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ABSTRACT

This study examined the relationship between leadership styles and employee performance in the Business
Process Outsourcing (BPO) industry, focusing on call center agents at PanAsiatic Bacolod. As the BPO sector
plays a vital role in the Philippine economy and depends heavily on human capital, understanding how leadership
influences employee outcomes is important. The study explored five leadership styles: transformational,
transactional, democratic, autocratic, and laissez-faire. Guided by established leadership theories, a descriptive
research design was used. A total of 203 respondents were selected through simple random sampling. Data were
collected using a validated and reliable questionnaire and summarized using appropriate statistical tools. Results
showed that transformational leadership was the most preferred style, followed by democratic leadership.
However, findings revealed no significant relationship between leadership style and employee performance.
Performance levels remained consistently high across different demographic leadership groups, with slight
advantages observed among older, more educated, and more experienced employees. The results indicated that
while employees prefer certain leadership styles, these preferences do not directly affect their performance. The
study concludes that BPO organizations should focus on creating supportive work environments and
strengthening professional development programs rather than relying solely on leadership style to improve
employee performance.

INTRODUCTION

In the high-velocity environment of BPO operations, the transition from mere management to strategic
leadership is essential to mitigating the unique professional challenges of routine-heavy, high-target roles. This
study investigates how specific leadership frameworks—ranging from transformational, transactional,
autocratic, democratic, and laissez-faire approaches—serve as catalysts for optimizing employee output and
long-term retention in the Philippine context.

Background of the Study

The Business Process Outsourcing (BPO) sector is one of the fastest-growing industries in the Philippines, with
an anticipated annual growth rate of seven to nine percent, surpassing global projections (Rodela, 2020). The
industry is a significant driver of economic development and employment both locally and internationally. As a
labor-intensive sector, BPO organizations rely heavily on human resources to deliver services efficiently.
Employee performance is a central determinant of organizational success, directly impacting productivity,
turnover rates, and service quality. However, maintaining high levels of job satisfaction in this fast-paced and
high-pressure environment remains a significant challenge. According to the Bureau of Labor Statistics (2023),
the global call center industry was projected to grow by approximately 5% from 2016 to 2026, reflecting steady
expansion and rising demand for customer service operations.

With this anticipated growth, BPO leadership teams face a range of managerial and relational challenges,
particularly in sustaining employee engagement and retention. Effective leadership strategies are increasingly
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essential for addressing workforce concerns and maintaining organizational performance. Evidence suggests that
effective leadership styles promote organizational success, foster innovation, and improve financial outcomes
by supporting employee engagement (Orkamo et al., 2025). Research further indicates that employee satisfaction
and turnover are influenced by a combination of workplace factors, including job-related stress, interpersonal
relationships, opportunities for training and professional development, workload, compensation, work
environment, and the leadership styles adopted within the organization (Mamun et al., 2020). These elements
collectively shape employee behavior and contribute to organizational stability and productivity.

Leadership style is also instrumental in shaping organizational culture and influencing employee performance.
How leaders interact with employees, make decisions, and address workplace issues can foster environments
where individuals feel valued, engaged, and motivated. Conversely, ineffective leadership can lead to high
turnover, dissatisfaction, and reduced performance.

In the BPO industry, where employees often work routine schedules in monotonous roles and face unique
stressors such as irregular work hours and demanding performance targets, leadership effectiveness is
particularly critical. Styles of leadership—including transformational, transactional, democratic, autocratic, and
laissez-faire—have varying effects on job satisfaction and performance levels. Given recurring challenges such
as high turnover, burnout, and inconsistent performance, it is imperative to examine how different leadership
styles contribute to or hinder employee performance. While prior studies have explored leadership styles and
employee performance in BPO settings, research focused specifically on the Philippine BPO sector remains
limited.

Therefore, this study seeks to advance understanding of the relationship between leadership style and employee
performance in the Philippine BPO industry, addressing gaps in existing literature and providing insights
relevant to organizational practice.

Theoretical Framework
This study is grounded in three principal leadership theories:

Contingency Theory, Trait Theory, and Behavioral Theory. Together, these frameworks provide a
comprehensive lens for understanding how leadership style influences employee performance in the BPO sector.

The Contingency Theory of Leadership (Fiedler, 1964) posits that there is no universally optimal way to lead;
rather, leadership effectiveness is contingent upon the alignment between a leader’s style and the specific
situational factors present. According to this theory, factors such as task structure, leader-member relations, and
employee readiness should inform the selection and adaptation of leadership styles. In the context of BPO
organizations, where work environments are dynamic and employee needs vary, the contingency approach
suggests that leaders must remain flexible, tailoring their leadership strategies to different operational challenges
and workforce characteristics.

Trait Theory asserts that certain innate characteristics distinguish leaders from non-leaders. Proposed by Thomas
Carlyle in the 1800s, the theory holds that “leaders are born, not made,” emphasizing the identification and
cultivation of inherent traits such as confidence, decisiveness, and integrity. For BPO organizations, recognizing
these traits can inform recruitment, leadership development, and targeted training programs aimed at enhancing
leadership effectiveness by developing both inherent qualities and learned skills.

Behavioral Theory, popularized by J.B. Watson (1878), shifts the focus from innate traits to observable
behaviors, positing that leadership can be learned and developed through experience and adaptation. This theory
suggests that effective leaders continually modify their actions in response to situational demands and their
teams' needs. Within BPO settings, adopting a behavioral perspective encourages leaders to engage in reflective
practice, seek feedback, and develop adaptive behaviors that support employee engagement and performance.

These theoretical perspectives collectively inform the study’s hypotheses by offering multiple explanations for
how leadership style may affect employee performance. By integrating contingency, trait, and behavioral
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approaches, the study aims to provide a nuanced understanding of leadership in the BPO sector and to identify
which styles and behaviors most effectively promote optimal employee outcomes. Employee performance.
While prior studies have explored leadership styles and employee performance in BPO settings, research focused
specifically on the Philippine BPO sector remains limited.

Therefore, this study seeks to advance understanding of the relationship between leadership style and employee
performance in the Philippine BPO industry, addressing gaps in existing literature and providing insights
relevant to organizational practice.

Conceptual Framework

This study aims to assist middle management and supervisors in identifying their dominant leadership traits and
understanding how these traits influence employee performance. By examining the relationship between
different leadership styles and employee outcomes, the research offers a comprehensive framework for
enhancing organizational success through effective leadership.

The conceptual framework is structured as follows: the demographic profile of employees (including age, sex,
educational attainment, and years of service) serves as the independent variables; leadership styles
(transformational, transactional, democratic, autocratic, and laissez-faire) function as the intervening variables;
and employee performance represents the dependent variable. This arrangement enables a systematic exploration
of how demographic factors and leadership approaches interact to impact performance in the BPO context.

Figure 1. Schematic Diagram of the Study.
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This framework supports the study’s objective of clarifying the mechanisms through which leadership style
mediates the relationship between employee characteristics and organizational performance, providing
actionable insights for management practice and future research.

Statement of the Problem

This study aims to determine the relationship between leadership style and employee performance in the
Business Process Outsourcing (BPO) industry. Specifically, it seeks to address the following research questions:

1. What is the demographic profile of the respondents in terms of:
a. Age

b. Sex
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c. Highest educational attainment

d. Number of years in service

2. What is the preferred leadership style among employees in the BPO industry?

3. What is the level of employee performance when grouped according to their demographic profile?

4. Is there a significant difference? Is there a significant difference in employee performance based on the
preferred leadership style of call center agents in the BPO industry?

5. Is there a significant relationship between the preferred leadership style of call center agents and their
performance in the BPO industry?

Hypotheses of the Study
The findings of this study are expected to benefit the following stakeholders:

BPO Industry: The study may enhance understanding of the importance of applying appropriate leadership
styles and inform the development of training, engagement, and leadership programs to improve organizational
outcomes.

Operations Managers (OMs): Insights from the study can help OMs identify their dominant leadership style
and encourage them to adopt additional approaches to manage and motivate their teams effectively.

Supervisors: The results may guide supervisors in selecting leadership strategies tailored to their agents’ needs,
ensuring both team welfare and optimal performance.

BPO Employees: Employees may gain a better understanding of their managers’ and supervisors’ leadership
styles, fostering improved workplace relationships and collaboration.

Future Researchers: This study serves as a valuable reference for future scholars interested in exploring
leadership styles and employee performance in the BPO sector, contributing to the existing body of knowledge
and inspiring further research and innovation.

Scope and Limitations of the Study

This study focused on identifying the preferred leadership styles of call center agents at PanAsiatic Bacolod,
with particular emphasis on Business Unit 3. The research examined five leadership styles—transformational,
transactional, democratic, autocratic, and laissez-faire—as perceived by agents in relation to their immediate
managers and supervisors. Employee performance was assessed using a standardized BPO performance
questionnaire, and data were collected via a modified, validated survey instrument to ensure response reliability
and validity.

The scope of this study is limited in several ways. First, the sample was geographically and organizationally
restricted to 203 call center agents assigned to Business Unit 3 of PanAsiatic Bacolod. As a result, the findings
may not generalize to employees in other business units or BPO companies. Second, the research used a cross-
sectional design, collecting data exclusively in August 2025. This temporal limitation means the results reflect
perceptions and performance levels at a specific point in time and may not account for changes in leadership
dynamics or employee attitudes over a longer period. Additionally, reliance on self-reported measures introduces
potential response bias, and a single-organization focus limits the ability to draw broader conclusions about the
BPO industry.

Definition of Terms

Key terms used in this study are both conceptually and operationally defined to enhance reader understanding:
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Age. Conceptually defined as the time elapsed from a person’s birth to the present, encompassing not only
biological facts but also social dimensions that influence societal perceptions and treatment of individuals
(Widarko & Anwarodin, 2022).

Operationally, it refers to the chronological age of PanAsiatic Bacolod call center agents, categorized as: 20
years and below, 21-30 years old, 3140 years old, and 41 years old and above.

Autocratic Leadership. Conceptually, it refers to a leadership style characterized by centralized authority, where
leaders make decisions independently and expect unquestioned compliance from subordinates (Du et al., 2020).

Operationally, it refers to instances in which leaders exhibit authority by making decisions independently and
enforcing strict adherence to instructions.

Democratic Leadership. Conceptually, it refers to a leadership style that encourages collaboration, shared
decision-making, and active participation among team members, fostering an inclusive and empowered
environment (Imran et al., 2025).

Operationally, it refers to practices in which leaders actively involve team members in planning and decision-
making, as defined in this study.

Employees Performance. Conceptually, it refers to an analytical framework where mutual gains for both the
organization and employees—encompassing health and psychological well-being—are viewed as fundamental
to organizational success (Guest, 2024)

Operationally, it refers to a comprehensive assessment of an individual’s work results in terms of quality
(accuracy and empathy) and quantity (volume of output and target responsibilities assigned by leadership)
(Widarko & Anwarodin, 2022).

Highest Educational Attainment. Conceptually, refers to the highest level of education a person has reached,
viewed as both a “gold standard” and a continuous brain-building process (UNESCO, 2022; Davis-Kean, 2021).

Operationally, refers to the highest education level completed by the respondent at the time of data collection
(e.g., High School Graduate, Vocational/Technical, Bachelor’s, Master’s, Doctorate), treated as a categorical
variable for analysis.

Laissez-Faire Leadership. Conceptually, it refers to a leadership style marked by the absence of directive
leadership and the granting of autonomy to employees; effective mainly with highly skilled, experienced
members, but potentially causing ambiguity and stress (Khan & Aziz, 2022).

Operationally, it refers to scenarios where leaders provide little guidance, delegate authority, and rely on team
members’ self-management.

Leadership Style, Conceptually, refers to the methods, characteristics, and behaviors a leader uses to direct,
motivate, and manage teams, significantly influencing team performance even without formal authority (IMD,
2025).

Operationally, it refers to the distinct manner and approach by which a leader guides, motivates, and manages
their team, encompassing behaviors, strategies, and decision-making processes reflecting the leader’s values,
personality, and experience.

Number of years in the Service. Conceptually, refers to the total length of time a person has been employed in
an organization, reflecting experience and tenure (Aruoren, 2023).

Operationally, refers to the total number of years the respondent has been employed in the organization at data
collection, as indicated in the demographic section of the survey.
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Sex. Conceptually, refers to the concept that encompasses sexual literacy and health, extending beyond
reproductive biology to include the capacity for safe, pleasurable, and coercion-free experiences (Bond & Radix,
2024; Power et al., 2024).

Operationally, refers to the respondent’s self-identified classification as male or female, used as a categorical
variable for analysis of performance and leadership style preferences.

Transformational Leadership. Conceptually, a leadership style that cultivates organizational commitment and
motivates/inspires employees, positively impacting performance and retention (Umachi, 2025).

Operationally, refers to approaches involving inspirational motivation, intellectual stimulation, and
individualized consideration that significantly impact employee performance.

Transactional Leadership. Conceptually, refers to a leadership style based on clear task expectations, rewards,
and punishments, fostering a positive leader-follower relationship oriented around goal achievement (Khoshnaw
& Karadas, 2024).

Operationally, it refers to leaders who set clear expectations, provide rewards, and use intellectual stimulation
to motivate employees to achieve both individual and organizational goals.

REVIEW OF RELATED LITERATURE AND STUDIES

This chapter synthesizes key literature and research findings on leadership styles and employee performance in
the BPO sector. The review is organized thematically by leadership style and demographic factors, drawing
connections and identifying gaps that inform the present investigation.

Leadership Style

Research indicates that leadership effectiveness in call centers is strongly influenced by contextual factors such
as task complexity, team maturity, and organizational culture (Berni, 2021). Styles aligned with contingency
theory—where leaders adapt their approach to the situation—are associated with improved team performance
and employee well-being. Servant, participative (democratic), and transformational leadership styles, in
particular, have been linked to higher customer satisfaction and agent engagement (SQM, 2022). Situational
leadership, which emphasizes flexibility and context-based adaptation, is consistently identified as a key factor
in successful call center management.

Correlational studies further show that transformational and transactional leadership styles are positively
associated with organizational commitment among call center workers (Lamar, 2023). These findings suggest
that effective leadership not only boosts satisfaction and retention but also shapes organizational outcomes.

Transformational Leadership

Transformational leadership is characterized by inspirational motivation, intellectual stimulation, individualized
consideration, and idealized influence (Li et al., 2022). Empirical evidence in BPO settings demonstrates that
transformational leaders foster higher employee productivity and well-being, particularly when the work
environment supports happiness and personal care (Lacap et al., 2026). Notably, research finds no significant
gender differences in the effectiveness of transformational leadership, with both male and female leaders
demonstrating comparable motivational and supportive behaviors (Howard Jr., 2023).

Transformational Leadership and Sex
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Howard Jr. (2023) found no significant gender differences in the practice of transformational leadership. Both
male and female leaders demonstrated comparable levels of inspirational motivation and individualized
consideration, suggesting that transformational leadership effectiveness is not inherently gender based.

Transformational Leadership and Number of Years in Service

Longer-tenured employees are more likely to benefit from transformational leadership, as it promotes retention
and trust (Blumenthal et al., 2024; Alhusban et al., 2026). However, some studies suggest that the positive impact
of this style depends on the leader’s depth of experience and understanding of the organizational culture (Saleh
et al., 2024). Conversely, leadership competency—rather than tenure alone—may be a more crucial factor in
motivating employees (Sali, 2022). Higher educational attainment also facilitates adoption of transformational
leadership, as it is linked to advanced cognitive skills and openness to change (Wilson Heenan et al., 2023;
Mynbayeva et al., 2024).

Transformational Leadership and Highest Educational Attainment

According to Wilson Heenan et al. (2023), higher educational attainment serves as the dynamic agent in adopting
the Transformational Leadership style. It requires high synthesis and evaluation, such as intellectual stimulation
and idealized influence. Also, as per Mynbayeva et al. (2024), educational advancement leads to empowered
leaders with advanced cognitive abilities and is important for challenging the usual and accepting change.

Transactional Leadership

Transactional leadership is prevalent in BPO organizations due to its structured, metrics-driven approach (Cole,
2026). It is associated with operational stability, performance-based rewards, and clear guidelines. Empirical
evidence supports the positive relationship between transactional leadership, job satisfaction, and trust (Hutama
& Noermijati, 2024). However, demographic factors such as age, gender, and tenure moderate its effectiveness.
Older leaders may use fewer transactional techniques (Shakur et al., 2024), and male leaders are more likely to
exhibit management-by-exception behaviors, while female leaders tend to use contingent rewards (Alharthi,
2024). Additionally, transactional leadership is often more effective for employees with formal academic
backgrounds, who value clearly defined objectives and measurable rewards (Hieng et al., 2024; Khan et al.,
2022).

Transactional Leadership and Age

Van de Plas (2022) demonstrates that age groups and employees' ages strongly determine the success of
management behaviors.

Shakur et al. (2024) reveal a substantial inverse association between a leader's age and their use of transactional
leadership, with older leaders using fewer "quid pro quo" techniques.

Transactional Leadership and Sex

Gender differences in transactional leadership behaviors have been observed in some studies. Alharthi, F. B.
(2024) reported that male leaders more frequently exhibit management-by-exception behaviors, while female
leaders are more likely to practice contingent reward. These subtle differences suggest variations in how
transactional mechanisms are implemented. Nonetheless, both genders can effectively apply transactional
leadership when properly trained.

In a high-level comparison, male leaders exhibit greater leader-follower engagement than female leaders. Male
leaders using transactional strategies are less likely to be penalized socially or psychologically. Davis (2023)
states that transactional leadership is more appropriate for men than women. Men can rely on task-oriented,
transactional authority to keep their teams engaged. At the same time, women face a systemic double standard
that requires them to overperform or constantly lean into transformational behaviors to receive the same level of
cooperation from the workforce.
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Transactional Leadership and Number of Years in Service

According to Jentjens et al. (2025), the effect of transactional leadership is moderated by job tenure, with new
employees preferring inspiration and long-term employees being more responsive to contingent rewards. When
they are no longer excited, veterans want clear transactional expectations. Not inspiration.

Sali (2022) discovered that leaders with a high level of competency effectively manage their tasks and set clear
boundaries, yet this does not change whether they are new or have many years of experience. Their ability to set
rules, monitor staff, and hand out rewards remains steady.

Transactional Leadership and Highest Educational Attainment

Educational attainment may influence how employees perceive structured leadership approaches. Hieng et al.
(2024) found that highly educated employees respond positively to clear performance systems. Such individuals
often appreciate defined objectives and measurable rewards aligned with professional growth. Thus,
transactional leadership may be more effective among employees with formal academic training.

While Hieng et al. (2024) suggest that highly educated employees seek rewards specifically growth rewards,
Khan et al. 2022) argue that higher education seeks professional autonomy, wherein the leader’s ability to adapt
to transactional leadership depends on the educational background.

Autocratic Leadership

Autocratic leadership centralizes authority, limits subordinate participation, and emphasizes strict control. While
it may be effective in crises requiring swift decisions (Davis et al., 2024), it is often associated with reduced
employee satisfaction, creativity, and higher turnover rates (Marsyla, 2025). The literature suggests that
experienced employees tend to resist autocratic leadership, preferring autonomy and recognition (Yea et al.,
2024). Leaders with lower educational attainment may rely more on autocratic methods, while highly educated
employees prefer participative environments (Shahzad et al., 2025; Sok, 2025).

Autocratic Leadership and Age

Easton (2023) posits that leadership style is mostly influenced by the socio-economic era in which leaders were
raised. Authoritarian leaders make centralized decisions and involve few, if any, participants. Moreover,
Atuahene et al. (2026) suggest that the leader's age may influence their style and choices but does not necessarily
determine the impact on performance. Other ideas suggest that leaders with an autocratic leadership style are
seen as competent due to their experience. In contrast, the same style is viewed as a “guilt trip or insecurities”
for younger ones.

Autocratic and Sex

Over the years, Suarez (2021) observed that male leaders were more likely to demonstrate autocratic tendencies.
Female leaders were more inclined toward participative approaches. These findings suggest gender socialization
may influence leadership expression.

Current consensus, as noted by Thompson (2025), posits that female leaders who adopt an autocratic style are
often perceived as less likable by their subordinates than male leaders. However, Vargas et al. (2026) argue that
sex does not correlate with autocratic leadership, and their results imply that both genders can adopt such a style
when there is a need to meet clients’ expectations.

Autocratic Leadership and Number of Years in Service
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Yea et al. (2024) found that long-serving employees tend to resist autocratic leadership. Experienced workers
prefer autonomy and recognition of their expertise. Strict control may lead to dissatisfaction among senior staff.
Their study highlights that experienced staff may resist rigid control and prefer more participative styles.

While Ye et al. (2024) focus on entrenchment, Amanullah et al.'s (2024) recent study suggests that years of
service play a key role when an employee transitions from participative to autocratic leadership. The longer they
stay within the organization, the more they become highly oriented and can establish protocols with direct
control.

Autocratic Leadership and Highest Educational Attainment

Yea et al. (2024) also reported that highly educated employees are less receptive to autocratic leadership. They
prefer consultative and participative styles. Autocratic environments may limit their ability to innovate.

Shahzad et al. (2025) suggested that leaders with high educational attainment were less likely to rely on
structured autocratic methods. On the other hand, leaders with low qualifications rely heavily on autocratic
supervision, which limits creativity and performance.

Meanwhile, Sok (2025) argues that leaders with autocratic leadership styles still achieve positive outcomes
despite having subordinates who hold advanced degrees.

Democratic (Participative) Leadership

Democratic leadership emphasizes shared decision-making, open communication, and collective problem-
solving. It is linked to positive workplace culture, inclusivity, and engagement (Kim, 2024; Ramadhan, 2025).
Employees who feel heard and involved are more likely to contribute innovative ideas and remain committed to
the organization. In BPO settings, democratic leadership is particularly effective in reducing turnover and
mitigating workplace stress (Khan, 2023; Rathi & Kumar, 2023). Studies show that older and more tenured
employees often prefer democratic leadership, but the style’s success also relies on the leader’s ability to foster
trust and collaboration regardless of tenure or educational attainment (Koirala et al., 2024; Damayon, 2026).

Democratic Leadership and Age

Kotur and Anbazhagan (2022) reported that older workers tend to exhibit and prefer democratic leadership. With
age comes experience and interpersonal maturity. Older leaders may value consensus-building more than
authoritative control.

Tomova et al. (2024) assert that when younger leaders adopt a collaborative and participative style, they are
likely to receive better evaluations and ratings. In contrast, they are often criticized by their subordinates,
executives, and high-level managers.

Khan (2023) illustrates that in a high-stress environment such as the BPO industry, leaders who involve their
employees in decision-making create an impact by giving them a voice and participation, which lessens stress
and burnout. Democratic leadership is the structural logic to mitigate exhaustion in the workplace.

For younger generational cohorts, specifically Millennials and Gen Z, adopting a collaborative environment,
such as a democratic leadership style, would help them avoid burnout and reduce turnover. Compared to tenured
or older employees, newbies perceive a chain of command and open communication not as options but as needs.
Rathi and Kumar (2023)

Democratic Leadership and Sex

A study by Khayat (2022) proposes that, historically, male leaders are more geared towards
authoritative/transactional styles, while females are more geared towards participative styles; however, his study
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also indicates that either leader adopted a professional and collaborative style to achieve a rigid standard and
meet quality standards.

Sheik et al. (2024), like Khayat, demonstrated that leaders who allow their staff to participate in decision-making
encourage engagement. His study illustrates that female leaders often adopt democratic leadership to foster an
inclusive environment, which is highly relevant in the BPO industry.

Democratic Leadership and Number of Years in Service

In the Philippine context, staff who have been with the company longer have different expectations of their
leaders than those who are newly hired.

This is explained by democratic leadership, which suggests that job performance improves, especially when
leaders promote open communication and engagement. However, the success of this style in employee
performance varies depending on their individual tenure, as suggested by Koirala et al. (2024)

Employment tenure is significantly associated with the participative style, wherein new leaders are adapting the
participative style to foster collaboration and build trust with consensus to alleviate their lack of experience.
Damayon Palma et al. (2024) corroborate Damayon's finding that the democratic leadership management style
works best for tenure employees, as it promotes performance and intention to stay. to stay

Democratic Leadership and Highest Educational Attainment

Employees with higher educational attainment prefer participative leadership. Educated employees often expect
to be involved in strategic discussions. Democratic leadership aligns with their critical thinking and analytical
skills (Mendez, 2021). This creates a culture of shared responsibility among employees.

On the other hand, this leadership style does not have any meaningful relationship to leaders’ educational
attainment. This means that the environment fostered by a democratic leadership style, characterized by
collaborative, participative, and inclusive behaviors, is not driven by educational attainment. Damayon (2026)
asserts that democratic style is an innate leadership behavior that stems from personal soft skills.

Laissez-Faire Leadership

Laissez-faire leadership, characterized by minimal supervision and high autonomy, can be beneficial when
paired with skilled, experienced employees, but often leads to lower performance and poor coordination in
structured environments (Lashley, 2021; Hasanah et al., 2026). Older and highly educated employees may thrive
under laissez-faire leadership due to their capacity for self-regulation and independent decision-making (Chhom
et al.,, 2024; Aman-Ullah et al., 2022). However, the absence of guidance and feedback can erode trust,
motivation, and performance, especially among less experienced staff (Alharthi, 2026; Yongco, 2025).

Laissez-Faire Leadership and Age

Chhom et al. (2024) suggested that older leaders may implement laissez-faire leadership more effectively due to
accumulated experience. Age contributes to confidence in delegating authority. However, proper oversight
remains necessary.

While there are BPO employees who excel under Laissez-Faire leadership as they understand that autonomy
means trust, this suggests that BPO companies should apply laissez-Faire style across the organization,
especially to younger generations. Rodriguez et al. (2024).

Laissez-Faire Leadership and Sex

Khan et al. (2023) reported that male leaders scored slightly higher in laissez-faire tendencies. Female leaders
were more transformational in comparison. However, differences were not highly significant.
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When male leaders demonstrate a laissez-faire leadership style, it projects autonomy, which implies trust in
employees and often yields the best results. However, in terms of female leaders, this leadership style often
resulted in poor performance, as it is seen as disengagement. The study suggests that a laissez-faire style results
in a failure to provide guidance, and non-decision-making is a mere threat to the organization, as it destroys trust
and eventually erodes employees’ drive to perform. When the leaders don’t care, it drastically dissolves
motivation. Alharthi, F. B. (2026)

Laissez- Faire and Number of Years in Service

Tenured employees have the skill, which also means they are prone to disengagement. In the BPO environment,
it is a double-edged sword that can be both beneficial and risky for the organization.

A laissez-Faire leadership style means a leader is absent, and when that happens, the employee's psychological
safety net is removed, which will eventually result in mediocre performance. However, tenure prevents it from
happening, as most older staff can thrive without a leader. (Khan, M. S., & Ahmad, 1. (2023)

Chhom et al. (2024) found that experienced employees perform better under laissez-faire leadership. Their
expertise allows independent decision-making. In contrast, new employees may require closer supervision.

Laissez- Faire and Highest Educational Attainment

Chhom et al. (2024) also found that highly educated employees function effectively under autonomous
conditions. They are capable of self-regulation and strategic thinking. Laissez-faire leadership may therefore be
more suitable for skilled professionals.

Employees with higher degrees can survive in the absence of a leader because they were trained and taught what
is needed to handle the lack of direction, or because they have high self-efficacy. Aman-Ullah et al. (2022).

Yongco (2025) revealed a direct negative relationship between laissez-faire leadership and performance, but the
influence of laissez-faire leadership on performance is mediated by employees' educational attainment. The
research shows that a less directive management style reduces instructional support. However, employees with
a higher level of education can compensate for this in terms of commitment to their profession.

Research Gap

While numerous studies have examined the impact of leadership styles on employee performance, most focus
on Western or multi-industry contexts. There remains a relative scarcity of research on the nuanced effects of
leadership style in the Philippine BPO sector, particularly regarding how demographic variables interact with
leadership approaches to influence performance. This study addresses this gap by synthesizing existing findings
and applying them to the unique environment of Philippine call centers, thereby justifying the current
investigation.

METHODOLOGY

This chapter outlines the research design, sampling procedures, instrumentation, and data analysis methods used
in this study. It details how the investigation was structured to ensure reliability, validity, and alignment with
best practices in educational and management research.

Research Design

A descriptive—correlational research design was employed. The descriptive component systematically
documented existing leadership styles and employee performance levels in the BPO industry. Correlational
analysis was used to determine the nature and strength of the relationship between leadership style and employee
performance, thereby permitting examination of associations without manipulating variables.
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Subject and Respondents of the Study

The study focused on call center agents, selected for their direct experience with and observation of leadership
practices within the organization. Their responses provided essential data for identifying preferred leadership
styles and their relationship to employee performance.

Population and Sample Size

The total population was 416 call center agents. Using Yamane’s formula (e = 0.05), the calculated sample size
was 203 respondents:

N
" 14 Ne?

n
where:
N = population size
n = sample size

e = margin of error (0.05)

The total population of call center agents is four hundred sixteen (416), and using Yamane’s formula, two
hundred three (203) was obtained as the sample size.

N
" 1+ Ne?

~ 416
" 14 416(0.05)2

n

416
1+ 416(0.0025)

416
1+ 1.04

_ 416
"~ 2.04

n

n

n=203
Thus, the computed sample size was 203 respondents.
Sampling Technique

A simple random sampling method was used to select participants, ensuring each member of the population had
an equal chance of selection. The draw-lots technique minimized bias and enhanced representativeness.

Data Gathering Instrument

A modified questionnaire served as the primary data collection instrument. Part one captured demographic
information (age, sex, educational attainment, years of service). Part two assessed preferred leadership style and
employee performance. The leadership style items were adapted from Hakim (2021) and Boamabh et al. (2018),
covering transformational, transactional, democratic, autocratic, and laissez-faire dimensions, each with six
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items rated on a five-point Likert scale (1 = Strongly Disagree, 5 = Strongly Agree). Performance levels were
additionally determined using official performance ratings provided by management. (Appendix C)

To determine employees’ performance levels, a performance data sheet was secured from the manager, which
reflected the official performance ratings of the respondents. These ratings were used as the basis for
performance analysis.

Validity and Reliability of the Research Instrument

The instrument underwent face and content validation by three business experts using the Good and Scates
criteria, yielding an average validity rating of 4.56 (Appendix D)

Reliability was tested with a separate group of 30 employees; Cronbach’s Alpha was 0.87, indicating high
internal consistency. (Appendix E). Therefore, the questionnaire was deemed consistent and dependable for data
collection.

Data Gathering Procedures

After securing approval from the organization’s management (Appendix B.1), respondents were randomly
selected and provided informed consent. Due to company policy, surveys were administered electronically via
Google Forms (Appendix C). The researcher assisted with access and completion as needed. Upon completion,
responses were encoded and prepared for statistical analysis. Employee performance was operationalized as the
3-day resolution score for each agent, reflecting the percentage of cases or tickets resolved within 3 days. These
scores, obtained from official performance records provided by management, served as the primary indicator of
individual performance in the analysis.

Data Analyses

After the data were gathered, the researcher tallied, tabulated, analyzed, and interpreted the data. In the analyses
and interpretation of data, different statistical tools were used:

For problem number 1, which states, what is the demographic profile of the respondents in terms of age, sex,
number of years in service, and highest educational attainment, frequency and percent distribution were used,
and the formula is shown below:

% =

==

where:
% = percentage
F = frequency
N = number of observations

For problem number 2, which asks what the most preferred leadership style of employees in the Business
Processing Outsourcing industry is, a rank was used.

For problem number 3, which asks for the level of employees’ performance when grouped by their profile, the
mean was used using the formula below.

. XX
X =—
n

where:
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X = mean
Y. x = sum of all scores
n = number of observations

The mean score in problem number 3 was interpreted as follows:

Score Range Interpretation
>=286.43 If the score is greater than or equal to 86.43%, then it is tagged as “Above” performance.
>=84.11 If the score is greater than or equal to 84. 11%, then it is tagged as “High” Performance
>=179.67 If the score is greater than or equal to 79.67%, then it is tagged as “Low”
performance.

<=below 79.67 | If the score is less than or equal to 79.67%, then it is tagged as “Below” and is subject to
enrolment in PIP (Performance Improvement Plan) as it needs
Improvement

Presentation, Analysis And Interpretation Of Data

This chapter presents the analysis and interpretation of the data gathered in the study. Results are organized in
alignment with the research questions and are supported by appropriate statistical tools. The following sections
discuss the demographic profile of the respondents, their preferred leadership styles, and the level of employee
performance, grouped by relevant demographic variables.

Demographic Profile of the Respondents

Table 1 presents the demographic profile of the respondents by age, sex, highest educational attainment, and
years of service. The distribution of these characteristics provides important context for interpreting subsequent
analyses and understanding the representatives of the study sample.

Table 1. Frequency and Percentage Distribution of Respondents According to Profile

Profile Category f %
Age 41 years old and above | 9 4.43
31 - 40 years old 45 22.17
21 - 30 years old 140 68.97
20 years old and below | 9 4.43
Total 203 100
Sex Male 67 33
Female 136 67
Total 203 100.00
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Highest Educational High School 2 0.99
Attainment
Senior High School 15 7.39
College 122 60.1
Degree Holder 63 31.03
Postgraduate 1 0.49
Total 203 100
Number of Years in 1 year and below 74 36.45
Service
2-5 years 75 36.95
6-10 years 45 22.17
11-15 years 9 4.43
Total 203 100

The demographic data show that the majority of respondents were young adults, with 68.97% falling within the
21-30-year-old age group. A smaller proportion (22.17%) were aged 31 to 40, while only 4.43% each were either
20 years old and below or 41 years old and above. This suggests that the sample primarily reflects the
perspectives of a younger workforce within the BPO sector.

Regarding sex, females made up 67% of the sample, compared to 33% males, indicating a predominantly female
workforce among the respondents.

In terms of educational attainment, most respondents had completed college (60.10%), followed by degree
holders (31.03%). A smaller proportion had attained only senior high school education (7.39%), and very few
had either high school education (0.99%) or postgraduate studies (0.49%). This distribution highlights a
generally well-educated respondent pool.

For years of service, the largest groups had served for 25 years (36.95%) and for 1 year or less (36.45%), while
fewer respondents had served for 6-10 years (22.17%), and only 4.43% had served for 11-15 years. This
concentration of respondents with 1 to 5 years of service (73.4%) suggests that the data are more representative
of early-career professionals, whose perspectives and challenges may differ from those of longer-tenured
professionals.

Overall, the demographic profile suggests that the study’s findings primarily represent the experiences of a
younger, predominantly female, and well-educated population, with the majority being early-career employees
in the BPO industry.

Preferred Leadership Styles

Table 2 presents the respondents’ preferred leadership style. Identifying the leadership style preferred by
respondents provides insight into the approach they perceive as effective and motivating in their workplace.

Table 2. Preferred Leadership Style

Preferred Leadership Style f Rank
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Autocratic 7 5
Democratic 73 2
Laissez-faire 14 4
Transactional 19 3
Transformational 90 1

Table 2 summarizes the leadership styles preferred by respondents. The data reveal that transformational
leadership was the most preferred, with 90 agents ranking it first. 73 respondents closely followed democratic
leadership, while transactional, laissez-faire, and autocratic styles were less favored, with 19, 14, and 7
respondents, respectively.

These findings indicate a strong inclination among agents toward transformational leadership, highlighting the
value placed on leaders who inspire, motivate, and foster personal and professional growth. The popularity of
democratic leadership further emphasizes the importance of participative decision-making and collaboration in
the workplace. The relatively low preference for transactional, laissez-faire, and autocratic styles suggests that
agents may be less responsive to rigid, reward-based systems or passive and authoritarian approaches.

The results support previous research, such as Lamar (2023), which found that transformational and transactional
leadership styles are positively correlated with organizational commitment among call center workers, enhancing
employee satisfaction and retention. Additionally, while autocratic leadership is often viewed negatively,
Yildirim et al. (2020) argue that it can be effective in crises requiring swift decisions. However, it may suppress
creativity and reduce engagement in less urgent contexts.

Overall, these findings imply that organizations aiming to enhance employee engagement and performance
should prioritize leadership development programs that foster transformational and democratic leadership
qualities.

Employee Performance According to Their Profile

Table 3 presents the level of employee performance, grouped by respondents’ demographic profiles. This allows
comparison across different categories and determines whether profile variables influence employee
performance.

Table 3. Employee Performance According to their Profile.

Profile Category f Mean Interpretation
Age 41 years old and above | 9 87.63 Above

Age 31 - 40 years old 45 88.04 Above

Age 21 - 30 years old 140 87.79 Above

Age 20 years old and below | 9 85.75 Above

Sex Male 67 87.90 Above

Sex Female 136 87.68 Above
Highest Educational Attainment | High School 2 85.62 Above
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Hwighest Iéducational Attainment | Senior High School 15 87.98 Above
Highest Educational Attainment | College 122 87.69 Above
Highest Educational Attainment | Degree Holder 63 87.84 Above
Highest Educational Attainment | Postgraduate 1 89.75 Above
Number of Years in Service 1 year and below 74 87.59 Above
Number of Years in Service 2-5 years 75 87.45 Above
Number of Years in Service 6-10 years 45 88.86 Above
Number of Years in Service 11-15 years 9 85.98 Above
As a whole As a whole 203 87.75 Above

Table 3 presents employee performance data grouped by demographic variables. Across all age groups, mean
performance scores were consistently high, with all categories interpreted as “Above” performance. The highest
average was among those aged 31-40 (88.04), while the lowest was among those aged 20 and below (85.75).
Both male (87.90) and female (87.68) respondents demonstrated similarly high performance levels.

Regarding educational attainment, respondents with postgraduate degrees had the highest mean performance
(89.75), followed by those with senior high school (87.98) and degree holders (87.84). College graduates (87.69)
and high school graduates (85.62) also maintained above-average performance. For years in service, those with
6—-10 years achieved the highest mean score (88.86), while those with 11-15 years had the lowest (85.98).
Employees with 1 year and below (87.59) and 25 years (87.45) also demonstrated strong performance.

These results indicate that high employee performance is maintained across demographic categories, suggesting
a consistently productive workforce within the BPO industry. This finding supports previous research indicating
that, while demographic factors may influence employee experience, performance is largely shaped by effective
leadership practices and a supportive work environment (Rafols, 2022).

Furthermore, the study’s findings reinforce the preference for transformational leadership among BPO
employees, supporting the literature highlighting the effectiveness of transformational leaders in motivating
employees, fostering innovation, and promoting organizational success (Agazu et al., 2025; Xu & Rafols, 2022).
The alignment between high performance and motivational leadership styles underscores the importance of
leadership approach in sustaining productivity, regardless of demographic differences.

Difference in the Employees’ Performance and their Most Preferred Leader Style

Table 4 assesses whether there is a statistically significant difference in employee performance when grouped
by preferred leadership style.

Table 4. Significant Difference in the Employees’ Performance and their Most Preferred Leadership Style.

Preferred Leadership Style N Mean Rank
Autocratic 7 99.86
Laissez- Faire 14 74.96
Democratic 73 107.29
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Transformational 90 101.08
Transactional 19 106.71
Total 203

Computed Value: 3.71

p -value : 0.466

Decision : Accept HO

Interpretation : Not significant at 0.05 level of significance

Table 4 examines whether there is a statistically significant difference in employees’ performance according to
their most preferred leadership style. The data show that democratic leadership had the highest mean rank
(107.29), followed by transactional (106.71), transformational (101.08), autocratic (99.86), and laissez-faire
(74.96). Despite these ranking differences, the computed test value (H = 3.71) and p-value (0.466) indicate that
the differences are not statistically significant at the 0.05 level. The null hypothesis is therefore accepted,
meaning that preferred leadership style does not significantly affect employee performance within this sample.

This finding suggests that employees in the BPO industry tend to maintain consistent performance levels
regardless of their preferred leadership style. For practitioners, this implies that while certain leadership styles
may be more popular or valued, they do not necessarily translate into measurable differences in performance
outcomes. Leadership development efforts should thus be tailored not only to individual preferences but aligned
with organizational goals and team dynamics.

These results are consistent with Lashley (2021), who found that transformational leaders achieved higher-
quality evaluation scores and better average handle times than other styles. However, this advantage does not
necessarily translate to statistically significant differences in all contexts. Conversely, laissez-faire leadership,
characterized by minimal supervision, was found to be the least effective, often leading to lower performance
metrics and reduced quality scores in structured, performance-driven settings such as call centers.

Overall, the data suggest that while leadership style preferences exist, their direct impact on employee
performance may be limited within the structured environment of the BPO sector.

Relationship Between the Most Preferred Leadership Style of the Employees and their Performance

Table 5 illustrates the relationship between employees' preferred leadership style and their performance. It
displays the performance outcomes associated with each leadership style category.

Table 5. Relationship Between the Most Preferred Leadership Style of the Employees and their Performance.

Preferred Leadership Style Employees’ Performance

Above | High | Low | Below | Total
Autocratic 6 0 1 0 7
Laissez- Faire 8 3 2 1 14
Democratic 51 13 8 1 73
Transformational 61 13 15 1 90
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Transactional 14 1 3 1 19

Total 140 30 29 |4 203

Computed Value (x2) value: 8.24

p - value : 0.766
Decision : Accept HO
Interpretation : Not significant at the 0.05 level of significance

Table 5 explores the relationship between employees’ preferred leadership styles and their performance
outcomes. While transformational leadership was associated with the highest number of respondents with above-
average performance (61), followed by democratic (51), the chi-square test (computed value = 8.24, p-value =
0.766) indicated no statistically significant relationship between preferred leadership style and employee
performance. The null hypothesis was accepted, confirming that leadership style does not significantly influence
performance level at the 0.05 significance threshold.

This finding suggests that although certain leadership styles, such as transformational and democratic, are more
prevalent among high-performing employees, they do not directly determine performance outcomes. The results
imply that the structured nature of the BPO industry—with its strict performance metrics, monitoring systems,
and organizational processes—may play a greater role in guiding employee output than individual leadership
preferences.

These conclusions are consistent with previous research, such as Cole et al. (2026), who found that transactional
leadership can effectively drive performance when clear goals and contingent rewards are in place, but may lack
the motivational depth for long-term engagement and innovation. Beyond performance metrics, leadership style
also impacts employee engagement and motivation. Relational and supportive leadership behaviors, as noted by
Baquero (2023), foster transparency, trust, and psychological support, which are critical for engagement and
adaptability.

Overall, the data suggest that, while leadership approaches matter for employee attitudes and engagement, the
direct impact on measured performance in a highly structured environment may be limited. Thus, BPO
organizations seeking to enhance performance should focus not only on leadership development but also on
broader factors, including organizational culture, employee engagement, and support systems.

SUMMARY OF FINDINGS, CONCLUSION AND RECOMMENDATION

To address the core research problem, this study yielded several key insights. The summary below highlights
the most significant patterns and data points that emerged from the analysis, providing a foundation for the
subsequent discussion and recommendation.

Summary of Findings

Based on the analysis and interpretation of the data gathered from the respondents, the following findings were
obtained:

1. The demographic profile of respondents revealed a diverse workforce across age, sex, educational attainment,
and years of service. The majority were young adults, predominantly female, and well-educated, with most
having 1 to 5 years of tenure in the BPO industry.
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2. Transformational leadership emerged as the most preferred leadership style among employees, reflecting a
strong preference for leaders who motivate, support professional growth, and encourage participation and
collaboration.

3. Employees demonstrated consistently high levels of performance across demographic categories, with a mean
performance score of 87.75, indicating a productive and engaged workforce.

4. Statistical analysis showed no significant difference in employees’ performance across preferred leadership
styles (p =0.466; H=3.71), suggesting that performance remains stable regardless of preferred leadership style.

5. There was also no significant relationship between preferred leadership style and employee performance (p =
0.766; x> = 8.24), indicating that leadership style does not directly influence individual performance outcomes
in the structured BPO environment.

Conclusions
Based on the findings of the study, the following conclusions were drawn:

1. The BPO workforce is diverse and dynamic, with high educational attainment and a high proportion of early-
career professionals.

2. Transformational leadership is highly valued, with employees favoring leaders who offer motivation,
inspiration, and opportunities for professional development.

3. High employee performance is maintained regardless of demographic background or preferred leadership
style, underscoring the influence of organizational processes and performance systems.

4. The lack of a significant relationship between leadership style and performance suggests that structured work
environments, clear metrics, and monitoring systems may play a more decisive role in guiding productivity than
leadership preferences alone.

Recommendations
Based on the findings and conclusions of the study, the following recommendations are proposed:

1. The BPO industry should continue investing in leadership development programs that foster transformational
and democratic leadership qualities. While leadership style may not have a direct measurable effect on
performance, aligning leadership approaches with employee preferences can enhance morale, engagement, and
workplace culture.

2. Operations Managers (OMs) are encouraged to regularly assess and adapt their leadership approaches,
integrating elements of transformational and democratic styles to better connect with their teams and address
evolving workplace dynamics.

3. Supervisors should adopt flexible and supportive leadership strategies, focusing on building trust, open
communication, and individualized support to sustain high team performance.

4. BPO employees are encouraged to develop an understanding of various leadership styles to facilitate better
workplace relationships, reduce misunderstandings, and promote a harmonious, productive environment.

5. Future researchers should explore additional variables influencing employee performance, such as
organizational culture, motivation, job satisfaction, and structural factors. Employing multi-site, longitudinal, or
mixed-methods approaches may yield deeper insights into the complex relationship between leadership and
performance in the BPO sector.
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