders who 

encourage open communication and collaborative learning help employees exchange information and 

develop innovative solutions. In knowledge-based organizations, employees who have access to information 

and supportive leadership are more capable of transforming knowledge into innovation. : 

    Intellectual Stimulation and Creative Problem Solving: 

Intellectual stimulation is one of the central dimensions of transformational leadership that directly 

encourages employee creativity and innovative thinking. Transformational leaders challenge employees to 

analyze existing procedures, question assumptions, and explore alternative methods for solving 

organizational problems. This leadership behaviour develops a mindset of continuous improvement among 

employees. When employees are intellectually stimulated, they are encouraged to move beyond routine 

activities and develop creative approaches. Such leaders do not simply provide instructions; instead, they 

encourage discussions, accept diverse viewpoints, and support experimentation. This approach increases 

employees’ confidence in presenting unconventional ideas. Organizational culture strengthens the effect of 

intellectual stimulation by creating an environment where creativity is accepted and rewarded. A culture that 

values learning and innovation allows employees to take calculated risks without fear of negative 

consequences. Therefore, transformational leadership combined with an innovation-supportive culture 

creates conditions where creative problem-solving becomes a regular organizational practice. : 

    Psychological Empowerment and Innovative Behaviour: 

Psychological empowerment is an important mechanism through which transformational leadership 

influences employee innovation. Empowered employees feel that their work has meaning, their contributions 

are valuable, and they have the authority to make decisions. These feelings increase employees’ motivation 

to participate in innovative activities. Transformational leaders enhance psychological empowerment by 

providing autonomy, recognition, and developmental opportunities. When employees believe that their 

leaders trust their abilities, they become more confident in proposing and implementing new ideas. 

Empowered employees are more likely to demonstrate proactive behaviour and contribute to organizational 

improvement. Organizational culture plays a significant role in maintaining psychological empowerment. A 

culture based on trust, participation, and respect encourages employees to take ownership of their 

responsibilities. In contrast, highly controlling cultures may reduce employee willingness to engage in 

innovation because employees may fear criticism or failure. : 

    Organizational Culture as a Mediating Mechanism: 

Organizational culture acts as a critical mediating factor between transformational leadership and employee 

innovative behaviour. Leadership behaviours influence the development of organizational values, norms, and 

practices that determine how employees respond to innovation opportunities. Transformational leaders shape 

organizational culture by communicating clear visions, promoting shared values, and demonstrating 

commitment toward creativity and improvement. Over time, these leadership practices become embedded 

within organizational culture and influence employee attitudes and behaviours. An innovation-supportive 

culture provides employees with the necessary environment for creativity, collaboration, and knowledge 

exchange. Therefore, even when transformational leadership exists, sustainable innovation requires a cultural 

foundation that supports experimentation and continuous learning. Organizational culture converts leadership 

intentions into practical workplace behaviours by influencing employees’ daily actions and decisions. : 

    Transformational Leadership in Pakistani Organizational Context: 

The role of transformational leadership has gained importance in Pakistani organizations due to increasing 

competition, technological development, and changing workforce expectations. Organizations in Pakistan 

are gradually moving toward knowledge-based practices where innovation and employee participation are 

becoming essential for achieving sustainable performance. 
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Pakistani organizations often operate within diverse cultural and institutional environments where leadership 

styles strongly influence employee attitudes. Transformational leaders can help overcome traditional 

hierarchical structures by encouraging communication, empowerment, and employee involvement in 

decision-making processes. In sectors such as education, banking, healthcare, manufacturing, and 

information technology, transformational leadership practices can contribute to developing innovative 

organizational cultures. Leaders who focus on employee development and creative thinking can enhance 

organizational adaptability and competitiveness in the Pakistani business environment. : 

    Practical Implications for Organizations: 

Organizations aiming to enhance employee innovative behaviour should focus on developing 

transformational leadership capabilities among managers and supervisors. Leadership development programs 

should emphasize communication skills, inspirational motivation, coaching abilities, and creativity 

management. Organizations should also establish cultures that reward innovation and encourage employees 

to share ideas. Providing recognition for creative contributions, supporting professional development, and 

creating collaborative work environments can significantly improve employee engagement in innovation 

activities. Human resource departments can play an important role by designing policies that support 

innovation-oriented behaviours. Recruitment, training, performance evaluation, and reward systems should 

encourage creativity and continuous improvement. Through effective leadership and supportive culture, 

organizations can develop employees who actively contribute to innovation and long-term success. : 

    Future Research Directions: 

Future studies can further explore the relationship between transformational leadership, organizational 

culture, and employee innovative behaviour by examining different organizational sectors and cultural 

contexts. Researchers may investigate how digital transformation, artificial intelligence, and remote working 

environments influence leadership and innovation processes. Future research may also examine additional 

factors such as psychological safety, employee engagement, knowledge sharing, and organizational learning 

as possible mediators or moderators. Longitudinal studies can provide deeper understanding of how 

leadership practices and organizational culture develop over time. In developing countries such as Pakistan, 

more empirical research is required to understand how transformational leadership can support innovation 

under different organizational conditions. Such research can provide valuable insights for managers, 

policymakers, and academic researchers interested in improving organizational performance through human 

capital development. : 
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Summary 

Transformational leadership has become an essential approach for organizations seeking to develop 

innovative employees and achieve sustainable competitive advantage. In modern organizations, innovation 

is no longer considered only a technological process; rather, it is strongly connected with employee creativity, 

knowledge sharing, problem-solving abilities, and leadership practices. Employees are the primary source of 

new ideas and improvements; therefore, organizations must create conditions that encourage individuals to 

participate actively in innovation activities. The relationship between transformational leadership and 

employee innovative behaviour is based on the ability of leaders to inspire, motivate, and empower 

employees. Transformational leaders encourage employees to move beyond traditional methods and explore 

creative solutions. Through inspirational motivation, leaders establish a clear vision that connects employees’ 

personal goals with organizational objectives. This shared vision increases employee commitment and 

encourages them to contribute innovative ideas. Intellectual stimulation is another important element of 

transformational leadership that promotes innovative behaviour. Leaders who encourage questioning, 

experimentation, and critical thinking help employees develop creative approaches toward organizational 

challenges. Such leaders create an environment where mistakes are considered learning opportunities rather 

than failures. This psychological safety encourages employees to take risks and participate in innovation 

processes. Organizational culture plays a central role in transforming leadership practices into actual 

innovative outcomes. A culture that supports creativity, collaboration, learning, and openness strengthens the 

positive influence of transformational leadership. When organizational values emphasize innovation, 

employees become more willing to share knowledge, collaborate with colleagues, and implement new 

ideas.The mediating role of organizational culture explains why leadership alone may not always produce 

innovation. Transformational leaders can introduce innovation-oriented values, but these values must become 

part of the organizational culture to create long-term impact. A supportive culture provides employees with 

confidence, resources, and freedom required for innovative activities.In the Pakistani organizational context, 

transformational leadership has significant importance due to changing economic conditions, technological 

development, and increasing competition. Organizations in Pakistan require leaders who can encourage 

creativity and adaptability among employees. By developing transformational leadership capabilities and 

innovation-supportive cultures, Pakistani organizations can improve employee performance and 

organizational sustainability.The practical implications of this study suggest that organizations should invest 

in leadership development programs, employee empowerment initiatives, and innovation-focused cultural 

practices. Managers should focus on building trust, encouraging participation, and recognizing creative 

contributions. Human resource policies should support creativity through effective training, reward systems, 

and career development opportunities. 
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