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ABSTRACT

Transformational leadership has emerged as a critical component in modern sports coaching, as coaches
are expected not only to improve athletic performance but also to support athletes’ psychological, social,
and personal development. However, the effectiveness of transformational leadership within athlete
development systems requires comprehensive synthesis and evaluation. Therefore, this study aimed to
analyze the role of transformational leadership in the coaching profession and its contribution to athlete
development from both conceptual and empirical perspectives. This study employed a Systematic Literature
Review (SLR) approach by examining scientific publications indexed in Scopus, Web of Science, PubMed,
SINTA, Google Scholar, and Garuda databases published between 2015 and 2025. The article selection
process followed PRISMA guidelines. An initial search identified 186 articles, of which 25 studies met the
inclusion criteria and were included in the final analysis. The findings revealed that transformational
leadership positively influenced athlete motivation (88%), team cohesion (80%), psychological well-being
(72%), and athletic performance (68%). Furthermore, transformational coaching behaviors enhanced
athlete satisfaction, self-efficacy, commitment to training, and athlete retention. Inspirational motivation
emerged as the most influential dimension, followed by individualized consideration, idealized influence,
and intellectual stimulation. Conceptually, the findings support Transformational Leadership Theory, Self-
Determination Theory, Social Identity Theory, and Athlete-Centered Coaching frameworks. In conclusion,
transformational leadership represents a strategic coaching competency that contributes significantly to
sustainable athlete development and long-term sporting success. Its integration into coach education and
athlete development programs is strongly recommended.

Keywords : Transformational Leadership; Sports Coaching; Athlete Development; Coaching
Effectiveness; Athlete Motivation.

INTRODUCTION

The success of athlete development is not solely determined by physical training
programs, technical mastery, and tactical preparation, but is also strongly influenced by the
quality of leadership demonstrated by coaches. In modern sports organizations, coaches
are expected to perform multidimensional roles as educators, motivators, mentors,
managers, and leaders who are capable of fostering athletes’ psychological, social, and
performance development simultaneously. The increasingly competitive nature of sports at
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regional, national, and international levels requires coaches to adopt leadership approaches
that not only emphasize performance outcomes but also encourage athlete empowerment,
intrinsic motivation, commitment, and long-term development (Vella et al., 2022; Turnnidge
& Coté, 2019).

In recent years, transformational leadership has emerged as one of the most influential
leadership paradigms in sports coaching. Derived from the work of James MacGregor Burns
and later expanded by Bernard Bass, transformational leadership refers to a leadership style
that inspires followers to transcend personal interests for collective goals through idealized
influence, inspirational motivation, intellectual stimulation, and individualized consideration.
Within the coaching context, transformational coaches inspire athletes, foster self-
confidence, stimulate independent thinking, and create supportive environments that
enhance athlete performance and well-being (Arthur et al., 2017).

Despite the growing recognition of transformational leadership in sports, many
coaching practices remain dominated by transactional and authoritarian approaches that
focus primarily on rewards, punishments, and rigid control mechanisms. Such approaches
may produce short-term performance gains but often fail to sustain athlete motivation,
psychological well-being, and long-term engagement in sport (Turnnidge & Coté, 2018).
Reports from various athlete development systems indicate that ineffective leadership
remains a contributing factor to athlete burnout, dropout, low team cohesion, and decreased
satisfaction with the sporting experience (Cronin & Armour, 2018).

Moreover, contemporary athlete development emphasizes holistic athlete growth,
encompassing psychological resilience, character development, emotional intelligence, and
social responsibility. These developmental objectives require coaches to adopt leadership
approaches capable of creating meaningful interpersonal relationships and empowering
athletes to become active participants in their development process. Consequently,
transformational leadership has become increasingly relevant as a framework for effective
coaching practice in modern sport settings (Lefebvre et al., 2020).

Given the strategic role of coaches in athlete development systems, a comprehensive
examination of transformational leadership within coaching professions is necessary to
better understand its conceptual foundations, empirical evidence, and practical implications
for athlete development programs.

Transformational leadership has become one of the most extensively studied
leadership frameworks in sport psychology and coaching sciences during the last decade.
Existing literature consistently demonstrates that transformational coaching behaviors
positively influence athlete outcomes across multiple domains, including motivation,
performance, psychological well-being, team cohesion, and athlete satisfaction.

Research conducted by Arthur et al. (2017) found that athletes who perceived higher
levels of transformational leadership from their coaches reported greater intrinsic motivation
and stronger commitment to training. Similarly, Charbonneau et al. (2018) reported that
transformational coaching behaviors significantly enhanced athletes’ self-efficacy and
competitive confidence.

In team sports, transformational leadership has been linked to improved group
cohesion and collective efficacy. Studies by Callow et al. (2021) demonstrated that
transformational coaches facilitate stronger team identification and collective commitment,
which subsequently contribute to superior team performance outcomes. Likewise, Frontiera
and Sherman (2020) found that transformational leadership fosters trust and
communication among team members, enhancing organizational effectiveness within sports
teams.
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Recent studies have also highlighted the relationship between transformational
leadership and athlete mental health. Research by Gonzalez-Garcia et al. (2022) indicated
that transformational coaching practices reduce emotional exhaustion and burnout
symptoms among young athletes. Coaches who provide individualized consideration and
emotional support contribute significantly to athlete psychological well-being and resilience.

Within talent development pathways, transformational leadership has been associated
with positive youth development outcomes. Turnnidge and Coté (2019) emphasized that
transformational coaches facilitate character development, life skills acquisition, and social
responsibility among athletes. These findings align with the growing emphasis on athlete-
centered coaching approaches that prioritize holistic development rather than merely
competitive success.

Empirical evidence from Asian contexts further supports these findings. Several studies
published in reputable SINTA-indexed journals have reported positive associations between
transformational coaching behaviors and athlete discipline, motivation, achievement
orientation, and team cohesion in Indonesian sports settings (Nopiyanto et al., 2021;
Syafruddin et al., 2023). These studies suggest that transformational leadership principles
are applicable across diverse cultural environments and athlete populations.

Furthermore, systematic reviews conducted in sport leadership literature have
consistently concluded that transformational leadership represents one of the strongest
predictors of positive athlete experiences and sustainable performance development
(Wagstaff & Burton, 2018; Kinoshita et al., 2021). The convergence of findings across
different sports, competitive levels, and cultural contexts reinforces the significance of
transformational leadership within contemporary coaching practice.

Although the literature demonstrates substantial evidence regarding the benefits of
transformational leadership in sports, several important gaps remain unresolved. First,
existing studies predominantly focus on the relationship between transformational
leadership and isolated performance outcomes such as motivation, satisfaction, or team
cohesion. Limited research integrates these outcomes into a comprehensive athlete
development framework that encompasses psychological, social, and performance
dimensions simultaneously (Lefebvre et al., 2020). Second, many studies have been
conducted within Western sporting environments, particularly in North America, Europe, and
Australia. Consequently, empirical evidence concerning transformational leadership within
developing sport systems and Southeast Asian contexts remains relatively limited. Cultural
values, organizational structures, and coaching traditions may influence the implementation
and effectiveness of transformational leadership practices (Kao & Tsai, 2016). Third,
previous research frequently examines athletes’ perceptions of coaching leadership without
sufficiently exploring how transformational leadership functions as a professional
competency within the coaching profession itself. The mechanisms through which coaches
develop transformational leadership capabilities and integrate them into daily coaching
practice require further scholarly attention (Cronin & Armour, 2018). Fourth, while
transformational leadership has been linked to positive athlete outcomes, inconsistencies
remain regarding the specific dimensions of transformational leadership that exert the
greatest influence on athlete development. Some studies highlight inspirational motivation
as the strongest predictor, whereas others emphasize individualized consideration or
intellectual stimulation (Arthur et al., 2017; Gonzalez-Garcia et al., 2022). Finally, literature
reviews specifically synthesizing transformational leadership within the broader context of
athlete development remain limited. Most existing reviews focus on sport leadership
generally rather than examining transformational leadership as a distinct coaching
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paradigm. These gaps indicate the need for a comprehensive literature review that
systematically synthesizes contemporary evidence regarding transformational leadership
within the coaching profession and its contribution to athlete development systems.

Based on the identified gaps, this literature review aims to analyze and synthesize
contemporary evidence regarding transformational leadership in the coaching profession
within the context of athlete development. Specifically, the review seeks to: (1) examine
the conceptual foundations of transformational leadership in sports coaching; (2) identify
empirical evidence concerning its influence on athlete performance, motivation,
psychological well-being, and team dynamics; (3) explore its role in holistic athlete
development; and (4) formulate implications for coaching practice and athlete development
systems. The novelty of this study lies in its integrative perspective that positions
transformational leadership not merely as a leadership style but as a strategic coaching
competency that supports sustainable athlete development. Unlike previous reviews that
focus on isolated outcomes, this review synthesizes evidence across psychological, social,
and performance domains. Additionally, it incorporates findings from both international
Scopus-indexed literature and national SINTA-indexed studies, providing a broader
understanding of transformational leadership across diverse sporting contexts. By offering
a comprehensive synthesis of contemporary evidence, this review is expected to contribute
theoretically to sport leadership literature and practically to the development of coaching
education programs, athlete development policies, and evidence-based coaching practices.

Transformational leadership has emerged as a critical component of effective coaching
practice in contemporary sport. The ability of coaches to inspire, motivate, intellectually
stimulate, and individually support athletes contributes significantly to athlete performance,
psychological well-being, team cohesion, and long-term development. Although substantial
evidence supports the effectiveness of transformational leadership, important conceptual
and contextual gaps remain regarding its application within athlete development systems.
Therefore, this literature review seeks to provide a comprehensive synthesis of current
knowledge and establish a stronger theoretical and practical foundation for implementing
transformational leadership in the coaching profession to optimize athlete development
outcomes.

METHODS

This study employed a Systematic Literature Review (SLR) design to comprehensively
analyze the role of transformational leadership within the coaching profession and its
implications for athlete development. A literature review approach was selected because
transformational leadership has become an increasingly important theoretical framework in
sport coaching, athlete development, and sport management research over the past decade.
The review aimed to synthesize conceptual and empirical evidence regarding how
transformational coaching behaviors influence athletes’ psychological, social, and
performance outcomes.

The theoretical foundation of this review is based on Transformational Leadership
Theory, initially developed by Burns and subsequently refined by Bass and Avolio. Within
the sport context, transformational leadership refers to a coach’s ability to inspire athletes
through idealized influence, inspirational motivation, intellectual stimulation, and
individualized consideration. Contemporary sport leadership scholars argue that
transformational coaching promotes athlete empowerment, self-determination, resilience,
and long-term development rather than merely emphasizing competitive success (Turnnidge
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& Coté, 2019; Vella et al., 2022). Furthermore, transformational leadership aligns closely
with athlete-centered coaching philosophies that prioritize holistic athlete growth, including
psychological well-being, character development, and social competence (Lefebvre et al.,
2020).

The literature search was conducted using several reputable scientific databases,
including Scopus, Web of Science, PubMed, Google Scholar, SINTA, and Garuda. The search
process covered publications from 2015-2025 to ensure the inclusion of contemporary
findings. Keywords used in various combinations included “transformational leadership,”
“sport coaching,” “coaching leadership,” “athlete development,” “coach effectiveness,”
“sport psychology,” and “transformational coaching.”

The inclusion criteria comprised: (1) peer-reviewed journal articles; (2) publications
indexed in Scopus, Web of Science, SINTA, or other reputable databases; (3) studies
focusing on transformational leadership within coaching or athlete development settings;
(4) quantitative, qualitative, or mixed-methods studies; and (5) articles published in English
or Indonesian. Conversely, conference proceedings, editorials, dissertations, and studies
unrelated to sport coaching were excluded.

Data extraction focused on publication characteristics, research design, participant
demographics, sport settings, transformational leadership dimensions, and athlete
outcomes. The synthesis process followed thematic analysis procedures recommended for
systematic reviews, enabling the identification of recurring patterns, conceptual frameworks,
and empirical findings across studies (Snyder, 2019). Previous reviews indicate that
transformational leadership positively influences athlete motivation, team cohesion, self-
efficacy, mental well-being, and competitive performance (Arthur et al., 2017; Wagstaff &
Burton, 2018; Gonzalez-Garcia et al., 2022).

To enhance methodological rigor, the review adopted the principles of the PRISMA
framework during article identification, screening, eligibility assessment, and final inclusion.
This procedure ensured transparency, replicability, and credibility in the literature selection
process. Through integrating contemporary theoretical perspectives and empirical evidence,
this systematic review provides a comprehensive understanding of transformational
leadership as a strategic competency in the coaching profession and its contribution to
sustainable athlete development.

RESULTS AND DISCUSSION
Result

A systematic literature search was conducted across Scopus, Web of Science, PubMed,
SINTA, Google Scholar, and Garuda databases. The initial search identified 186 articles
related to transformational leadership, coaching leadership, and athlete development. After
removing duplicates and applying inclusion and exclusion criteria, 25 empirical studies
published between 2015 and 2025 were included in the final review. These studies
represented various sports, including volleyball, soccer, basketball, athletics, swimming,
martial arts, and multi-sport athlete development programs.

The findings indicate that transformational leadership is consistently associated with
positive athlete outcomes across psychological, social, and performance dimensions. Four
major themes emerged from the reviewed literature: (1) athlete motivation and
commitment, (2) team cohesion and interpersonal relationships, (3) psychological well-
being and athlete resilience, and (4) athletic performance and long-term athlete
development.
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Table 1.
Characteristics of Studies Included in the Review (n = 25)
Characteristics Frequency (n) Percentage (%)
Quantitative Studies 15 60.0
Quialitative Studies 4 16.0
Mixed Methods 6 24.0
Team Sports 14 56.0
Individual Sports 8 32.0
Multi-Sport Context 3 12.0
Scopus Indexed Journals 19 76.0
SINTA Indexed Journals 6 24.0

The reviewed studies demonstrated that transformational leadership behaviors were
predominantly investigated in team sports, reflecting the importance of coach-athlete
interactions in collective performance settings.

Transformational Leadership Outcomes in Athlete Development

The synthesis revealed that athlete motivation was the most frequently reported
outcome. Twenty-two studies reported significant positive relationships between
transformational coaching and athlete motivation, while 20 studies identified improvements
in team cohesion and communication. Eighteen studies reported enhanced psychological
well-being and resilience, and 17 studies found improvements in athletic performance
indicators.

Table 2.
Main Outcomes Associated with Transformational Leadership

Outcome Variable Studies Reporting Positive Effect Percentage (%)
Athlete Motivation 22 88
Team Cohesion 20 80
Psychological Well-Being 18 72
Athletic Performance 17 68
Athlete Satisfaction 16 64
Self-Efficacy 15 60
Commitment to Training 14 56
Athlete Retention 12 48

Positive outcomes of transformational leadership

Percentage of reviewed studies reporting significant positive effects on athlete development
variables.

Athlete Retention _
0% 25% 50% 75 100%
Figure 1.

Positive Outcomes of Transformational Leadership in Coaching
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The chart demonstrates that athlete motivation emerged as the strongest outcome
associated with transformational leadership, followed by team cohesion and psychological
well-being.

Dimensions of Transformational Leadership in Coaching

Analysis of the reviewed studies further revealed differences in the influence of
transformational leadership dimensions. Inspirational motivation was identified as the most
influential dimension, followed by individualized consideration, idealized influence, and
intellectual stimulation.

Table 3.
Relative Contribution of Transformational Leadership Dimensions
Leadership Dimension Frequency of Appearance Percentage (%)
Inspirational Motivation 23 92
Individualized Consideration 21 84
Idealized Influence 20 80
Intellectual Stimulation 18 72

These findings indicate that athletes respond particularly strongly to coaches who
communicate inspiring visions, provide encouragement, and foster confidence regarding
future achievement.

Overall, 88% of studies concluded that transformational leadership positively
influences athlete motivation, while 80% highlighted improvements in team cohesion.
Approximately 72% reported benefits for psychological well-being, including reduced
burnout, increased resilience, and improved emotional regulation. Furthermore, 68% of
studies found measurable improvements in athletic performance outcomes, including
competition results, technical development, and training effectiveness.

The findings collectively demonstrate that transformational leadership functions not
merely as a management strategy but as a critical coaching competency that supports
holistic athlete development. Coaches who inspire, intellectually stimulate, and individually
support athletes contribute significantly to both short-term performance enhancement and
long-term athlete success. These results provide strong empirical evidence that
transformational leadership should be integrated into coach education programs, athlete
development models, and sports organizational policies.

Discussion

The findings of this literature review demonstrate that transformational leadership has
become one of the most influential leadership approaches in the coaching profession,
particularly within athlete development systems. The synthesis of 25 studies revealed that
transformational leadership positively contributes to athlete motivation (88%), team
cohesion (80%), psychological well-being (72%), and athletic performance (68%). These
findings reinforce the notion that coaching effectiveness extends beyond technical and
tactical expertise and increasingly depends on the coach’s ability to inspire, motivate, and
develop athletes holistically.

From a theoretical perspective, the findings are strongly supported by
Transformational Leadership Theory proposed by Burns and further developed by Bass and
Avolio. According to this theory, transformational leaders influence followers through four
primary dimensions: idealized influence, inspirational motivation, intellectual stimulation,
and individualized consideration. In the context of sports coaching, these dimensions enable
coaches to foster athletes’ intrinsic motivation, self-confidence, commitment, and long-term
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development. The present review found that inspirational motivation was the most
frequently reported dimension (92%), indicating that athletes respond positively to coaches
who articulate clear visions, communicate optimism, and create meaningful performance
goals.

The dominance of inspirational motivation aligns with the principles of Self-
Determination Theory (SDT) developed by Deci and Ryan. SDT posits that individuals
experience higher motivation when their needs for autonomy, competence, and relatedness
are fulfilled. Transformational coaches satisfy these psychological needs by empowering
athletes, encouraging decision-making, and providing emotional support. Studies conducted
by Turnnidge and Coté (2019), Vella et al. (2022), and Gonzalez-Garcia et al. (2022)
demonstrated that transformational leadership enhances intrinsic motivation because
athletes perceive themselves as valued contributors rather than passive recipients of
coaching instructions. Consequently, athletes become more committed to training programs
and exhibit greater perseverance during challenging competitive situations.

The present findings also indicate that transformational leadership significantly
improves team cohesion and interpersonal relationships among athletes. This result is
consistent with Social Identity Theory, which suggests that effective leaders strengthen
collective identity and shared commitment among group members. Coaches who
demonstrate transformational behaviors establish a common vision, encourage
collaboration, and create a supportive team culture. Research by Callow et al. (2021) and
Frontiera and Sherman (2020) found that transformational leadership enhances trust,
communication, and collective efficacy, leading to stronger team cohesion and improved
performance outcomes. In athlete development programs, cohesive team environments
contribute to positive social experiences, increased retention, and reduced interpersonal
conflict.

Another important finding concerns the relationship between transformational
leadership and athlete psychological well-being. Approximately 72% of reviewed studies
reported positive effects on resilience, emotional regulation, confidence, and mental health.
This finding is particularly relevant given the increasing recognition of psychological factors
as determinants of athletic success. Contemporary sport psychology emphasizes that athlete
development should not focus solely on physical performance but must also address
emotional and mental well-being. Transformational coaches provide individualized
consideration by understanding athletes’ personal circumstances, offering emotional
support, and facilitating coping strategies during adversity. Studies by Cronin and Armour
(2018), Lefebvre et al. (2020), and Wagstaff and Burton (2018) demonstrated that athletes
led by transformational coaches report lower levels of burnout and higher levels of
psychological resilience.

The positive influence of transformational leadership on athlete well-being can also be
explained through Achievement Goal Theory. According to this theory, motivational climates
emphasizing mastery, personal improvement, and learning promote adaptive psychological
outcomes. Transformational coaches tend to foster mastery-oriented environments rather
than ego-oriented climates focused exclusively on winning. As a result, athletes become
more willing to embrace challenges, learn from mistakes, and persist despite setbacks. This
leadership approach supports sustainable athlete development and reduces the risk of
psychological distress associated with excessive performance pressure.

The findings further revealed that transformational leadership positively influences
athletic performance. Although performance improvements were reported in 68% of
studies, this outcome appears to be mediated by motivational, psychological, and social
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mechanisms. In other words, transformational leadership does not directly improve
performance; rather, it creates conditions that facilitate optimal athlete functioning. This
observation aligns with the Multidimensional Model of Leadership in Sport proposed by
Chelladurai, which suggests that athlete performance is influenced by the congruence
between leadership behaviors, athlete preferences, and situational demands.
Transformational coaches adapt their leadership style according to athletes’ developmental
needs, thereby creating environments conducive to skill acquisition, confidence building,
and competitive success.

The empirical evidence reviewed also supports the growing emphasis on Athlete-
Centered Coaching. Athlete-centered coaching advocates for shared decision-making,
empowerment, and individualized athlete development. Transformational leadership
complements this philosophy by encouraging athletes to take responsibility for their learning
and performance processes. Turnnidge and Coté (2018) argued that transformational
coaching serves as a practical mechanism through which athlete-centered principles can be
implemented effectively. Athletes who feel respected and empowered are more likely to
demonstrate initiative, creativity, and self-regulation during training and competition.

A significant contribution of this review is the identification of transformational
leadership as a critical competency within the coaching profession. Traditional coaching
models often emphasize technical expertise and performance outcomes while overlooking
interpersonal leadership skills. However, the reviewed studies suggest that leadership
competencies may be equally important in determining athlete success. Contemporary
coaching education programs increasingly recognize the importance of communication,
emotional intelligence, mentorship, and leadership development. Research from both
Scopus-indexed and SINTA-indexed journals indicates that coaches possessing
transformational leadership characteristics are more effective in fostering athlete
development across diverse sporting contexts.

Interestingly, the findings also reveal cultural consistency in the effectiveness of
transformational leadership. Although much of the literature originates from Western
countries, studies conducted in Indonesia and other Asian contexts report similar outcomes.
Research published in SINTA-indexed journals by Nopiyanto et al. (2021), Syafruddin et al.
(2023), and several Indonesian sport management scholars found that transformational
coaching positively influences athlete discipline, motivation, and commitment. These
findings suggest that the core principles of transformational leadership transcend cultural
boundaries and may be universally applicable within athlete development systems.

Nevertheless, several challenges remain. Some studies indicate that coaches may
encounter organizational constraints, limited leadership training opportunities, and
resistance to change when attempting to implement transformational approaches.
Traditional authoritarian coaching cultures continue to exist in certain sporting
environments, particularly those emphasizing short-term competitive success. Therefore,
sport organizations should invest in coach education programs that integrate leadership
development alongside technical coaching competencies. Such initiatives would help
coaches develop the interpersonal and psychological skills necessary to support holistic
athlete development.

Overall, the evidence synthesized in this review demonstrates that transformational
leadership is not merely a leadership style but a strategic framework for athlete
development. By fostering motivation, psychological well-being, team cohesion, and
performance enhancement, transformational leadership contributes to sustainable athletic
success. The integration of transformational leadership principles into coaching practice,
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coach education curricula, and athlete development policies may therefore represent an
important pathway toward improving both athlete experiences and competitive outcomes in
contemporary sport.

CONCLUSION

This literature review confirms that transformational leadership plays a fundamental
role in the coaching profession and significantly contributes to athlete development across
psychological, social, and performance domains. Based on the analysis of 25 studies
published between 2015 and 2025 from reputable Scopus- and SINTA-indexed journals,
transformational leadership consistently demonstrated positive effects on athlete outcomes.
Empirically, 88% of the reviewed studies reported improvements in athlete motivation, 80%
identified enhanced team cohesion, 72% found positive impacts on psychological well-being
and resilience, and 68% reported improvements in athletic performance. Additionally,
transformational leadership was associated with higher athlete satisfaction, self-efficacy,
training commitment, and athlete retention.

Conceptually, these findings support Transformational Leadership Theory, Self-
Determination Theory, Social Identity Theory, Achievement Goal Theory, and Athlete-
Centered Coaching frameworks. The review highlights that coaches who demonstrate
inspirational motivation, individualized consideration, idealized influence, and intellectual
stimulation create environments that foster athlete empowerment, intrinsic motivation,
confidence, and long-term development. Among these dimensions, inspirational motivation
emerged as the most influential component in shaping positive athlete experiences.

Overall, transformational leadership should be recognized as a strategic coaching
competency rather than merely a leadership style. Integrating transformational leadership
principles into coach education programs, athlete development systems, and sports
organizational policies can enhance coaching effectiveness and support sustainable athlete
success. Future research is encouraged to explore transformational leadership across
different cultural contexts, competitive levels, and athlete populations to strengthen
evidence-based coaching practices.
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