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Abstract

Although the relationship between leadership and follower attitudes such as
organisational commitment and job satisfaction has been well documented in previous
research, no prior research has explored the relationship between Full-range
Leadership of franchisees and their followers' motivation. By exploring the
relationship between Full-range Leadership and the motivation of employees in the
under-researched area of telecommunication franchising, the study fills a gap in the
literature. Additionally, this research discovered the factors affecting the application
of a particular leadership style (transformational, transactional or laissez faire). A
multiple case study research of twenty franchisees of 02, located in the north of
England was conducted. A qualitative research methodology utilised data from
secondary sources and semi structured interviews with franchisees and their
subordinates. The Multifactor Leadership Questionnaire (MLQ 6s) was used
alongside semi structured interviews; this led to a more in depth consideration of the
seven Full-range Leadership factors. This study selected 180-degree format by
interviewing franchisees and their subordinates. Data was analysed with the use of
NViv08 to identify the most important themes and patterns from the data collected.

The research showed that transformational leadership has a stronger relationship with
motivation than transactional leadership. The laissez faire leadership style was absent
amongst the franchisees under study. The research also illustrated that franchisees
who exhibited a transformational style, empowered their staff more and made their
followers less dependent on the leader. A practical application and observable
behaviour of transformational leadership can be found in behaviours such as
delegating significant authority to individuals, developing follower skills and self
confidence, creating self-managed teams, providing direct access to sensitive
information, eliminating unnecessary controls, and building a strong culture to
support empowerment. In transactional leadership, leader follower relationships were
based on a series of exchanges or bargains between leaders and followers. Franchisees
that had a transactional leadership style used contingent reward to motivate followers.
Transformational franchisees and their followers indicated that idealised influence
had the strongest impact on motivation. Empirical evidence suggested that
transformational leadership factors (idealised influence, inspirational motivation,
intellectual stimulation and individualised consideration) had a stronger relationship
with motivation than transactional leadership factors (contingent reward and
management -by-exception).

This study identified that several factors influenced the application of a particular
leadership style: individual followers, situations, organisational performance and
targets, organisational culture and franchisor's policies and procedures. Other
motivational factors, besides the leader's leadership style, have been taken into
consideration in this research. This study found that, in particular, monetary
motivators were used in the sales driven environment of 02-franchise business to
motivate followers. The findings supported the literature review in confirming that
transformational franchisees used non-monetary rewards in addition to monetary
rewards: giving a sense of achievement by appreciating and praising people's efforts,
recognition by giving vouchers and awards, social events and competitions.
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Chapter 1

Introduction

Leadership has played a vital role in the history of human development (Stogdill,

1974). The importance of leadership has grown due to the changing structure of

organisations, the recognition of the efficient use of human resources, coupled with

advances in social democracy (Bass, 1990). The importance of leadership in

organisations continues to be a very popular area of interest for many scholars (Yuki,

2009; Hies et al., 2006; Sternberg, 2008). Over the years many aspects of leadership

have been studied but since the 1980's research in this area has primarily focused on

leadership behaviours and styles (Judge and Bono, 2000; Judge et al., 2002).

Recently, the popularity of studying Full-range leadership, which consists of three

different styles: transformational, transactional and laissez faire has increased (lung et

al., 2009, Harms and Crede, 2010; Pounder, 2008; Kanste et al., 2009). The Full-

range leadership model, a research-based and validated leadership paradigm can help

develop more proactive leaders in organisations who motivate employees to perform

beyond their expectations (Sosik and Jung, 2010). The full-range leadership theory

focuses strongly on the behaviours leaders' exhibit to motivate their followers. The

theory includes a two way process between leaders and followers and it is evident that

it can be taught (Yukl, 2009).

Bums (1978) studied the leadership behaviours of politicians and was the first to

define their attempts to motivate followers as 'transactional' or 'transformational'.

Although transformational leadership was first introduced by Downton (1973) its

emergence as an important approach to leadership began with Bum's classic work.

More empirical research by Bass (1985) developed the theory further. Bass (1985)

demonstrated through data obtained with the Multifactor Leadership Questionnaire

(MLQ) that transactional and transformational leaders are separate and independent

dimensions. In 1997 Bass described the universality of his full-range

(transformational-transactional-laissez faire) leadership notion. Subsequently,

numerous researchers (YukI 2009; Antonakis et aI, 2004; Bass, 1990) have studied

transformational leadership in and it occupies a central place in leadership research.
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Similarly, motivation is a leading topic of interest in business literature today. Several

theories around motivation have clearly postulated that follower's motivation is

highly influenced by their leaders' behaviour (Herzberg, 1971; Mayo, 1945; Forest,

2008). Leadership and motivation are two important constructs that have been

individually studied (Yuki, 2009) but the relationship between the two has had little

empirical analysis (Ilies et aI., 2009). Therefore, given the popularity of these two

concepts, combining the two seems a natural and logical step.

Although the relationship between leadership and follower attitudes such as

organisational commitment and job satisfaction has been well documented, little prior

research has specifically explored the relationship between Full-range Leadership

(transformational, transactional and laissez faire) and their followers' motivation.

Linking these two concepts contributes to the knowledge base in this area of research

and will provide practitioners with useful knowledge about how to use leadership

style to motivate employees. It also discovered the impact of Full-range Leadership

factors (idealised influence, inspirational motivation, intellectual stimulation,

individualised consideration, contingent reward, management-by-exception and

laissez faire) on motivation of followers by going deeper in the research topic.

This study explored the relationship between Full-range Leadership and motivation in

the franchising context. Franchising provides a valuable context and interesting

setting for studying Full-range Leadership of independent business owners.

Franchising around the world is rapidly growing (Alon, 2010). Franchising

substantially affects the economy and is taking up a large percentage of the retail trade

daily. Over and above the apparent economic benefits of employment, output, and tax,

franchising development injects expertise and training in various industries and

increases the entrepreneurial and managerial capabilities and skills of the labour force

(Alon, 2004, 2010). Researchers have been studying franchisors in an attempt to help

entrepreneurs successfully build their franchised chains (Alon, 2010). Franchisees

consider themselves as independent business owners as opposed to employees and

this sense of autonomy gives them flexibility in terms of business operations

(Morrison, 1996; Avon, 2005; Birkeland, 2002; Ketchen et al., 2011). Franchisees are

independent business owners, which classify them as a particular type of entrepreneur
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that entails: innovativeness, risk taking and proactiveness (DiPietro et al., 2008). It

provides franchisees with the freedom to reward and motivate in an independent

manner; set performance targets that are relevant and important to them and they do

not have to conform to a 'corporate leadership style'. A franchise organisation

therefore provides a context in which researching personal leadership styles and

motivation will lead to a more insightful interpretation.

Leadership and its different styles has been a popular subject of academic interest

within fashion retail franchising in the UK (Avon, 2005), however, the telecom sector

has received little attention. Franchising is a new and unique concept in the world of

Telecom. For the purpose of this study, the researcher therefore selected the only

Telecom franchising in the UK, 02. What is unique about 02 is that unlike other

franchisors who leave little freedom in the operation of individual franchised outlets,

02 provides a high level of flexibility in marketing, finance, human resource and

other day-to-day operations to the franchisees (McGregor, 2009). Franchisees do not

undertake any structured leadership training within 02 and follow minimal rules and

requirements of the franchise system.

The study is therefore unique as it assesses the leadership style of independent

entrepreneurs within a franchise framework and explores which of the full-range

leadership styles the franchisees adopt.

The researcher utilised a multi case study method, focusing on twenty franchisees of

02 (Bryman and Bell, 2007; Miles and Huberman, 2002; Llwellyn and Northcott,

2007). For the purpose of this research, semi structured interviews were conducted of

twenty franchisees, three franchise consultants and twenty franchise employees

(subordinates). The semi structured interviews included the Multifactor Leadership

Questionnaire (Form 6s) to determine Full-range Leadership styles amongst the

franchisees.

12



1.1. Statement of problem

The relationship between Full-range Leadership -which consist of transformational,

transactional and laissez faire leadership styles- of franchisees and motivation levels

of their subordinates has not been explored in academic literature. Strong assertions

have been made in leadership literature regarding the benefits of Full-range

Leadership (Pounder, 2008). Most recently, studies on transformational leadership

have begun to shift focus towards identifying and understanding contextual variables

that may influence or moderate the relationship of transformational leadership with

the followers' level of motivation, with a majority of these studies examining

organisational-level characteristics (Zhu et al., 2009).

Although there have been several studies in leadership and follower attitudes such as

organisational commitment and satisfaction, studies on Full-range Leadership and

motivation have been minimal. Ilies et al., (2006) suggested that neither leadership

nor motivation research provides an adequate account on how leadership styles and

motivation are specifically linked. According to Alon (2010), franchising around the

world is quickly increasing. Recently, researchers have been systematically studying

franchisors in an attempt to help entrepreneurs and managers successfully build their

business (Alon, 2010). By exploring the relationship between Full-range Leadership

and the motivation of employees in the under-researched area of telecommunication

franchising, the study fills a gap in the literature. Telecommunication franchising is a

new and unique concept. This qualitative study has been designed to fill the gap in

literature with an understudied group or population (telecommunication franchising).

The study attempted to determine factors affecting the leadership styles adopted by

franchisees. It has also explored some of the factors and processes used by franchisees

to motivate followers.

Recently, the popularity of studying Full-range leadership (Transformational,

Transactional and Laissez Faire) has increased (Jung et al., 2009, Harms and Crede,

2010; Pounder, 2008). According to O'Shea et al., (2009), with the exception of a few

cases, the transactional leadership style correlates positively with both attitude and

organisational effectiveness and such behaviours may be particularly effective in

business settings. Most studies in relation to transactional leadership have focused on
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performance and effectiveness. How the transactional leadership style impacts on a

follower's motivation has not been studied in these research projects.

Transformational leadership on the other hand has been linked to motivation. Several

researchers have identified important attitudinal constructs through which

transformational leaders motivate followers and increase their performance (Jung,

2009). Lowe et al., (1996) conducted a meta-analysis and found that transformational

leadership was significantly related to measures of leadership effectiveness. Similarly,

a meta-analysis reported by Judge and Piccolo (2004), derived correlations among

transformational behaviours and various indicators of leadership effectiveness that

ranged from group and organisational performance to follower satisfaction and

motivation with the leader. Yukl (2009) also reported that in studies that used a

Multifactor Leadership Questionnaire (MLQ) to evaluate leaders, transformational

leadership was positively associated with subordinate motivation, satisfaction and

performance. There is substantial evidence that transformational leadership is

positively related to indicators of leadership effectiveness - such as job satisfaction,

motivation, and performance of followers (Barling et al., 1996; Lowe et al., 1996;

DeGroot et al., 2000; Lowe and Avolio 2002; McCann et al., 2006). However,

researchers have not attempted to study the relationship between Full-range

Leadership and motivation. This research explored the relationship between Full-

range Leadership (transformational, transactional and laissez faire) of franchisees and

motivation of their employees. It also discovered the impact of Full-range Leadership

factors (idealised influence, inspirational motivation, intellectual stimulation,

individualised consideration, contingent reward, management-by-exception and

laissez faire) on motivation of followers.

Exploring the relationship between leadership styles and motivation cannot be

researched in isolation. Authors have suggested that there are several factors

impacting on a person's leadership style. Pounder (2008); Pawar (2003) and Popper

and Zakkai (1994) for instance suggest that leadership styles may need to vary

according to organisational situations and types. Martin (2000) on the other hand

argues that leaders adopt their style (transformational or transactional) according to

individual followers over time. He states that the skilled leader directs his or her

transformational behaviours to those he or she believes are most worthy andlor
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receptive to them. Bass and his colleagues argue that leaders can be both

transformational and transactional and suggest that most effective leaders utilise both

behavioural styles (Bass, 1985; Avolio et al., 1999; Bass and O'Shea, 2009). It is

apparent from the research that there are several factors that impact on leadership

styles which will need to be explored in this case study on franchising.

Additionally, motivation of employees in franchising is not solely related to the

franchisees' leadership style. Other factors play their part. Work motivation is a topic

of enduring interest in the field of organisational behaviour and, in general terms,

motivation theories seek to explain how hard people strive to undertake their work

tasks (Rollinson, 2008; Forest, 2008). Steer and Porter (1991) suggest that employees

at the lower end of the hierarchy will be motivated by financial rewards, whilst the

employees' higher up the hierarchy will be motivated by growth. Taylor (1947) puts

much emphasis on money as a primary motivator and disregards other motivational

factors. On the contrary, the human relations approach advocated that employees want

to feel useful, employees have strong social needs and that the social needs are more

important than money in motivating an employee (Rollinson, 2008). Herzberg (1966)

suggested that in order to motivate one had to focus on deemphasising the extrinsic

(dissatisfiers) and emphasising the intrinsic (satisfiers) of the job. Motivators or

satisfiers include a sense of responsibility, recognition, responsibility, nature of work

and personal growth.

Besides the factors that motivate employees, some authors focus on the processes of

motivating employees. Content theories encourage managers to think about how far

they can satisfy people's innate needs though employment, while process theories

relate more to employees as conscious individuals gauging how to maximise benefits

through their jobs (Naylor, 2003). Vroom (1964) suggests that motivation (M) is a

function of the expectancy (E) of reaching a certain outcome, multiply by value (V) of

the outcome for that person. Vroom assumes that outcomes with high expectancy and

highly values rewards will direct people to exert much greater efforts. Adams (1965)

advises that an individual's motivation to put effort into a task will be influenced by

perceptions of whether the rewards obtained are fair in comparison to those received

by other people. Locke's (1968) goal theory of work motivation relied on the basic

assumption that people would perform better if goals were defined, difficult, specific

15



and attractive. It is clear from the literature that several factors and processes affect

the motivation of followers. This study therefore explored some of the factors and

processes used by franchisees to motivate their employees.

A case study strategy was selected for this study after considering the research

questions and objectives; the extent of existing knowledge; the extent of control the

researcher had and the degree of focus on contemporary as opposed to historical

events and philosophical underpinnings (Saunders et al., 2009; Bryman and Bell,

2007; Yin, 2003). For the purpose of this qualitative study, the researcher utilised a

multi case study method, focusing on twenty franchisees of 02 (Bryman and Bell,

2007; Miles and Huberman, 2002; Llwellyn and Northcott, 2007). Case study strategy

was selected to gain a rich understanding of the context of the research topic

(leadership styles and motivation in franchising) and process being enacted; the

ability to generate answers to the question 'why', 'what' and 'how' and compatibility

with qualitative and exploratory research (Morris and wood, 1991; Sunders et al.,

2009, Yin, 1994).

1.2. Purpose of study

The main purpose of this research study was to explore the relationship between Full-

range leadership (transformational, transactional and laissez faire) of 02 franchisees

and motivation of employees using a qualitative approach. It also discovers the impact

of Full-range Leadership factors (idealised influence, inspirational motivation,

intellectual stimulation, individualised consideration, contingent reward,

management-by-exception and laissez faire) on motivation of followers. The

qualitative research employed a 180 degree format focusing on twenty franchisees

(unit of analysis) of 02 in the UK and their subordinates.

1.3. Research Questions

For this study, the overarching question that was addressed was how Full-range

Leadership (transformational, transactional and laissez faire) of franchisees affect the

level of motivation of employees. The research questions are:
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1) Which of the Full-range Leadership styles (transformational, transactional and

laissez faire) were employed by the franchisees?

2) How did the individual Full-range Leadership styles (transformational,

transactional and laissez faire) of franchisees affect the level of motivation of

subordinates? How did the Full-range Leadership factors (idealised influence,

inspirational motivation, intellectual stimulation, individualised consideration,

contingent reward, management-by-exception and laissez faire) affect the

level of motivation?

3) What were the main factors affecting the application of a particular leadership

style (transformational, transactional and laissez faire) of franchisees?

4) What were some of the factors and processes used by the franchisees to

motivate employees?

1.4. Definitions

Following are terms defined as they are used for the purpose of this study.

Leadership - "Leadership over human beings is exercised when persons with certain

motives and purposes mobilise, in competition or conflict with others, institutional,

political, psychological, and other resources so as to arouse, engage, and satisfy the

motives of the followers" (Bums, 1978: 18).

Motivation - "Work motivation is a set of energetic forces that originates both within

as well as beyond an individual's being, to initiate work-related behaviour, and to

determine its form, direction, intensity and duration" (Pinder, 2008: 11).

Franchisee - An independent entrepreneur who has obtained a business format

franchise from 02.

Franchise Consultant - A person who represents the franchisor and consults the

franchisees on business aspects.
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Subordinate - A staff member working under the franchisee who is led by the

franchisee.

Franchisor - A business that grants licence to another person (franchisee) to use their

business ideas in a specific geographical area.

Full-range Leadership - The full-range leadership notion covers the whole spectrum

of transformational, transaction and laissez faire developed by Bass (1997).

Full-range Leadership Factors - Bass (1985, 1990) distinguishes factors of Full-

range Leadership, namely, idealised influence, inspirational motivation, intellectual

stimulation, individualised consideration, contingent reward, management-by-

exception and laissez faire.

1.5. Research Process

Maykut and Morehouse (2000) stated that if the underlying philosophy of a research

topic is not understood then qualitative research is seen as a less rigorous and less

valued way of doing inquiry. Creswell (2007) contradicts this and claims that good

qualitative research requires making assumptions, paradigms and frameworks explicit

in the writing of a study. Firstly, Ontological (what reality is like and the basic

elements it contains) assumptions are that the reality is the product of individual

consciousness. Secondly, there are assumptions of an epistemological (nature and

status of knowledge) nature which entail knowledge of a softer, subjective, experience

base and insight of a unique and personal nature (Burrell and Morgan, 1979;

Silverman, 2005; Creswell, 1998). The third set of assumptions concerning human

nature entails human beings as creators of their own environment in which free will

predominates (Burrell and Morgan, 1979). The three sets of assumptions outlined

above had direct implications of a methodological nature; the principal concern of the

researcher was to understand the way in which the individual creates, modifies and

interprets the world (Burrell and Morgan, 1979).
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This research is based on interpretive philosophical position which tends to be

nominalist (Ontological Position), interpretive (Epistemological Position), voluntarist

(Human Nature) and ideographic (Methodological Position) in its approach (Burrell

and Morgan, 1979; Creswell, 1998). Wachterhouser (2002: 71) argues, "Interpretive

research can develop, apply, and retest the criteria of knowledge that give us enough

reliable evidence or rational assurance to claim in multiple cases that we in fact know

something and do not just surmise or opine that it is the case".

Patton (2002) postulates that case studies are appropriate when the researcher seeks to

understand a particular situation, process or set of behaviours in significant depth.

Case study strategy was employed to gain rich understanding of the context of

research (leadership styles and motivation in franchising) and process being enacted;

ability to generate answers to the question 'why', 'what' and 'how' and compatibility

with qualitative and exploratory research (Morris and wood, 1991; Sunders et al.,

2009, Yin, 1994).

The research was carried out with a subjectivist approach to social science. It used

multiple methods of data collection (secondary data and semi structured interviews) to

achieve better understanding of the franchisees and to increase the creditability of the

findings (Lincoln and Guba, 1985, Yin, 2009, Creswell, 2007). In selecting the

sample group of franchisees, the criterion was to "increase the likelihood that

variability common in any social phenomenon will be presented in the data" (Maykut

and Morehouse, 2000:45). Maximum variation purposive sampling helped in fully

describing multiple perspectives about the cases. For this study, the units of analysis

were twenty franchisee of 02.

To begin, each franchisee and their subordinates were interviewed. Semi structure

interviews were conducted, which included the Multifactor Leadership Questionnaire

Form 6s (MLQ). Documents reviewed included minutes of team meeting, daily briefs,

mystery shop results, store standard results, success index score and disciplinary

actions (Hussey and Hussey, 1997; Kelliher, 2005; Merriam, 1998). NViv08 software

assisted in the coding process and inductive analysis was used as a tool to explore

linkages, relationships and socially constructed explanations that naturally occur

within narrative accounts (Saunders et al., 2009; Yin, 2009). In summary, a
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qualitative case study that incorporated an interpretive position, and exploratory

approach, applying purposive sampling, using semi-structured interviews and

inductive analysis was undertaken (Creswell, 2003; Kelliher, 2005; Alvesson and

Deetz, 2000; Miles and Huberman, 2002; Dickson-Swift, 2007).

1.6. Delimitation and limitation

The research goal in qualitative terms is to offer a case description that would allow

the reader to repeat the research process in another case (Kelliher, 2005). Although

generalisation is not the strength of case study research, it can establish the existence

of phenomenon that is adequate for the purpose of exploratory research (Van Maanen,

1988; Remenyi et al., 1998). The purposive sampling procedure decreased the

generalisability of findings. According to Denzin (1983: 133), "the interpretivist

rejects generalisation as a goal and never aims to draw randomly selected samples of

human experience. For the interpretivist every instance of social interaction, if thickly

described, represents a slice of life from the world that is the proper subject matter for

interpretive inquiry".

Delimitation and limitation establishes boundaries, exceptions, reservations and

qualifications inherent in every study (Castetter and Heisler, 1977). In a qualitative

study, the findings could be subject to other interpretations (Creswell, 1998).

According to Merriam (1998: 20), "the investigator as human instrument is limited by

being human-that is, mistakes are made, opportunities are missed, and personal biases

interfere. Human instruments are as fallible as any other research instrument". The

biases, values and judgement of the researcher become stated explicitly in the

research report; such openness is considered to be useful and positive (Locke et al.,

1987). In order to minimise bias, the following steps were taken:

a) Relied on literature to define the indicators by which variables in this study

were identified

b) Used multiple sources of evidence (semi structured interviews, documents,

notes and transcripts)

c) Established a chain of evidence based on data gathered

d) Asked participants to review final report (Yin, 2003).
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Additionally, this study used multiple data collection methods (secondary data and

semi structured interviews), built an audit trail and employed member checks to gain

trustworthiness (Lincoln and Guba, 1985).

In order to ensure external validity, the study applied both cross-case examination

and within-case examination (e.g. answers of participants to the semi structured

interview questions were analysed and compared for consistency) along with the

literature review (Yin, 2003). To tackle reliability issues, the study applied a case

study protocol (overview of case study project, field procedure, research questions

and guide for the case study report), developed a case study database (raw data that

led to the case study conclusions, case study notes and case study documents), and

maintained a chain of evidence (to follow the derivation of any evidence from initial

research questions to ultimate case study conclusions) (Yin, 2009).

1.7. Significance of study

This study is unique in that it is the first to explore relationship between individual

Full-range Leadership (transformational, transactional and laissez faire) of franchisees

and motivation of subordinates in the understudied area of telecommunication

franchising. It also discovers the impact of Full-range Leadership factors (idealised

influence, inspirational motivation, intellectual stimulation, individualised

consideration, contingent reward, management-by-exception and laissez faire) on

motivation of followers. Telecommunication franchising is a new and unique concept.

Researcher could not find any previous study on the concept. The results of this study

have implications for practitioners who recognise the significance of different

leadership styles and their impact on motivation. This research rendered additional

insight concerning factors affecting leadership styles. Furthermore, it offered

practitioners motivating factors and processes that can be employed to motivate

followers.

The research examined factors and processes affecting the level of motivation used by

franchisees. Understanding the leadership styles, motivating factors and the
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relationship between leadership and motivation, generated a greater perspective on

how to motivate sub-ordinates.

Findings from this study may provide information that may assist enhance employee

motivation, improve franchise leaders, and produce a more productive work place for

franchisees and employees. This study could help franchisee business prepare

franchisees effectively and provide professional development to those franchisees

looking for ways to motivate their employees effectively. The findings of this study

can be used in future professional development programs that educate leaders on how

to motivate followers.

Organisations invest much money and time to increase employee motivation.

Transformational leadership appeals to individual goals of their followers and this

stimulates higher levels of motivation (Maslow, 1954) and it does not require constant

supervision of followers as they are included in the process. The positive relationship

between leaders and followers saves cost and time of constant monitoring.

1.S. Organisation of the study

This study comprises seven chapters: Chapter 1, The Problem and Scope of the study;

Chapter 2, Review of Related Leadership Literature; Chapter 3, Review of Related

Motivation Literature; Chapter 4, Review of Franchising Literature; Chapter 5,

Research, Design and Methodology; Chapter 6, Findings and Discussion; Chapter 7,

Summary, Conclusions and Recommendations.

In Chapter 1, the introduction and background of the study, problem statement,

purpose of study, research questions, definition of terms, research process, limitation

and delimitations, and significance of study.

In Chapter 2, 3, and 4, a review of related literature and research on leadership,

motivation and franchising that emphasised the need for the study is presented.
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In Chapter 5, research, design and methodology chapter included assumptions,

paradigms, research designs, methodology and methods.

The analysis of data, finding and discussion are presented in Chapter 6.

In Chapter 7, the findings are restated, the methodology evaluated, research

contribution and the Summary and Conclusions are presented.

23



Chapter 2

Leadership

The review identifies the theoretical, conceptual and empirical underpinnings of the

present study as well as establishing insight into factors relating to the purpose of

study which is to explore the relationship between Full-range Leadership of

franchisees and motivation of employees in franchise businesses of 02. The literature

review therefore focuses on three research areas: leadership, motivation and

franchising.

Chapter 2 focuses on leadership and is divided into five sections: leadership in

organisations; an exploration of the meaning of leadership; a critical analysis of

different perspectives of leadership; transformational leadership; a description of the

empirical research on transformational leadership.

2.1. Importance of Leadership in Organisations

According to Avolio et al., (2009), looking back over the past 100 years, we cannot

imagine a more opportune moment for the field of leadership studies. Gill (2006)

argues that the field of leadership research is vibrant and fertile. The Excellence

Model promoted by the European Foundation for Quality Management underpins

leadership as an enabler in attaining key performance results (Gill, 2006). Leadership

is statistically linked to organisational performance (Hart and Quinn, 1993; Katz and

Kahn, 1978). Additionally, empirical analysis of businesses' financial performance

has found that CEO's influence 15 percent of the total variation in financial

performance (Nohria, Joyce and Roberson, 2(03). The importance of leadership in an

organisation has been a very popular area of interest (Yukl, 2009; flies et at, 2006;

Sternberg, 2008). Meindl et al., (1987) analyses the importance of leadership by

stating that leadership is an attribute that is highly prized in most organisations and, as

a result, is an extensively studied and debated topic in organisational behaviour. Bass

(1990) supports this view by stating that leaders make a difference in their

subordinates' satisfaction and performance; leaders can make a difference in success

and failure of organisations. Good leadership helps to develop teamwork and it aids
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intrinsic motivation by emphasising the importance of the work that people do (Gill,

2006; Bass, 1990; Mullins, 2009; Sternberg, 2008). Bass (1990) also suggests that the

changing structure of organisations, recognition of the efficient use of human

resources, coupled with advances in social democracy, have combined to place

growing importance on leadership".

In a work situation, it has become increasingly clear that managers can no longer rely

solely on the use of their position in the hierarchical structure as a means of exercising

the functions of leadership (Bass, 1990; Zhu et al., 2009; Sternberg, 2008). At a

supervisory level, leadership is required to support organisational systems (Katz and

Kahn, 1978) and to enhance subordinate motivation, effectiveness and satisfaction

(Bass, 1990). At a strategic level, leadership is necessary to ensure the coordinated

functioning of the organisation (Katz and Kahn, 1978). This makes leadership

management's most important role, which involves influencing individuals and

groups towards accomplishing shared goals.

However, Vecchio (2000) critically raises the question whether leadership makes a

difference and suggests that work unit achievements result more from the efforts of

the unit's members contribution than of one individual. The development and success

of self-managed teams may have reduced the need for traditional leadership

(Hannagan, 2007; Antonakis et al., 2004).

2.2 Meaning of leadership

Many theories of leadership have emerged in the last fifty years. Due to the complex

and variable nature of leadership, there are different ways of analysing leadership.

Different approaches to leadership study are the qualities and traits approach,

functional or group approach, behavioural category, style of leadership, situational

approach, contingency models, transitionaVtransformational leadership,

shared/distributed, inspirational approach and toxic leadership (Bass, 1990; Gill,

2006; Yukl, 2009).
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Defining Leadership

There are numerous ways of looking at leadership and many interpretations of its

meaning (Mullins, 2009; Zhu et al., 2009). Prominent authors on leadership, Bennis

and Nanus (1985), pointed out that there are over 350 definitions of leadership. Gill

(2006) suggested that authors have defined leadership from different perspectives

such as group dynamics, people's personality, the power relationship between the

leader and hislher follower and as an instrument of goal achievement and skills. Yuki

(2009) also cited that leadership has been defined in terms of traits, behaviours,

influence, interaction patterns, role relationships, and occupation of an administrative

position.

Antonakis et al., (2004:5) defines leadership as "the nature of influencing process-

and its resultants outcomes-that occurs between a leader and follower and how this

influencing process is explained by the leaders' dispositional characteristics and

behaviours, follower perceptions and attributions of the leader, and the context in

which the influencing process occurs." The definition contains three key features-

goals, people and influence. Hannagan (2007:37) defines leadership differently, "the

process of motivating other people to act in particular way in order to achieve specific

goals". Defining leadership as a process emphasises on the transaction that occurs

between the leaders and their followers, not on traits and behaviours (Northouse,

2010). According to Yukl (2009: 3), "leadership is the behaviour of an individual,

directing the activities of a group toward a shared goal." This definition focuses on

behaviour or style of leadership instead of process. The various definitions of

leadership appear to have little in common apart from process, influence and group.

Some academics doubt the usefulness of leadership as a scientific construct as

leadership can have many different meanings (Alvesson and Sveningsson, 2003).

According to Kotter (1990), the terms leader and manager have been used

interchangeably. In the next segment, this study considers the difference between

being a manager and being a leader, leading strategic change and gender differences

in leadership.
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Leaders Vs Managers

There is ongoing controversy about the difference between leaders and managers. The

terms leader and manager are often used interchangeably. Many authors have pointed

out the nuances in these terms; Yukl (2009) for instance argues that managers value

stability, order and efficiency; they are concerned about how things are achieved

whereas leaders uphold flexibility, innovation, adaptation and willingness of

followers. Kotter (1990) distinguishes between leadership and management in terms

of their core processes and intended outcomes:

Table 2.1 Kotter's distinction between leadership and management

Setting operational goals, establishing Developing vision and strategy

action plans with time tables and

allocation of resources

Organising and staffing Communicating and explaining the vision

Monitoring results and solving problems Motivating and inspiring

Leading change has been identified as one of the key responsibilities of strategic

leaders (Quong and Walker, 2010). Strategic leadership is defmed as a process of

determining where an organisation is heading and how to get there (Quong and

Walker, 2010). Leadership theory has increasingly focused on strategic leadership

(Flamholtz and Randle, 2008; Storey, 2005). According to YukI (2009), there is an

increased interest in understanding how top management transform their companies to

respond to highly competitive environments.

Strategic leadership theory has focused mainly on the style and skills that leaders use

to influence the strategic direction of the organisations (Ireland and Hitt, 2005).
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Strategic leadership is to establish a strategy by properly analysing the interior and

exterior environment in which the organisation exists, implementing the right strategy

at the right time, evaluating and acting the appropriate behaviour suitable for the

current environment (Tutar et al., 2011). Strategic leadership ability has become a

necessity under dynamic and volatile environmental circumstances. The most

distinguishing aspect of it is its ability to manage the uncertainty imposed by rapid

change. Storey (2005) advocates that strategic leadership plays a critical role in

developing an organisation's capabilities for expanding its competitive advantage and

performance. Leading change is one of the most important and difficult leadership

responsibilities (Yuki, 2009; Kotter, 1990).

Asian et al. (2011) suggests different approaches for strategic leadership. According

to him, strategic leaders have three basic functions. The first is "to guide"; it is all

about organisation's vision, mission and environment. Second, the "streamline", it

covers the organisation's structure and the system. Last dimension is "to strengthen" it

means to increase the ability of the human potential and productivity.

There is a great deal of literature on leading strategic change. Change is defined as

any irreversible alteration to any part of the organisation (Naylor, 2004).

Organisations are currently confronted with countless changes that take place at a

more rapid pace than ever before. There is a popular belief that leaders of change are

people with bold vision, and that there is a set of leadership characteristics that are

important determinants of leadership effectiveness. One can introduce change in an

organisation by changing either attitudes or roles (Yukl, 2009). According to Stichler

(2011), the leader must guide staff and others through the process of disrupting their

current practice patterns, encourage them to let go of current realities, introduce new

patterns, encourage them to adopt new standards and stabilise the equilibrium as

quickly and painlessly as possible.

Kotter (1996) proposes an 8-step framework for leading transformational change. The

framework views change as a process that includes three groupings of steps:

defrosting the status quo, introducing new practices and grounding change in

corporate culture.
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1. Establishing a sense of urgency, scanning the environmental landscape to identify

market and competitive realities and identifying major opportunities as well as

potential crisis.

2. Creating the guiding coalition and assembling a powerful team capable of leading

change.

3. Developing a visron and strategy, creating a compelling VISIOn and crafting

strategies to make the vision a reality.

4. Communicating the change vision, crafting effective messages to initially and on an

ongoing basis communicate new vision with related strategies and tactics and role

modelling the desired change.

5. Empowering broad-based action, eliminating obstacles that interfere with

advancing the desired vision and encouraging and supporting taking calculated risks.

6. Generating short-term wins, planning for quick gains or picking low-hanging fruit

and recognising short-term milestones.

7. Consolidating gains and producing more change, changing structures, processes,

and systems that are not consistent with the desired vision and cultivating talented

individuals capable of implementing new ideas and sustaining the desired vision.

8. Anchoring new approaches in the culture, enhancing performance through new

behaviours and more effective leadership and management and ongoing messaging of

the connections between new behaviours and organizational success.

Similarly, Flamholtz and Randle (2008) formulated a four-factor model of the key

tools or drivers of organisational change. The basic belief is that these four factors are

critical to helping organisations, teams and individuals move through the change

process. Flamholtz and Randle (2008: 51) describe the four key drivers of

organisational change as per below:
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Vision
• Creating a "picture" of what the future state will be like (that is, results to be

achieved).

• Clearly communicating the vision to all involved.

• Continually reinforcing the vision through words and actions.

Culture

Systems

• Identifying what the current culture is with respect to innovation, risk taking,

change, etc.

Defining the "desired" culture with respect to change.

Managing the culture so that it promotes valuing and embracing change (as

opposed to resisting change).

•
•

• Identifying targets of change within existing systems.

Evaluating the costs and benefits of changing existing systems.

Developing new systems (operational and management) to support vision and

culture changes.

Helping others "let go" of the old ways of doing things.

•
•

•

Operations

• Using day-to-day operations of a business, business unit, or administrative unit

to support change.

• Influencing the behaviour of people on a day-to-day basis to operate in ways

consistent with changes to the vision, culture, and/or systems.

Leading change effectively is simple in concept, but quite difficult in practice; despite

a leader's efforts to think strategically and manage or control the change process, the

path and destination of change is unknowable (Russell and Russell, 2006). Stichler

(2011) also suggests that change in organisation is rarely easy; it's complex, chaotic

and convoluted. Leadership literature has over the years, included affirmations about

differences between female and male leadership.
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Leadership and Gender

Researchers have shown growing interest in the issue of whether men and women

behave differently in leadership roles (Burke and Collins, 200 I; Pounder and

Coleman, 2002). The literature indicates that females are more caring, collaborative

and cooperative, while males are more aggressive, competitive and controlling

(Agezo and Hope, 2011; Antonakis et al., 2004). Eagly and Johnson (1990) illustrates

that their findings provided reliable evidence that gender differences exist in

leadership style, whereby women leaders, more than men, emphasise on both

interpersonal relations and task accomplishments. Similarly, Bass (1998) and White

and Ozkanli (2011) believe that there is some evidence that suggests that women,

more than men, tend to adopt more of a transformational leadership style. Bass and

Avolio (1994) analysed the leadership style of 150 male and 79 female managers at

top management level in 6 Fortune 500 companies using the Multifactor Leadership

Questionnaire and found women managers being more effective and satisfying to

work with and were considered as better role models who showed greater concerns

for the individual needs of their followers.

However, Pounder and Coleman (2002) found a lack of support for the notion that

women and men utilise different leadership styles. Oshagbemi and Gill (2003) studied

leadership style of managers in the UK and discovered that women delegate less than

their men counterparts, but there were no statistical differences in their directives,

consultative and participative leadership styles. Agezo and Hope (2011) also suggests

that no definitive conclusion has been reached concerning one gender being more

effective at leadership than another, female and male leadership characteristics have

been proffered.

Researchers have studied leadership from a variety of perspectives such as traits

(Stogdill, 1948), behaviours (Lewin et al., 1939), contingency theory (Fiedler, 1967),

situational theory (Hersey and Blanchard, 1967), path-goal theory (House, 1971),

transformational approach (Downton, 1973), distributed leadership (Ross et al., 2005)

and toxic leadership (Olsen, 2010). This study critically analyses different leadership

perspectives in the next section.
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2.3. Critical Analysis of Different Leadership Perspectives

It is helpful to have a framework to consider different approaches to study leadership.

Over the years, a number of theoretical perspectives of leadership have emerged.

Most leadership studies can be classified in the following approaches: trait approach,

functional or group approach, behavioural category, style of leadership, situational

approach, contingency models, transformational leadership, shared/distributed, toxic

leadership and inspirational approach (Mullins, 2009; Bass, 1990; Gill, 2006; Ilies et

al., 2006). Many of the theories originate in North America and focus on leadership in

organisational settings while none actually state that being a leader and being a

manager are the same thing; they all focus on the manager and treat this person as

someone who occupies a position of leadership (Rollinson, 2008; Yuki, 2009). The

theories have been analysed in order of their inception as well as in light of the

purpose of his study. The reason for conducting this study is to provide independent

entrepreneurs with insight into the relationship between leadership styles and the

motivation of their followers. With this purpose in mind the following three key

elements were used in the critical analysis of the literature 1) can the leadership style

be taught? 2) Are followers included in the leadership process described? 3) Does

evidence suggest that the leadership style impacts on motivation of the followers?

2.3.1 Trait Theory

The trait era existed from the late 1800s to the mid 1940s. The Trait approach has

origins in work that pre-dates the development of leadership theories (Rollinson,

2008; Bass, 1990; Adair, 2006). Trait approach was the first systematic approach to

study leadership; the theories that were developed were called "great man" theories

because they focused on innate qualities and characteristics possessed by great social,

political and military leaders (Yukl, 2009; Bass, 1990). The trait theory suggests that

leaders are born and not made; leaders' personal attributes are the key indicators for

leadership success (Northouse, 2010). There is an assumption that leaders can be born

or inherit qualities that allow them to demonstrate exceptional leadership skills

(Rollinson, 2008; YukI, 2009; Antonakis et al., 2004). Leadership researchers were

swayed by the belief in the power of personality and additional intrinsic
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characteristics. These beliefs led them to a search for leadership traits. This approach

looks to determine attributes and characteristics of effective leaders.

Stogdill (1974) noted five traits that differentiate leaders from non-leaders:

dominance, intelligence, self-confidence, high energy levels and task related

knowledge. Personal characteristics that distinguish leaders and followers include: (1)

physical characteristics- height and personal appearance; (2) Personality

characteristics- dominance, self-confidence, emotional stability and independence; (3)

Social characteristics- interpersonal skills, stability, tactfulness and diplomacy; and

(4) Personal ability and skills- intelligence, knowledge and fluency of speech (Bass,

1990).

Stogdill (1948, 1974) has provided a good overview of the trait approach in two

surveys which analysed more than 124 trait studies that were conducted between 1904

and 1947; in his second study he analysed another 163 studies which were completed

between 1948 and 1970. Stogdill (1948), in his first survey, noted that an individual

does not become a leader solely because he or she possesses certain traits but the traits

of a leader must be relevant to situations in which leader is functioning; thus

indicating that leaders in one situation may not necessarily be leaders in differing

environments. However, the second survey of Stogdill (1974) validated the original

trait idea that the leader's traits are part of leadership. The second survey took a more

moderate approach and focused on both personality and situational factors (Stogdill,

1974). Mann (1959) conducted a similar study that analysed more than 1400 studies

from 1900 to 1957 which classified leadership personalities into seven traits. These

were intelligence, adjustment, extroversion-introversion, dominance, masculinity-

frnninity, conservatism and interpersonal sensitivity. There was less emphasis on

how situational factors influence somebody's leadership style. Mann argued that

personality traits could be used to differentiate leaders from non-leaders and his

results identified that leaders were strong in the following traits: intelligence,

masculinity, adjustment, dominance, extroversion and conservatism.
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Similarly, Kirkpatrick and Locke (1991) suggested that fundamental traits are a

necessary precondition for effective leadership. The fundamental traits they identified

are:

• Drive, including motivation and energy

• Desire and motivation to lead

• Honesty and integrity

• Self- confidence

• Intelligence

• Knowledge of the business

However, Kirkpatrick and Locke (1991) argued that effective leaders are not born

with fundamental traits. Traits like knowledge and confidence can be learnt with time

and experience.

Hundreds of trait studies conducted during 1930s and 1940s tried to discover these

elusive qualities, but this extensive research effort failed to find any traits that would

guarantee leadership success (Yukl, 2009; Shackleton, 1995; Nahavandi, 2000).

Critics argued that there was no consistent set of traits that could be used to

differentiate leaders from non-leaders in different situations; even if it were possible

to establish consensus about the most important traits, defining successful leader still

tends to be a matter of subjective judgement; success and failure can be due to many

factors other than leadership (Stogdill, 1948; Rollinson, 2008; Mullins, 2009).

Wootton and Home (2010) discovered that one does not need to be a born leader; you

only need to do what born leaders do. When you think strategically and act with

empathy, others see you as a 'born leader'. Despite the above-mentioned weaknesses,

it would be inexpedient to dismiss trait theory completely. In recent years there has

been resurgence in interest in the trait approach (Bryman, 1992). Kirkpatrick and

Locke (1991) argue that effective leaders are different from other people and some

traits are likely to be critically important in selected range of situations.

What is evident from the literature review is that the trait theory is a one dimensional

process, not taking followers into account. The assumption of the theory is that

leadership traits are an inborn trait and can therefore not be taught. Additionally there

is inconclusive evidence that the trait theory impacts on the motivation of followers.
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2.3.2 Behaviour/Style approach

The research (first survey) of Stogdill marked the beginnings of a new approach to

leadership research that focused on leadership behaviours/styles and leadership

situations as discussed below. The shift from trait research to behavioural attribute

research was thought to hold the promise of an added benefit for practitioners; after

the behaviours of effective leaders were defined, leaders could be trained in these

behaviours and the overall effectiveness of many leaders would be enhanced

(Bryman, 1992).

The behaviour era occurred from the mid 1940s to the early 1970s. In order to

determine effective leadership, researchers and authors turned to behaviours rather

than traits. The stylelbehaviour approach focuses on behaviour which distinguishes it

from the trait approach as it emphasises the personality characteristics of the leader

(Yukl, 2009). Unlike the trait era, the behaviour/style approach focuses on what an

effective leader does (Yukl, 2009; Vroom and Jago, 2009). Focus on manager's style

of leadership has developed because of a need for greater understanding of needs and

expectations of people in the workplace. In order to get optimum results from

subordinates, the manager must encourage high morale, a spirit of involvement, co-

operation and willingness to work; this gives rise to consideration of the style of

leadership (Bass, 1990).

According to Mullins (2009:291), "Leadership style is the way in which the functions

of leadership are carried out, the way in which the manager typically behaves towards

members of the group." Goleman (2000) favours the style approach to leadership by

arguing that the leadership research clearly suggests that leaders who used appropriate

leadership styles that positively affected the climate in an organisation had decidedly

better financial results than those who did not. Antonakis et al., (2004) also supports

the stylelbehaviour approach to leadership by arguing that a wide range of studies on

leadership style validate and offer credibility to the basic tenets of the approach; the

style approach is heuristics providing a broad conceptual map that is worthwhile to

use in our attempts to understand the complexities of leadership. Organisational

leaders show wide variations in the styles and behaviours that they exhibit at work

(Bass, 1990).
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Lewin et al. (1939) laid the foundation for the behaviour/style approach by identifying

three styles of leadership: autocratic, democratic and laissez-faire. Autocratic leaders

make their own decisions, democratic leaders consult their followers and allow them

to take part in decision making and laissez faire leaders provide no direction and not

become involved with their followers (Lewin et al., 1939). Although three leadership

behaviours were identified, the research failed to determine which leadership style

was most effective. Lewin and his colleagues inspired researchers to identify leader

behaviours/styles.

According to Nahavandi (2000), focusing on behaviours/styles rather than traits were

beneficial for following reasons:

• Behaviours can be observed more impartially than traits

Behaviours can be measured more correctly than traits

Behaviours can be taught, unlike traits

•
•

Hence essentially the style/behaviour approach helps managers to determine how they

present themselves to others and how they could modify their behaviours to be more

effective. This approach is used as a model by many training and development

companies to teach managers how to improve their effectiveness and organisational

productivity (Northouse, 2010).

Ohio State Studies

The dominant studies on the behavioural approach have been carried out by Ohio

State University and Michigan University. Ohio State University and Michigan

University research groups classified leadership styles into initiating

structure/consideration and job centred! employee centred respectively (Dubrin,

200l). A group of researchers at Ohio State began to analyse how individuals acted

when they were leading a group or organisation. The Ohio research group classified

leadership style into two major categories: initiating structure versus consideration

(Stogdill, 1974; Vroom and Jago, 2007). The focus was on the effects of leadership

styles on group performance (Mullins, 2009; Adair, 2006). Initiating structure leaders

refer to leaders whom structure the work for their subordinates and provide clear
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instructions on how to perform the tasks, whilst leaders high on consideration

demonstrate friendliness and concern for the well-being of their subordinates

(Stogdill, 1974; Vroom and Jago, 2007). Initiating structure indicated task behaviours

such as organising work, giving structure to the work, defining roles and

responsibilities and scheduling work activities; whilst consideration leaders are

fundamentally concerned with respect, trust and liking between leaders and followers

(Bass, 1990). Judge et aI., (2004) carried out a meta-analysis of the relationship

between initiating structure and consideration in relation to leadership and found

moderately strong correlations between them and leadership, with consideration more

strongly related to follower satisfaction, motivation and leader effectiveness, and

initiating structure slightly more strongly related to leader job performance and

organisational performance (Northouse, 20 lO).

The University of Michigan Studies

The Michigan Group aimed to uncover the patterns of leadership behaviour that result

in effective group performance (Likert, 1961). The researchers collected and analysed

descriptions of leadership behaviours to determine how effective leaders differed from

non-effective. The study identified two forms of leadership behaviours, namely job

centred and employee-centred, which are similar to the Ohio's initiating structure and

consideration respectively. Employee centred leadership describes the behaviour of

leaders who approach subordinates with strong human relations emphasis with

interest in their workers, valuing their individuality and who give special attention to

their personal needs. The production centre approach refers to leadership behaviours

that stress the technical and production aspects of job (Bowers and Seashore, 1966).

The Ohio and Michigan approaches classify leadership behaviours into two distinct

categories: people concern and task concerns. The Ohio State University and

University of Michigan Studies were concerned with the consequences of leadership

behaviour opposed to its antecedents (Vroom and Jago, 2007). The distinguishing

feature of both approaches is the dimensionality of leadership styles.
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Three generalisations can be determined from the combined Ohio State and Michigan

studies:

• More effective leaders tend to have relationships with their subordinates that

are supportive and enhance the followers' sense of self esteem.

More effective leaders use groups rather than person-to-person methods of

supervision and decision making.

More effective leaders tend to set higher performance goals (Vroom, 1976).

•

•

The findings from both studies suggest that effective leadership focuses on

performance as well as the employment of other behaviours. Closely related to the

ideas and findings that evolved in the Ohio Stated and University of Michigan studies

is the leadership grid as discussed in the following paragraph.

Managerial (Leadership) Grid

Blake and Mouton (1964) have provided perhaps the most well known model of

managerial behaviour. The model has been used extensively in organisational training

and development (Northouse, 2010). The purpose of a managerial grid, which has

been renamed the leadership grid, was designed to explain how leaders help

organisations to reach their purposes through two factors: concern for production and

concern for people (Bass, 1990; Rollinson, 2008). According to Blake and Mouton

(1964), concern for production denotes to how a leader is concerned with achieving

organisational goals; it involves attention to policy decisions, new product

development, process issues, workload and sales volume. Concern for people involves

building organisational commitment and trust, promoting the personal worth of an

employee, providing good working conditions, maintaining a fair salary structure and

promoting good social relations (Black and Mouton, 1964).
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The leadership grid 2.2 depicts five major leadership styles: authority-compliance (9,

1), country club management (1, 9), impoverished management (1, 1), middle of the

road management (5, 5) and team management/leader (9, 9) [Bass, 1990]. In addition

to five major styles mentioned in the leadership grid, Blake and Mouton have

identified two other styles, paternalism and opportunism. Paternalism pertains to a

leader who uses both authority compliance and country club styles but does not

integrate the two; Opportunism refers to a leader who uses any combination of the

basic five styles for the purpose of personal advancement (Blake and Mouton, 1985).

Northouse (2010) argues that the style approach marked a major shift in the general

focus of leadership research; the studies discussed so far Ohio State, University of

Michigan and Leadership Grid; validate and gives credibility to basic tenets of the

approach; the style approach is heuristic. Many training and development
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programmes are structured along the lines of the style approach for leadership

(Northhouse,2010).

The style approach can be criticised on the following grounds: the leadership style

theories fails to consider the contingencies in leadership situations; research findings

on the effectiveness of different leadership styles appear to be inconsistent (Korman,

1966; Kerr et al., 1974; Katz, 1977; Vroom and Jago, 2007); the leadership style

studies also "mostly focus on the leader in relation to a group of follower, involving

averaging their assessment of the leader, and therefore failing to account for

differences that reflect different behaviour by leaders towards different individuals"

(Bryman, 1992:8). Bryman argues that the research instruments might not have been

administered to the most appropriate persons; formal and informal leaders vary in

their behavioural patterns; these studies also suffer from common problems of

measurement associated with questionnaires. The results from this extensive research

effort have been mostly contradictory and inconclusive (Yukl, 2009).

Despite many criticisms, the style approach can be applied in ongoing leadership

settings; at inclusive levels within all types of organisations, managers are continually

engaged in task and relationship behaviours (Northouse, 2010). The leadership style

approach is distinct in how it provides a framework for assessing leadership in a broad

way, as behaviour is assessed with a task and relationship dimension; it works by

describing the major components of leader behaviour. The style approach makes

significant contribution to our understanding of the leadership process.

In conclusion, the behaviour/style approach is a concept that does not include

individual followers in its process nor does the evidence suggest a relationship

between this leadership style and the motivation of the followers. What is evident is

that the behaviour/style approach can be taught. Researchers shifted to study the style

approach to understanding how leadership was used within an organisation in specific

situations (Yuki, 2009).
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2.3.3 Contingency approach

The contingency era, spearheaded by Fred Fielder, began in the early 1960s and broke

the constraint of a one-style approach and still continues. The underlying assumption

of the contingency view is that the personality, style or behaviour of an effective

leader depends on the situation the leader is in. Nahavandi (2000) provides five

assumptions included in the contingency approach: I) there is no one best way to

lead, 2) the style or behaviour most effective will depend on the situation, 3) one can

learn to become a good leader, 4) leadership makes a difference in the effectiveness of

groups and organisations, and 5) personal and situational characteristics affect

leadership effectiveness. The contingency approach; a major group of leadership

theories that deals with the circumstances that are likely to make one leadership style

more appropriate than another, is divided in three sections. These three theories were

identified as Fiedler's contingency theory, situational theory and path-goal theory and

received the greatest consideration from authors.

Fiedler's Contingency Theory

The most widely recognised Contingency theory is Fiedler's (1967). He developed the

contingency theory by studying the styles of many different leaders who worked in

different contexts. The theory focuses on understanding situations in which leaders

work. He assessed leadership styles, the situations in which leaders work and their

effectiveness in particular situations. In short, the contingency theory is concerned

with leadership styles and situations. Fiedler (1967) classifies leadership styles into

two categories: "task- oriented" and "relationship-oriented". Task-motivated leaders

are primarily concerned with reaching a goal, whereas relationship-motivated leaders

are concerned with developing close interpersonal relationships (Fiedler, 1967;

Northouse, 2010; Vroom and Jago, 2007). Fiedler (1967) developed a 'least preferred

co-workers' (LPC) scale that measures the rating given by leaders about the person

with whom they could work least well. The questionnaire asks leaders to think of

every colleague from their entire career and to select the least preferred co-worker.

This is achieved with a rating on a set of bipolar adjective scales such as friendly-

unfriendly, cooperative-uncooperative, and efficient-inefficient (Yuki, 2(09). The

numbers on the scales are associated with a positive evaluation of the least preferred
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co-worker. The higher scale numbers are associated with the more positive term.

Leaders who describe their preferred co-worker in consistently positive terms receive

a high LPC score, whilst those using consistently negative terms receive a low LPC

score. Fiedler (1967) assumes that high LPC leaders are basically more concerned

with interpersonal relations and low LPC leaders are more concerned with task

completion.

In addition, Fiedler classified the situation in term of its favourableness for the leader,

ranging from highly favourable to highly unfavourable. A situation is highly

favourable when work is clearly structured and the leader has great position of power

and good relationship with the group. An unfavourable situation is one that is

characterised by poor relationships with the group, little position of power and

unstructured work. Fiedler's model (1967) also includes three situational factors:

1) Leader-Member relation- the extent to which subordinates are loyal, and

relations with subordinates are friendly and cooperative.

2) Positive Power- the extent to which the leader has authority to evaluate

subordinate performance and administer rewards and punishments.

3) Task Structure- the extent to which standard operating procedures are in

place to accomplish the task, along with a detailed description of the finished

product or service and objective indicators of how well the task is being

performed.

Fiedler identified the leadership approach that is supposed to achieve high group

performance in each of the eight situations. The theory argues that a person-oriented

leader will be most likely to get high performance in cases of intermediate

favourableness. A task-oriented leader is appropriate for both very favourable and

very unfavourable situations. For example, if leader-member relationships are poor,

the task is unstructured and leader position power is low, the model predicts that a

task-oriented leader will be effective. Similarly, if leader-member relationship is

good, the task is structured and leader position of power is high, task oriented leaders

will be effective. Fiedler (1967) believes that the personality of the leader is innate,

thus resolute. Fiedler deems a mismatch when a person-oriented leader faces a very

favourable or very unfavourable situation or when task-oriented leader faces a
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situation of intermediate favourableness. According to Fiedler (1967) conflict

between the task-oriented leader and situations can be resolved by changing the

situation through job engineering. If a person-oriented leader ends up in a situation

that is very unfavourable, the leader should attempt to improve matters by increasing

time with subordinates to improve the relationship and to clarify rules and procedures

to provide more task structure (Fiedler, 1967).

Fiedler (1995) does provide rationale to why leaders who are working in the

"mismatched" situation are ineffective. A leader whose LPC style does not match a

particular situation experiences stress and anxiety; as a result under stress, the leader

reverts to less mature ways of coping that were learned in early development; and

therefore the leader's less mature coping style results in poor decision making, which

results in negative work outcomes. However, it is not entirely clear why leaders with

high LPC scores are effective in moderately favourable situations or why leaders with

low LPC scores are effective in both very favourable and very unfavourable situations

(Northouse, 2010; Antonakis et al., 2004). The contingency theory stresses that

leaders will not be effective in all situations. If a leader's style is a good match for the

situation in which he/she works, he/she will be effective at the job.

The contingency theory has several major strengths. Firstly, researchers have tested

the validity of the model's predictions in three separate meta-analyses; the theory is

supported by great deal of research (Peters el al., 1985; Strube and Garcia, 1981;

Vroom and Yago, 2007). Secondly, the contingency theory is predictive and therefore

provides useful information regarding the type of leadership that will most likely be

effective in certain contexts (Antonakis et al., 2004). Thirdly, the internal validity of

the instrument is sound, with an alpha of about .90; the LPC's test-retest reliability

also is acceptable (Ayman, 2002).

Yet, the LPC contingency theory also possesses some weaknesses. The LPC

contingency theory has some serious conceptual weaknesses. Some critics have

voiced concerns regarding contingency theory and the validity of LPC scale. LPC

scores may not be stable over time and may be more complex than assumed; the

model is not really a theory, as it does not explain how a leader's LPC score affects

group performance (YukI, 2009). The model neglects medium LPC leaders, who
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probably outnumber the high and low LPC leaders. Research suggests that medium

LPC leaders are more effective than either high or low LPC leaders in majority of

situations, presumably because they balance affiliation and achievement concerns

more successfully (Kennedy, 1992).

Clearly, Fiedler was a pioneer in taking leadership research beyond the purely trait or

purely situational perspectives that preceded his contribution. Fiedler's work is a

significant contribution to the development of leadership theory in recognising that

contextual circumstances can have a strong impact on the appropriateness of a

leader's behaviour. His work prompted research on other potentially influential

variables that helped in better understanding leadership. The LPC contingency model

was one of the earliest contingency theories of leadership, and its major contribution

may have been to encourage greater interest in situational factors around leadership.

A more in depth analysis about situational leadership can be found in the next section.

Situational Leadership

Heresy and Blanchard (1969) have developed one of the more widely recognised

approaches to leadership named situational approach, which bases its key concepts

on the main findings of the style approaches of the Ohio State and Michigan Studies.

Situational leadership has prescriptive value. The situational approach to leadership

assumes that situational factors determine the effectiveness of leadership styles. It

focuses on leadership in situations. Heresy used two leadership dimensions, namely,

task behaviour and relationship behaviour. Hersey (1984: 31) defines task behaviour

as "the extent to which the leader engages in spelling out the duties and

responsibilities of an individual or group". Relationship behaviour is defined as "the

extent to which the leader engages in two- way or multi-way communication"

(Hersey, 1984: 32).

Relationship behaviour incorporates listening, encouraging, facilitating, providing

clarification and giving socio-emotional support (Hersey, 1984). Heresy and

Blanchard (1969) proposed that the effectiveness of four leadership behaviours -

telling, selling, participating, and delegating- depends on whether they complement
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the subordinates' task maturity (e.g., ability, education, and experience) and

psychological maturity (e.g., willingness, self-esteem, and motivation).

The Situational Leadership Model explains that the leader needs to change his or her

behaviour depending on the ability and willingness of subordinates to successfully

complete the task. Leaders need to use the 'telling' behaviour when subordinates are

unable and unwilling to complete tasks and provide direction to subordinates

(Rollinson, 2008). Leaders should use the 'selling' behaviour with subordinates who

are willing but unable (Rollinson, 2008). When subordinates are able but unwilling,

leader should use the 'participating' behaviour (Rollinson, 2008). This particular

behaviour would help to increase motivation and leaders should share ideas and

participate in discussions. Leaders should implement the 'delegating' behaviour when

subordinates are both willing and able. The leader does not need to get involved and

give his or her input (Rollinson, 2008).

The situational approach to leadership has several strengths, particularly for

practitioners. Firstly, Situational leadership is well known and frequently used for

training leaders within organisations; it has been a factor in training programs of more

than 400 of the fortune 500 companies (Northouse, 2010). This model is a well-

known model as a training approach in many public and private organisations. It is

widely used on management development courses, because it resonates with the

audience, it is prescriptive and has an almost intuitive appeal (Shackleton, 1995).

Secondly, Situational leadership emphasises the concept of leader flexibility (Yuki,

2009). Thirdly, Situational leadership theory has intuitive appeal and is practical

(Antonakis et al., 2004).

Despite extensive use In organisations, situational leadership does have some

limitations. Questions have been raised with regards to the theoretical basis of the

approach due to the lack of a strong body of research on situational leadership

(Vecchio and Boatwright, 2002). Additionally, the model does not make it clear how

commitment is combined with competence to form four distinct levels of

development; there is little evidence that using the contingent pattern of task and

relations behaviour prescribed by the theory will make leaders more effective (Yukl,

2009).
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Path Goal Theory

Shortly after the publication of Fiedler's theory, a group of psychologists advanced

the contingency theory and attempted to resolve some of the inconsistent and

contradictory results that had emerged in research on consideration and initiation

structure after the original Ohio State University Studies (Vroom and Jago, 2007).

Evans (1996) originally developed the Path-Goal Theory in 1970. House (1971)

illustrates that the Path-Goal Theory contains three main components: leadership

behaviour, situational factors and leadership effectiveness. In contrast to the

contingency approach that emphasises the match between a leader's style and specific

situational variables and unlike the situational approach that suggests that a leader

must adapt to the development level of subordinates, the path goal theory emphasises

the relationship between the leader's style and the characteristics of the subordinates

and the work setting (House, 1971). The goal of this leadership theory is to enhance

employee performance and employee satisfaction by focusing on employee

motivation.

According to House (1971: 324), "The motivational function of the leader consists of

increasing personal payoffs to subordinates for work-goal attainment and making the

path to these payoffs easier to travel by clarifying it, reducing roadblocks and pitfalls

and increasing the opportunities for personal satisfaction en route." Gill (2006) argues

that the Path-goal theory is primarily involved with transactional leadership in which

the leader offers rewards to others for successful achievement of the leader's goals.

The underlying assumption of path goal theory is derived from the expectancy theory

that suggests that subordinates will be motivated if they believe they are capable of

performing their work, they believe their efforts will result in a certain outcome and

believe their work is worthwhile. The theory also assumes that the leader motivates

subordinates to the extent that the leader's behaviour influences their expectations.

The leader affects the performance of subordinates by clarifying the behaviour (path)

that leads to desired rewards (goals).
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Figure 2.3 illustrates the different components of the path-goal theory, including

leader behaviours, subordinate characteristics, task characteristics and motivation.

Figure 2.3 Major components of Path-Goal Theory

Leader Behaviours
Directive
Supportive
Participative

Achievement-oriented

Subordinates ~M_o_t_iv_a_t_io_n -----,> Goal (s) (productivity)

Adopted from Northouse (2010: 125)

Leader Behaviours

House and Mitchell (1974) defined four types of leader behaviours, namely

supportive, directive, participative and achievement oriented. The supportive leader is

friendly and shows concern for status, well-being and the needs of subordinates; the

directive leader lets subordinates know what is expected of them, gives specific

guidance as to how to do tasks, maintain work schedules and maintains definite

standards of performance; the participative leader consults with subordinates about

issues and takes their suggestions into account before making a decision; finally the

achievement- oriented leader sets challenging goals, expects subordinates to perform

at their highest level and shows strong confidence that the subordinates will put in

effort and accomplish goals (House and Mitchell, 1974).

47



House and Mitchell (1974) suggested that leaders may exhibit any or all of these four

styles with various subordinates and in different situations. The Path-Goal theory is

not a trait approach that confines leaders to only one kind of leadership; leaders

should adapt their style to the situation or to the motivational needs of their

subordinates. The theory envisages that a directive style of leadership is best in

situations in which subordinates are dogmatic and authoritarian, the task demands are

ambiguous and the organizational rules and procedures are unclear; in these

situations, directive leadership complements the work by providing guidance and

psychological structure for subordinates (House and Mitchell, 1974).

Situational factors (personal characteristics and task characteristics)

According to the Path-Goal theory, the effect of leader behaviour on subordinate

satisfaction and effort depends on situational factors (Yukl, 2009). These situational

factors determine both the potential for increased subordinate motivation and the

manner in which the leader must act to improve motivation. Situational variables also

influence subordinate preferences for a particular leadership style, thereby influencing

the impact of the leader on subordinate satisfaction. The situational factors that

moderate subordinate performance and satisfaction are the personal characteristics

of the subordinates and task characteristics (Gill, 2006).

Two important characteristics of subordinates are locus of control and perceived

ability. Locus of control refers to the extent to which individuals think that what

happens to them, results from their own behaviour or from external causes (Rollinson,

2008). The research evidence indicates that individuals who attribute outcomes to

their own behaviour may be more satisfied with participative leader, whereas

individuals who attribute outcomes to external causes may respond more favourably

to a directive leader (Mitchell, 1973). For example, if individuals believe that fate and

power play a large part in determining what happens to them, they are likely to feel

comfortable allowing the leader to take control. On the contrary, if they believe that

what happens to them is mainly their own responsibility, then they are more likely to

respond to a leader who gives them an opportunity to shape their own actions.

Perceived ability refers to followers' own views of their abilities. Those who

evaluate themselves highly and feel confident about performing tasks are unlikely to
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feel a need for directive leadership, while those with less confidence might prefer a

directive leader (Rollinson, 2008). In effect, directive leadership becomes outmoded

and excessively controlling in situations where subordinates feel competent in

performing tasks.

Over and above subordinate characteristics, task characteristics also have a major

influence on the way a leader's behaviour influences the motivation of subordinates.

According to this theory, task characteristics include the design of the subordinate's

task, the formal authority system of the organisation and the primary work group of

subordinates (Mitchell, 1973; Rollinson, 2008). These characteristics collectively can

provide motivation for subordinates. When a situation provides a clearly structured

task, strong group norms and an established authority system, subordinates will find

the paths to desired goals apparent and will not have a need for a leader to clarify

goals or to coach subordinates in how to reach these goals; on the other hand, tasks

that are unclear and ambiguous call for leadership input that provides structure

(Northouse, 2010). For example, when task structure is high, directive leadership is

less desired and less effective, because the subordinates know how to do their jobs.

According to the Path-Goal theory, therefore, the leader must take into account both

the characteristics of subordinates and also task characteristics. On the basis of these

factors, the leader needs to choose an appropriate style so as to influence the

subordinates' motivation to perform work.

Research conducted to test the path-goal theory has yielded mixed results. In terms of

supporting evidence for the model, House's original aim was to stimulate discussion

and research. In this respect the model has largely been successful and research has

resulted in some support for its basic ideas (Schriesheim and DeNisi, 1981). On the

other hand, there are issues with the model, for example, House argues that if a leader

changes his or her behaviour most appropriate for the circumstances, then this will

lead to subordinate satisfaction. However Green (1979) argues that the link between

behaviour and satisfaction probably operates in the reverse direction. Leaders tend to

change their behaviour when they perceive the subordinates to be dissatisfied.
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The path-goal theory also has some conceptual deficiencies that limit its practical

utility. The greatest weakness is reliance on expectancy theory as the primary basis

for explaining leadership influences (Yuki, 2009). The path-goal theory suffers from

many of the same deficiencies as leadership-style theory, for example, inconsistent

findings, group averaging of ratings, lack of consideration of informal leadership,

dubious causality and measurement problems (Bryman, 1992; Gill, 2006). The theory

is questionable in situations in which goals are constantly changing and in which

leaders cannot offer task direction owing to the highly specialised nature of task (Gill,

2006). Another limitation of path-goal theory is that likely interactions among the

behaviours or interactions with more than one type of situational variable are not

considered (Yuki, 2009).

Empirical research on the path-goal theory generally concentrates on directive and

supportive leadership behaviours, yet not enough studies were available to provide an

adequate test of hypotheses about situational moderators of participative and

achievement -oriented leadership. Valenzi (1977) discovered that among workers

performing structured tasks in a manufacturing company, they were satisfied with

their jobs under both directive and participative leadership styles. This is inconsistent

with the path-goal theory which predicts that those doing unstructured tasks will

prefer directive leadership whilst those doing structured and routine tasks will not.

Similarly, Wofford and Liska (1993) reviewed 120 survey studies on the theory and

conducted a meta-analysis of the results for task and relations behaviours. Despite a

number of studies that have tested the theory, the results were inconclusive.

These studies of contingency theories point out that we have still confusion about how

to lead. The research has found inconclusive evidence. In some studies, it was

discovered that situational factors temperate the relationship between the leadership

style and satisfaction, while in other cases they do not. The empirical research

indicate that there are identified factors affecting the leadership process, however

there are many other factors affecting it that have not been explored.

Situational leadership, path goal theory and contingency theory in essence can be

taught (Northouse 2010). All three theories take follower's characteristics into

consideration. None of the theories have supporting evidence that the leadership style
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impacts on follower's motivation and the research is inconclusive with conceptual

weaknesses. The limited support for the contingency theory prompted researchers to

focus on the emotional aspects of leadership.

2.3.4. TransformationallEmotional Approach

The transformational era started in the early 1980s. The focus on leadership theory

has moved from the attempt to identify the inborn traits of leaders, through study of

roles and behaviours of leaders, to the analysis of leadership in certain situations.

Management researchers became very interested in the emotional and symbolic

aspects of leadership.

Charisma

Since the 1980's, most leadership researchers have focused upon the emotional aspect

of leadership with focus on charisma. Weber (1968) described charisma as the power

of inspiration; more specifically charisma derives from the "New Testament", it refers

to "gift of grace", that is evident of having the Holy spirit, as manifested in the

capacity of prophesy (Weber, 1968). He defined the term "charisma" as follows: "The

term "charisma" will be applied to a certain quality of an individual' personality by

virtue of which he is considered extraordinary and treated as endowed with

supernatural, superhuman, or at least specifically exceptional power or qualities. Such

of these are not to be accessible to the ordinary person, but are regarded as of divine

Originor as exemplary, and on the basis of them the individual concerned is treated as

a leader (Weber, 1968: 241)".

Notwithstanding Weber's emphasis on charisma as a personality characteristic, he

also recognised the important role played by followers in validating charisma

(Bryman, 1992). According to Weber (1968) charismatic leaders emerge in social

crisis with visions which offer a solution to the crisis; the leader transforms all values

and breaks pre-existing norms to achieve some benefit from the mission. Drucker

(1992: 67) challenged the concept of 'charisma' by arguing that "leadership is not by

itself good or desirable; leadership is a means. Leadership to a definite end is the

crucial question. History knows no more charismatic leaders than this century's triad
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of Stalin, Hitler and Mao- the misleaders who inflicted as much evil and suffering on

humanity as have ever been recorded." Since latter part of the 21si century, increasing

business competitiveness and the need for the most effective use of human resource

has resulted in researchers on management focusing their attention on how leaders

revitalise or transform organisations.

The impact of charismatic leaders on followers has perhaps been the inspiration for

leadership researchers to investigate charisma in organisations. Leadership is believed

to be an important aspect for existence of complex organisations. Consequently,

looking for charismatic leaders who have extraordinary influence upon the

organisation's members will increase effectiveness of the organisation. Contrary to

the popular opinion that charismatic leadership is more likely to appear in political

and religious movements, Bass (1985), suggested that charismatic leaders are found in

complex organisations, such as business executives, educational administrators,

military officers, and industrial managers. Besides, Bass argues that charisma is

widely distributed as an interpersonal attribute in complex organisations and is not

solely limited to world class leaders. In the next part of research Transformational

leadership will be critically analysed.

Transformational Leadership

Bryman (1992) suggest that transformational leadership is part of the "New

Leadership" paradigm. Numerous researchers have studied transformational

leadership and it occupies a central place in leadership research. It is concerned with

emotions, values, ethics, standards, long term goals and includes assessing followers'

motives, satisfying their needs and treating them as full human beings (Northouse,

2010). Transformational leadership was first invented by Downton (1973);

nevertheless its emergence as an important approach to leadership began with a

classic work by Bums (1978). The theories of transformational leadership were

strongly influenced by James MacGregor Bums (1978), but there has been more

empirical research on the version of the theory formulated by Bass (1985). The term

transformational and charismatic are used interchangeably by many authors, but

despite the similarities there are some important distinction (Judge and Piccolo, 2004;

YukI,2009).
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Charismatic vs. Transformational Leadership

Yukl (2009) suggests that one of the most important issues for leadership scholars is

the extent to which transformational leadership and charismatic leadership are similar

and compatible. Researchers treat the two types of leadership as being equivalent,

whereas others view them as distinct yet overlapping processes. The theories have

many differences due to conceptual ambiguity and a lack of consistency in

definitions. Firstly, both theories emphasises on attributed charisma and identification.

Bass (1985) suggests that charisma is a necessary component of transformational

leadership, but he also notes that a leader can be charismatic but not transformational.

Secondly, transformational leaders probably do more things that will empower

followers and make them less dependent on the leader, such as delegating significant

authority to individuals, developing follower skills and self confidence, creating self-

managed teams, providing direct access to sensitive information, eliminating

unnecessary controls, and building a strong culture to support empowerment, whilst,

charismatic leaders probably do more things that foster an image of extraordinary

competence for the leader, such as impression management, information restriction,

unconventional behaviour and personal risk taking (Bass, 1985; Bass, 1990; Yukl,

2009; Avolio et al., 2009). Thirdly, in contrast to charismatic leaders which are rare

and their emergence appears to be more dependent on favourable conditions,

transformational leaders can be found in any organisation at any level and it is

universally relevant for all types of situations (Bass, 1985).
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Popper and Zakkai (1994) suggested conditions conducive to transformational,

transactional and charismatic leadership styles.

Table 2.3 Popper and Zakkai (1994)

Charismatic

Routine situations where the basic level of anxiety is not high,

there is no acute sense of impending crisis or major changes.

Transformational Situations where the basic level of anxiety is low and attention

is given to the developmental needs of the led. In general, this

leadership pattern depends more on the leader's view of

himlher as transformational and less on the organizational

context than do transactional leadership.

Transactional

Situation where there is a high anxiety level, conditions of

crisis and change that intensify processes of projection,

transference and attribution.

Strengths and Weaknesses of Transformational Approach

The transformational leadership approach has several strengths. It has been a widely

researched topic. Transformational leadership has an intuitive appeal which describes

how the leader is out front advocating change for others, and this concept is consistent

with the notion of what leadership means (YukJ, 2009; Antonakis et al., 2004; Avolio

et al., 2009). What is very important is that transformational leadership takes into

account followers unlike most of the other leadership approaches; is not a one-way

process. Leadership emerges from interaction between leaders and followers. The
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inclusion of followers in its approach is therefore essential. Bryman (1992) suggested

that followers gain a more prominent position in the leadership process because the

attributions of followers are instrumental in the evolving transformational process.

Transformational leadership also presents a wider picture of leadership that includes

both the exchange of rewards and leaders' attention to the needs and growth of

followers (Bass, 1985). According to Burns (1978), transformational leadership

incorporates attempts by leaders to move individuals to higher standards of moral

responsibility and motivation. Finally, there is sizeable evidence that transformational

leadership is an effective form of leadership. Yuki (2009) reported that in studies that

used the Multifactor Leadership Questionnaire (MLQ) to evaluate leadership styles,

transformational leadership was positively associated to subordinate motivation,

satisfaction and performance. Similarly, Lowe et aI., (1996) also provided support to

the theory by conducting a meta-analysis of 22 published and 17 unpublished studies

that used the MLQ (Multifactor Leadership Questionnaire).

To further expand and clarify transformational leadership approach Yukl (2009)

suggested some tentative guidelines for leaders who seek to inspire followers and

enhance their self confidence and commitment to the mission on the basis of findings

from different types of research on transformational leadership. The guidelines are

based on the theories and research findings reviewed by Yukl (2009) as follows:

• Articulate a clear and appealing vision.

• Explain how the vision can be attained.

• Act confident and optimistic.

• Express confidence in followers.

• Use dramatic, symbolic actions to emphasise key value.

• Lead by example.

Transformational leadership also has been criticised. Firstly, it lacks conceptual

clarity. Transformational leadership factors (idealised influence, inspirational

motivation, intellectual stimulation and individualised consideration) are not clearly

delimited which requires theoretical clarity (Yuki, 1999). According to Bryman

(1992), transformational leadership and charismatic leadership are often treated

synonymously. Secondly, transformational leadership has been criticised on
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measurement grounds. In some versions of Multifactor Leadership Questionnaire

(MLQ) the four factors of transformational leadership (idealised influence,

inspirational motivation, intellectual stimulation and individualised consideration)

correlate highly with each other which means they are not distinct factors and some of

the transformational factors correlate with transactional and laissez-faire factors

which means they are not unique to the transformational leadership (Tejeda et al.,

2001). Thirdly, transformational leadership is elitist and non-democratic (Bass and

Avolio, 1993). This gives the impression that the leader is acting independently of

followers or considering his own needs before that of his followers.

Unlike other leadership theories discussed earlier (situational theory, contingency

theory and path-goal theory), transformational leadership does not describe how

leaders should act in a particular situation to be successful. On the contrary it provides

a broad set of generalisations (ideals, inspiration, innovations and individual concern)

of what is typical of transforming leaders. Bass and Avolio (1990) advocates that

transformational leadership can be taught at all levels within organisation and that it

can positively affect the organisation's performance. Transformational leadership is

very relevant in today's research literature.

Recent leadership research distinguishes between leading as a quality of one person,

the leader, and leadership as a collective phenomenon, usually referred to as

distributed leadership.

2.3.5. Distributed Leadership

Ross et al., (2005) suggest that from early formulations of traits theories through

behaviour studies that provide various formulations of styles and variations of styles

according to context and situation, to developments that seek to define and

operationalise the notion of the transformational leader with emotional intelligence,

the field of leadership seems beguiled with the centrality of those individuals

appointed as leaders. However, there has been a challenge to the dominance of

individualised conceptions of leadership (Rodgers et al., 2003; Avolio et al., 2009).

For example, there is evidence of leadership couples or co-leaders; leadership is
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further distributed across teams and one version sees leadership as "the professional

work of everyone" (Ross et aI., 2005).

Spillane (2006) defines the concept stating that leadership is stretched over a number

of individuals and tasks are accomplished through the interaction of multiple leaders.

The idea of distributed leadership overlaps substantially with shared, collaborative,

democratic and participative leadership concepts (Harris, 2008). In this approach

leadership is seen as a group-level phenomenon where leadership is distributed among

the team. Although a number of researchers and authors have discussed the idea of

shared leadership, it has only gained popularity in the academic leadership literature

(Avolio et aI., 2009). Additionally, no clear operationalisation of the concept exists

(Hulpia and Devos, 2010).

2.3.6 Toxic Leadership

Recently, researchers have also focused their attention on toxic leadership. Reed and

Olsen (2010) defined toxic leadership as an apparent lack of concern for the well-

being of subordinates, a personality or interpersonal technique that negatively affects

organisational climate, and a conviction by subordinates that the leader is motivated

primarily by self-interest. Toxic leadership may be a product of a broad array of

factors- ranging from numerous acts of incivility, personality and behavioural

disorders, emotional turbulence and narcissism to troubled company policies,

corporate and marketplace instability and the difficult demands of systemic upheavals

in the form of restructurings, mergers, acquisitions, rightsizing and downsizings

(Goldman,2011).

This destructive behaviour in leaders negatively impacts the loyalty, productivity,

motivation, health and happiness of employees (Goldman, 2011). According to

Lipman-Blumen (2005), followers actually enable toxic leaders and that organisations

often not only tolerate them, but also produce and sustain them. Questions have been

raised with regards to the theoretical basis of the approach due to the lack of a strong

body of research on toxic leadership (Hulpia and Devos, 2010).
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One of the reasons for undertaking this study was providing managers and

entrepreneurs with insight into how to motivate employees. Evidence that a particular

leadership style impacts on motivation is therefore essential in order to provide this

insight as well as the notion whether a particular style can be taught. Lastly

motivation is a two way process which implies that a leadership style needs to adopt

an inclusive approach which focuses on both leaders and followers, not just the

behaviours of the leader.

The trait approach has no supportive evidence to suggest it has an impact on

motivation neither does it include followers in its approach nor as the distinction

between a leader and non-leader is unclear it will be difficult to teach. In contrary the

behavioural and situational approach do allow for development of this leadership

style, despite the fact there is no evidence that neither style has an impact on

employee's motivation nor does it include followers in its approach.

The distributed and toxic leadership approaches are comparatively too new concepts

to allow for a proper analysis of their application in the workplace and no evidence is

available to draw valid conclusions. The distributed leadership approach does not

include the concept of leaders and followers.

The transformational approach can be considered too broad a concept as it does not

illustrate how leaders should behave in particular situations to motivate employees. In

contrast to the previous leadership styles transformational leadership has supporting

evidence that is impacts on follower's motivation. It includes a two way process

between leaders and followers and focuses on motivating followers and the

effectiveness of transformational leadership within organisations (Yukl, 2009). It is

evident that it can be taught.

Recently, the transformational leadership theory has garnered important support in the

literature (Judge and Piccolo, 2004; YukI, 2009; Pounder, 2008). Transformational

theory of leadership is taking organisations by storm and is also a widely researched

topic. According to Lowe and Gardner (200 1), a content analysis of all the articles

published in the Leadership Quarterly over the past decade showed that 34% of the

articles were about transformational/charismatic leadership.
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For the purpose of this study transformational leadership appears to be the most

appropriate leadership approach in order to answer the research questions. A more in-

depth analysis of the transformational leadership approach will assist in answering the

research question.
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2.4 Transformational Leadership

The eminent study of charisma in complex organisations is based on the notion of

transformational leadership. Bass (1985) defines transformational leadership as the

process of influencing the organisation's members to change their attitude,

assumptions, building commitment for organisation's mission, strategies and

objectives. Transformational leaders empower followers to participate in the process

of transforming the organisation e.g. by enriching intrinsic values of the job (YukI,

2009; Avolio et al., 2009). Transformational leadership focuses on changing followers

and organisations. Transformational leadership research considers charisma as a main

component of their approach (Burns, 1978; Bass, 1985, 1990; Hies et al., 2006).

2.4.1 Burns' conception of transformational leadership

Burns (1978) distinguishes between two types of leadership, namely, transactional

and transformational. He describes this leadership style as transformational leadership

and distinguishes it from transactional leadership that relies on contingent rewards. He

generally characterises transformational and transactional leadership styles as

descriptive of different types of leaders.

Transactional leadership focuses on the exchanges that occur between a leader and

his/her follower. It is based on a legitimate authority within the bureaucratic structure

of the organisation. The emphasis is on the clarification of goals and objectives, work

task and outcomes, and organisational rewards and punishments; transactional

leadership appeals to the self-interest of followers and it is based on a relationship of

mutual dependence (Bass, 1990; Antonakis et al., 2004; Avolio et al., 2009). For

example, managers who offer a pay rise and/or promotion to an employee who

achieves his/her goals are exhibiting transactional leadership. Transactional leadership

is said to be the most appropriate in stable conditions (Rollinson, 2008).

By contrast, Transformational leadership is a process of engendering higher levels

of motivation and commitment among followers by emphasising on generating a

vision for the organisation and the leader's ability to appeal to higher ideals and

values of hislher followers, creating a feeling of justice, loyalty and trust (Burns,
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1978). Transformational leaders apprehend the future, see and articulate a compelling

vision for what is possible, and ignite in others the enthusiasm and energy to make

that vision a reality (Burns, 1978). According to Rollinson (2008) this approach is

more suitable in organisations with rapid changes. Burns argues that a

transformational leader adopts a development orientation towards followers and

encourages them to focus not only on their own needs, but also on the needs of

collective group, society and nation. He also suggests that transformational leaders

rely heavily on intrinsic values of the job. Bass (1985) points out Mohandas Gandhi

as classic example of transformational leadership; Gandhi was able to convince his

followers to sacrifice their own safety and interests for the greater good of an

Independent Republic of India. What Napoleon, Churchill, Hitler and Gandhi had in

common was their vision and their ability to persuade people to follow it.

Transformational leadership is concerned with transforming the performance or

fortunes of the business.

Burns (1978) illustrates both the leadership styles, namely, transformational and

transactional as existing on single a continuum. He puts transactional leadership at

one extreme and transformational leadership at the other extreme of the continuum.

This means that the extreme transformational leader tends to rely more on emotional

and normative approaches of motivating followers, whilst the extreme transactional

leader tends to rely solely on contingent rewards for motivating followers.

2.4.2 Bass's conception of transformational leadership (Full-range Leadership)

One of the most important recent models of leadership that includes and extends the

idea of Burns' is the model by Bass (1985). He was the first to initiate major research

around Burns' ideas by developing an assessment tool, the Multifactor Leadership

Questionnaire. Similar to Burns model, Bass also draws a distinction between

transformational leadership and transactional leadership. Bass (1985) demonstrated

through data obtained with the Multifactor Leadership Questionnaire (MLQ) that

transactional and transformational leaders are separate and independent dimensions.

Bass (1997) suggested the universality of his full-range (transformational-

transactional) leadership notion. A number of studies supported, Bass' concept of full
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range leadership, indicating that the transformational-transactional leadership

construct holds good across organisational types and national cultures (Neumann,

1992; Howell and Avolio, 1993; Pounder, 2008). Strong assertions have been made in

leadership literature regarding the benefits of the Full-range Leadership model

(Pounder, 2008). Full-range Leadership has supporting evidence that is impacts on

follower's motivation. It includes a two way process between leaders and followers

and focuses on motivating followers and the effectiveness of transformational

leadership within organisations (Yuki, 2009).

With transformational leadership, followers feel trust, admiration, loyalty and respect

towards their leader and they are motivated to go the extra mile for their leader. Bass

(1985: 20) suggests that transformation can be achieved in anyone of three

interrelated ways:

• By raising followers' level of awareness, level of consciousness about the

importance and value of designated outcomes and ways of reaching them

• By getting followers to transcend their own self-interests for the sake of the

team, organisation, or larger polity

• By altering followers' needs levels on Maslow's hierarchy or expanding

followers' portfolio of needs and wants

In contrast, Bass (1985: 11) illustrates that a transactional leader relies on:

• Recognition of what his or her follower wants to get from their work and tries

to see that followers get what they desire if their performance warrants it

• Exchange rewards and promise rewards for appropriate levels of effort

• Responding to self interest of followers in line with completion of tasks.

Characteristics of transformational leadership

Transformational leadership occurs when leaders "broaden and elevate the interests of

their employees, when they generate awareness and acceptance of the purposes and

the mission of the group and when they steer their employees to look beyond their

own self-interest for the good of the group" Bass (1990: 20). According to Gill (2006)
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transformational leadership occurs when both leader and follower raise each other's

motivation and sense of higher purpose. Kuhnert (1994) advocates that

transformational leaders often have a strong set of internal values and ideals, and they

are effective at motivating followers to act in ways the support the greater good

rather than their own self-interests. Transformational leaders carry out more than

'transact' with subordinates or followers which makes a significant difference to

people's motivation and development (Gill, 2006). Transformational leaders are

therefore suitable for changing organisations. Bass (1985) argues that

transformational leaders can be found in any organisation at any level, and this type of

leadership is universally relevant for all types of situations. An explanation of the

dynamics of the transformational process is provided in "model of transformational

and transactional leadership" (Bass, 1985, 1990). Transformational leaders search for

new ways of working, seek opportunities in the face of risk, prefer effectiveness over

efficiency, and are more likely to introduce change. Transformational leaders try to

create and shape environmental circumstances (Bass, 1985; Gill, 2006; Antonakis et

al., 2004). Transformational leaders tend to use both transforming and transactional

strategies when appropriate (Bass, 1985). Bass' Full-range Leadership characters have

been described as follows:

Transformational Leadership Factors

Transformational leadership is concerned with performance of followers and also with

developing followers to their fullest potential (Avolio, 1999). Bass (1985, 1990)

distinguishes four factors of transformational leadership, namely, idealised influence

(charismatic leadership), inspirational motivation, intellectual stimulation and

indi vidualised consideration.

Idealised Influence

The first component, idealised influence, describes leaders as behaving in ways which

result in them being role models for their followers. Idealised influence is also known

as charisma. Charisma is one of the four main factors of transformational leadership

(Bass and Avolio, 1993; Judge and Piccolo, 2004). Transformational leaders express

confidence in the vision; they take personal responsibility for actions; they display a
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sense of purpose, determination, persistence and trust in other people; and they

emphasise accomplishments rather than failures (Judge and Piccolo, 2004; Gill, 2006;

Pounder, 2008). Idealised influence is behaviour that arouses strong followers'

emotions and identification with the leader. Bass (1985) suggests that a charismatic

leader emphasises the importance of having a collective sense of mission which goes

beyond self interest. Charismatic leaders demonstrate a high standard of ethical and

moral conduct of their behaviours. Such leaders also gain the admiration, respect,

trust and confidence of others by personally demonstrating an extraordinary ability of

one kind of another; they put the need of other people before their own (Antonakis et

al., 2004; Gill, 2006). Essentially, the charismatic people are special; they are

individuals whom strive to recruit others to follow their own vision. An example of a

person with charisma is Mohandas Gandhi who raised the hopes and demands of

millions of his fellow citizens in India and as a result changed himself.

According Shamir and Howell (1999), a charismatic leader is more likely to be found

in situations of acute crisis. Charisma arises when conventional ways fail to solve

problems. Bass (1985) suggest that charismatic leadership occurs in old organisations

that are failing or in new ones that are struggling to survive rather than in the already

old, highly structured and successful organisations. Bass argues that charismatic

personality contributes to the success of a leader; however, it is not the only factor for

success. He notes that charisma combined with other transformational factors such as

inspirational motivation, intellectual stimulation and individualised consideration

helps in successfully transforming the organisation.

Inspirational Motivation

Closely linked to charisma, transformational leaders are known to practice

inspirational motivation. Inspirational motivation, the second behavioural component,

describes how transformational leaders motivate and inspire followers. Leaders, who

engage in inspirational motivation of their employees, encourage them to achieve

levels of performance beyond their own expectations by enriching the meanings of

their followers' work (Bass, 1998; Judge and Piccolo, 2004; Pounder, 2008). They do

so by using analogy, stories and symbols to communicate their vision and message.

Inspirational motivation includes communicating an appealing vision, using symbols
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to focus subordinate effort, and modelling appropriate behaviours (Bass and Avolio,

1997; Pounder, 2008). Transformational leaders inspire group members to exceed

their initial expectations by giving emotional support and making emotional appeals

(Dubrin, 2001). An example of this factor would be a sales manager who motivates

his or her sales force to excel in their work through encouraging words and pep-talks

that clearly communicate the integral role they play in future growth of the

organisation (Northouse, 2010).

Intellectual stimulation

Intellectual stimulation, the third behavioural component, describes how

transformational leaders stimulate their followers' efforts to be innovative and

creative by questioning assumptions, reframing problems and approaching old

situations in new ways. They present new ideas to followers and challenge them to

think by questioning the status quo. Bass (1985: 99) defines intellectual stimulation as

"the arousal and change in followers of problem awareness and problem solving, of

thought and imagination, and of beliefs and values, rather than arousal and change in

immediate action." Intellectual stimulation comes from the personal ability of the

leader such as intelligence, personal relations and expertise which encourage

followers to use imagination and creativity in rethinking assumptions and old ways of

thinking. Such leaders use and encourage intuition as well as logic which is a recipe

for personal growth of followers. Bass (1985: 212) suggest that followers of

intellectually stimulating leader might say "His ideas have forced me to rethink some

of my own ideas which I had never questioned before" or "He provides me with new

ways of looking at things which used to be a puzzle for me", According to Nahavandi

(2000) the charismatic relationship provides the support that the followers will need

when involved in the challenge of solving problems in new ways. Northouse (2010)

provides an example of this type of leadership; a plant manager who promotes

workers' individual efforts to develop unique ways to solve problems that have

previously caused production to slow down. Intellectual stimulation with

individualised consideration is the basis for an effective coaching and mentoring role

(Gill, 2006).

65



Individualised consideration

Individualised consideration, the fourth behavioural component of transformational

leadership, is representative of leaders who give personal attention to all his or her

followers, making each individual feel valued to the organisation and provide a

supportive climate in which they listen carefully to individual needs (Bass, 1985;

Judge and Piccolo, 2004). Leaders try to help followers in becoming fully actualised

by acting as a coach and advisor and delegating work. In this approach, leaders focus

on knowing their followers, mapping their needs and capabilities and giving personal

attention to each individual follower in a different manner. The leader develops a

different relationship with each follower. Transformational leaders practise

Management by Wandering Around. Consideration may be directed towards

individual follower or a group of followers by analysing their needs and capabilities.

The outcome is an organisation with followers that feel special, supported and

motivated (Nahavandi, 2000). Two-way communication is encouraged and

interactions with followers are personalised (Bass, 1998; Bass and Avolio, 1994).

Characteristics of Transactional Leadership

Transactional leaders practise management by exception and contingent rewards.

Transactional leaders appear to be strongly directive and they tend not to use the

consultative, participative or delegative styles to any significant extent; they set

objectives and performance standards by being directive rather than participative

(Gill, 2006). Transactional leaders also tend to use rewards for performance on the

basis of objectives. Transactional leadership occurs when there is a transaction

between the leader and the follower. Bryman (1992) argues that the transactional

process between leaders and followers is more management than leadership.

Transactional leadership can result in achievements in the short term; however, in the

long term it runs the risk of stifling human development with consequential loss of

competitive advantage (Gill, 2006). According to Bass (1985) the effectiveness of

transactional leadership depends on whether the leader has control over rewards and

penalties and whether employees are motivated by the promise of rewards and desire

to avoid penalties. Transactional leadership factors are discussed below.
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Transactional Leadership Factors

Bass (1985) divides transactional leadership in two factors, namely contingent reward

and management-by-exception. Transactional leadership deviates from

transformational leadership in that the transactional leader does not individualise the

needs and capabilities of subordinates nor focuses on their personal development

(Antonakis et al., 2004; Northouse, 2010). Transactional leaders are influential and

followers of transactional leader do what the leader wants as it is in the best interest of

both (Kuhnert, 1994).

Management-by-exception

Transactional leadership is practised in two ways: active and passive (Bass, 1985,

1990). Management-by-exception is the first of two transactional leadership factors.

Passive management-by-exception is displayed when a leader sets work objectives

and performance standards but then waits for problems to arise and only reacts to

mistake and intervenes reluctantly. The active leader monitors for deviations and

errors and then corrects them. He/she enforces the rules and procedures of the

organisation (Gill, 2006; Yukl, 2009; Pounder, 2008). A leader practising the active

form of management-by-exception observes followers closely for deviations from set

objectives and then takes corrective action. For example, a sales manager who

observes team members approaching customers on a daily basis will correct them if

they are slow in approaching customers in a prescribed manner. The passive sales

manager who employs management-by-exception gives an employee a poor

performance review without ever communicating with the employee about her or his

prior work performance. Bass (1985) describes management-by-exception by the

popular motto "If it isn't broken, don't fix it".

Contingent Rewards

The second component of transactional leadership is contingent rewards. Contingent

reward behaviour includes clarification of the work required to obtain rewards and the

use of incentives and contingent rewards to influence motivation (Bass, 1985; Yukl,

2009; Pounder, 2008). Contingent reward refers to an exchange of agreed rewards for
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an employee's effort beyond a certain level of performance. When displaying

transactional leadership, leaders try to obtain agreement from followers on task and

rewards. An example often occurs in the academic setting- a supervisor negotiates

with a student the number of pages he or she needs in order to upgrade his/her status

from MPhil to PhD.

Laissez Faire

The final form of Full-range leadership, non leadership, is laissez faire leadership.

This study has treated laissez faire leadership as separate from transformational and

transactional leadership (Judge and Piccolo, 2004). This factor represents the absence

of leadership. This type of leadership shows passive indifference about the task and

subordinates by ignoring problems and ignoring subordinate needs (Bass, 1990). The

laissez faire leader abdicates responsibility, delays decisions, gives no feedback, and

makes little effort to help followers satisfying their needs (Yuki, 2009). An example

of a laissez faire leader is the president of a medium manufacturing company who

calls no meetings with plant managers, has no long range plan for her or his business,

and makes little contact with employees within the organisation. There are similarities

and differences between Bums and Bass approach; they have been compared in the

next section.

2.4.3 Comparing and contrasting Burn's and Bass's conception of

transformational leadership

Bass (1985) was one of the first authors to modify Bums' views who postulated that

transformational and transactional leadership were not opposite ends of bipolar

dimensions as Bums suggested. On the contrary to Bums opinion, Bass argues that

they are independent aspects of leadership, much as task orientation and relationship

orientation are independent behavioural dimensions (Antonakis et al., 2004). Thus,

Bass and his colleagues argue that leaders can be both transformational and

transactional and suggest that most effective leaders utilise both behaviour styles

(Bass, 1985; Avolio et aI., 1999; Bass and O'Shea, 2009). Erkutlu (2008) supports

Bass' view by suggesting that managers use different leadership styles in different

work environments. Their styles will have direct effects on employee outcomes.
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Adequate use of their styles will result in higher employee satisfaction, commitment,

productivity and motivation. Bass and Bums both suggest that a transformational

leader relies more on aspects of motivating followers, whereas transactional

leadership relies more on exchanging rewards.

Where Bums (1978) generally characterised transformational and transactional styles

descriptive of different types of leaders, Bass portrays them as different classes of

leadership behaviour. For example a leader may have illustrated transactional

leadership before, but he or she is exhibiting transformational leadership now. Burns

(1978) did not attempt to explain what types of action or general strategies

transformational leaders use. He focused neither on specific traits of leaders nor the

specific aspects of the socio-organisational context that leaders attempt to transform

(Antonakis et al., 2004). What Bums did provide was a platform for other researchers

to explore these factors.

Bass and Burns have different orientations towards the area to which they undertook

their research. Burns concentrated on political leadership whilst Bass opted for

military, education and business organisation. Besides, Bass argued that

transformational leadership does not necessarily benefit organisation, whereas, Bums

suggested that society would benefit from transformational leadership (Bass, 1985).

For example, Bryman (1992) noticed that although an organisation was led by as

transformational leader, the leader failed to develop the organisation into a success

because of other constrains, whilst another similar organisation led by a transactional

leader successfully controlled the business and this organisation survived. The

transformational leadership approach has attracted a great deal of empirical research.

Closely related to the topic of leadership, organisational culture plays a significant

role in shaping leadership behaviour- transactional or transformational (Griffin,

2007). The recent surge in research on how culture impacts on leadership indicates the

significance of the relationship. The study discusses culture in organisational form.

2.4.4 Transformational Leadership and Organisational Culture

The link between transformational leadership and organisational culture is supported

by research which shows that leadership is affected by environmental factors as
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illustrated by Fiedler (1964). There is no agreement on a precise definition of

organisational culture. Frontiera (2010: 71) defines organisational culture, in laymen's

terms, as "the way we do things around here". Organisational culture is the set of

values, beliefs, behaviours, customs and attitudes that helps the members of the

organisation understand what it stands for, how it does things, and what it considers

important (Griffin, 2007). Organisational culture may be displayed at three levels;

artefacts such as dress codes and standard reports, values such as norms and

ideologies, and assumptions that guide perceptions, feelings, and behaviours (Sims,

2000).

Organisational culture and peer expectation can often put pressure on one to adopt

particular leadership style. Organisational culture is relevant to organisational

leadership because leaders need to motivate individuals and groups whose behaviours

are also influenced by organisational culture. According to Bass and Avolio (1994),

there is a constant interplay between culture and leadership; leaders create the

mechanism for cultural development and the reinforcement of norms and behaviours

expressed within the boundaries of the culture. Likewise, Antonakis et al., (2004)

suggest that one of the most decisive functions of leadership is the creation, the

management, and sometimes even the destruction of organisational culture.

Conversely, several authors and researchers find the idea that leaders create culture

outrageous. Meek (1988) strongly argues that leaders do not create culture; it emerges

from the collective social interaction of groups and communities. Mullins (2009) also

illustrates that organisational culture can be the key to effective leadership.

According to Bass and Avolio (1994: 542), "the organization's culture develops in

large part from its leadership while the culture of an organization can also affect the

development of its leadership. For example, transactional leaders work within their

organizational cultures following existing rules, procedures and norms;

transformational leaders change their culture by first understanding it and then

realigning the organisation's culture with a new vision and a revision of its shared

assumptions values and norms". It is clear that organizations are likely to have

cultures that are characterized by both styles (transformational and transactional) of

leadership (Bass and Avolio, 1994).
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Bass and Avolio (1994) discovered transformational and transactional cultures.

Transactional culture displays characterises such as:

•

Everyone has a price for his/her motivation

Commitment is short term

Self interest is stressed

The organisation is a marketplace comprised of individual's reward IS

contingent on his or her performance.

Management-by-exception is often actively practiced.

People's commitment is as deep as the organisation's ability to reward

members for successful performance.

•
•
•

•
•

On the other hand, a transformational culture exhibits following characteristics:

• Commitments are long-term.

• Leaders and followers share mutual interests and a sense of shared fates and

interdependence

• Leaders and follower go beyond their self-interests or expected rewards for the

good of the team (Bass and Avolio, 1994)

Similarly, Deal and Kennedy (1982, 2000) examined hundreds of companies to

identify different cultures. They identified four cultures. The 'macho culture' exists

when an organisation is composed of individuals who are frequently called upon to

take high risks and receive rapid feedback on the quality of their actions and

decisions. The 'work hard/play hard' culture is a low-risk quick feedback culture

which has a focal point of fun and action; these types of organisations are often

customer-focused sales organisations or companies. For example, the fast-food chain

McDonald's encourages competition and utilises a structure of acknowledging good

performance in order to maintain morale (Deal and Kennedy, 2000). Individual sales

do not affect a member of staff and production systems have many checks and

balances to neutralise the occurrence of big risks with rapid feedback on staff. The

'bet-your-own-company' culture exists in environments where the risks are high and

the feedback on actions and decisions are lengthy. On the other hand, the process

culture is relatively a low- risk and slow-feedback approach (Deal and Kennedy,
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2000). For example, a company which invests in long term projects is having 'bet-

your-own-company' culture. Both of the bet-your-own-company and the process

cultures are slow to respond to change.

To reiterate, the culture affects leadership as much as leadership affects culture. The

literature indicates that there are other factors, than culture which influence the type of

leadership style used in organisation. According to authors, the following factors also

influence the choice of leadership style:

• The geographic, cultural and socio-economic background of leaders (Yousef,

1998)

• Organisational cultures, education and ownership of the organisation (Yukl,

2009)

• The level of technology, type of industry and size of the business unit (Yousef,

1998; YukI, 2009)

• Organisation's life cycle, the competencies of leaders and followers and the

leader's personal attributes (Yuki, 2009)

2.5. Empirical Studies of Transformational Leadership

Over the past decade, transformational and transactional leadership have been studied

in many research projects. Many organisational research studies on transformational

leadership have investigated the effects of transformational and transactional

leadership on the individual as well as the group. To date, empirical work conducted

around transformational leadership using Multiple Leadership Questionnaire has

focused on the relationships between leadership styles (transformational, transactional

and laissez) and variables such as faire, justice perception, trust, subordinate effort,

commitment, performance and satisfaction (Yuki, 2009; Gill, 2006; O'Shea et al.,

2009; Antonakis et al., 2004). The positive relationship between transformational

leadership behaviours and a variety of job-attitudinal variables has been replicated

extensively (Bass, 1985; O'Shea et al., 2(09). According to O'Shea and his

colleagues, save for a few exceptions, the transactional trait contingent reward

correlates positively with both attitude and organisational effectiveness measures and

such behaviours are particularly effective in business settings (Judge and Piccolo,

72



2004). Laissez-faire leadership is almost uniformly negatively correlated with

business outcomes (Bass, 1999).

Bass (1990) pointed out that leaders and followers similarly rated high-performance

managers as more transformational than transactional and their organization tended to

do better financially. Although researchers agree that transformational leaders create a

higher correlation between performance and motivation than transactional leadership,

the same researchers assert that the best leaders are both transformational and

transactional in their leadership style (Howell & Avolio, 1993 and Yammarino &

Bass, 1990). Other researchers support the concept of using both leadership styles.

Hart and Quinn (1993) suggested that leaders are more effective when they apply

multiple styles and their leadership style is multi-dimensional. Bass (1990) suggested

that Laissez-faire leadership is strongly associated with subordinate dissatisfaction,

conflict, and leadership ineffectiveness. Current research did not indicate that a strong

laissez-faire style correlates with subordinate satisfaction or with organizational

success (Avolio & Bass, 2004; Bass, 1999).

A meta-analysis reported by, Judge and Piccolo (2004), derived correlations among

transformational behaviours and various indicators of leadership effectiveness that

ranged from group and organisational performance to follower satisfaction with the

leader. Similarly, Lowe et al., (1996) conducted a Meta analysis and found that

transformational leadership was significantly related to measures of leadership

effectiveness. Barling et al., (1996) analysed the influence of transformational

leadership training on a business units' performance. The performance was measured

by the number of personal loan and credit card sales. They observed that business

units under managers who had been trained in transformational leadership showed

higher performance than business units under manager who did not participate in the

training programme.

Jung (2001) also attempted to determine the effectiveness of transformational and

transactional leadership. His study revealed that transformational leadership helps in

fostering creativity more than transactional leadership. Transformational leaders

empower and help develop a strong sense of cohesion in a team setting.
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There is some evidence that suggests that women, more than men, tend to adopt more

of a transformational leadership style (Bass, 1998). Bass and Avolio (1994) analysed

the leadership style of 150 male and 79 female managers at top management level in 6

Fortune 500 companies using the MLQ and found women managers being more

effective and satisfying to work with and were considered as better role models who

showed greater concerns for the individual needs of their followers.

Contrary to Bass' suggestion that transformational leadership may be applied in many

different organisations, evidence suggests that transformational leadership is more

likely to exist in certain organisations (Antonakis et al., 2004; Shamir, 1999; Keller,

1992). Keller (1992) conducted a longitudinal study of transformational leadership in

industrial research and development organisations where a department of research and

development was divided into two sub-departments: research project and

development project. The research project was directed mainly at technological

innovations that required scientists and engineers to go far beyond existing scientific

and technological knowledge, whilst the development project generally focused on

incremental technological improvements involving modification of existing

technologies. The results of the study suggested that the level of transformational

leadership experienced was higher in the research project than in development project

which meant that employees in the research project required more transformational

leadership than employees in the development project. This may be because the

attitudes of professionals tend to be positive to the job's value that is consistent with

transformational leadership that relies on intrinsic job value for motivating the

followers (Keller, 1992).

Similarly, Bryrnan et al., (1996) conducted a case study of three community transport

organisations in the UK to explore the effectiveness of transformational leadership.

Out of three community transport organisations, one was led by a transactional leader

and two were led by transformational leaders. The transactional leader managed the

organisation successfully, whilst the transformational leaders faced several constrains

in developing visions for their organisations. Bryman (1996) argued that the

effectiveness of transformational leaders was constrained by several factors, such as

the level of trust in management, the availability of resources and time. The finding of

the study, contradicted Bass's suggestion that transformational leadership correlates
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with better organisational performance than transactional leadership in all

circumstances.

Universally, we are likely to see more determination in the personality of

transformational leaders regardless of the situation (Bass, 1996). Changes in the

marketplace and workforce over the two decades have resulted in the need for leaders

to become more transformational and less transactional if they are to remain effective

(Bass, 1999). Researchers have ongoing disagreement regarding the effectiveness of

transformational leadership throughout different levels of organisations. It was

suggested that transformational leadership is more likely to be found at senior level

than at the lower level (Katz and Kahn, 1978; Sharmir and Howell, 1999). They argue

that a job at senior level require a wider horizon for the occupant and is strategically

oriented and therefore more focused on the behavioural elements of transformational

leadership. On the contrary, Bass (1985) argued that transformational leadership can

be found at all levels of the organisations.

Most recently, studies on transformational leadership have begun to shift their focus

towards identifying and understanding contextual variables that may influence or

moderate the relationship between transformational leadership and followers' level of

motivation, with a majority of these studies examining organisational-level

characteristics (Zhu et al., 2009). According to writers, followers of transformational

leaders feel trust, admiration, loyalty, and respect toward leaders, and are motivated to

perform extra role behaviours (Bass, 1985; Katz and Kahn, 1978).

Bass's Full-range Leadership approach has guided extensive research, with evidence

supporting the model (Antonakis et al., 2004). His position is supported by a number

of studies indicating that the transformational-transactional leadership construct holds

good across organisational types and national cultures (Howell and Avolio, 1999;

Gellis, 2001; Neumann, 1992). On the contrary writers have suggested that leadership

styles may need to vary with organisational situation and organisational type

(Pounder, 2008). Overall, Bass and his colleagues provide a sound initial groundwork

for the scientific study of transformational leadership.
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2.6. Summary

Despite leadership having been researched for many decades with different

approaches, none of the theories have been able to capture the full spectrum of

elements influencing somebody's leadership style.

Researchers and authors have studied leadership from a variety of perspectives such

as traits (Stogdill, 1948), behaviours (Lewin et al., 1939) contingency theory (Fiedler,

1967), situational theory (Hersey and Blanchard, 1967), path-goal theory (House,

1971), transformational approach (Downton, 1973), distributed leadership (Ross et al,

2005) and toxic leadership (Olsen, 2010).

The trait approach identifies a list of characteristics of leaders, but it lacks conclusive

results concerning effective leadership. The trait approach has no supportive evidence

to suggest it has an impact on motivation neither does it include followers in its

approach and as the distinction between a leader and non-leader is unclear it will be

difficult to teach as a concept to others.

In contrary the behavioural and situational approach do allow for development of this

leadership style, despite the fact there is no evidence that either style has an impact on

employee's motivation. This is partly due to the fact that it does not include followers

in its leadership process. Behavioural and situational approaches of leadership focus

on two leadership styles and its application in certain situations, however empirical

studies are inconsistent.

The distributed and toxic leadership approaches are comparatively too new concepts

to allow for a proper analysis of their application in the workplace and no evidence is

available to draw valid conclusions. The distributed leadership approach and toxic

leadership do not include the concept of leaders and followers.

The transformational leadership approach is a widely researched topic and has several

strengths. Authors and researchers on leadership, most recently, suggested that studies

on Full-range Leadership have begun to shift their focus towards identifying and

understanding contextual variables that may influence or moderate the relationship
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between transformational leadership and followers' level of motivation, with a

majority of these studies examining organisational-level characteristics.

A number of studies support Bass' concept of full range leadership, indicating that the

transformational-transactional leadership construct holds good across organisational

types and national cultures. Strong assertions have been made in leadership literature

regarding the benefits of the Full-range Leadership (Transformational, Transactional

and Laissez Faire) approach. Save for a few exceptions, the transactional scale

contingent reward correlates positively with both attitude and organisational

effectiveness measures and such behaviours may be particularly effective in business

settings. Laissez-faire leadership is almost uniformly negatively correlated with

outcomes.

Most studies in relation to transactional leadership have focused on performance and

effectiveness. How the transactional leadership style impacts on a follower's

motivation has not been studied in these research projects. Transformational

leadership on the other hand has been linked to motivation. Several theories around

motivation have clearly postulated that follower's motivation is highly influenced by

their leaders' behaviour (Herzberg, 1971; Mayo, 1945; Forest, 2(08). To study how

Full-range Leadership influences follower's motivation requires an in-depth analysis

of motivation in the work place, this can be found in the next chapter.

In today's constantly changing business world, in which flexibility as well as

productivity are essential, a transformational approach to leadership in which personal

development, vision and adaptability are key, becomes more important. Empirical

evidence suggests a relationship between transformational leadership and business

results. One could presume that follower's motivation has a role to play in the

achievement of business results. But the research conducted to date is not conclusive

in this area.

The nature of a franchise environment with a quick reward and feedback culture and

constantly changing circumstances will create a certain environment for specific

leadership styles to flourish. The relationship between the application of certain
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leadership styles and the motivation of its follower's in this environment is the central

question of this study.

This study selected Full-range leadership, due to its flexibility, empirical evidence and

transformational approach to explore the relationship between leadership styles and

motivation in order to answer the research question: How did individual full-range

leadership styles and factors of franchisees affect the level of motivation of

subordinates?
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Chapter 3

Motivation

The purpose of this study was to contribute to our understanding of the relationship

between Full-range Leadership and Motivation. The study also aimed to understand

the motivation of people in work situations, especially in a franchise environment.

Several theories around motivation have clearly postulated that follower's motivation

is highly influenced by their leaders' behaviour (Herzberg, 1971; Mayo, 1945; Forest,

2008). A good leader, no matter their leadership style, needs to be able to motivate

employees. Bass's (1990) comprehensive treatment of leadership mentions the term

'motivation' hundreds of times. Yet, Hies et al., (2006) suggested that neither

leadership nor motivation research provides an adequate account on how leadership

styles and motivation are specifically linked. Despite the high quantity of research on

the topic of leadership, there still remains considerable work to be done in

understanding motivational effects of leadership (Hies et al., 2006; Kark and Dijk,

2007).

Besides the definitions, eminent theories of motivation are discussed. This chapter is

divided in three sections. The first section describes the importance and meaning of

work motivation in organisations. The second section explores the definition of work

motivation. The third section critically analyses theories of work motivation, namely,

content and process. The chapter starts with an exploration of the 'importance' and

'meaning' of motivation.

3.1 Importance and Meaning

Work motivation is a topic of enduring interest in the field of organisational

behaviour and, in general terms, motivation theories seek to explain how hard people

strive to undertake their work tasks (Rollinson, 2008; Forest, 2008). The study of

motivation is concerned with why people act in certain ways. Although motivation is

fascinating to researchers, it has much stronger practical implication to managers; by

understanding what motivates people, managers hope to be able to control their work

performances so that they work harder and more willingly (Moynihan and Pandey,

79



2007; Rollinson, 2008; Mullins, 2009; Griffin, 2007). It is clearly evident that if the

manger is to improve the work; consideration must be given to the level of motivation

of staff. Some researchers assume that humans are driven more by needs and instincts

than by reasoned actions. Other researchers focus on the process by which people are

motivated. Content theories (what motivates employees) and process theories (how to

motivate employees) of motivation will be discussed later. Firstly, a definition of

motivation will be explored.

3.2 Definition

What is motivation? Motivation has been a difficult concept to properly define due to

many philosophical orientations towards the nature of human beings and about what

can be known about people (Pinder, 2008; Moynihan and Pandey, 2007). Pinder

provided a definition that aptly accommodates the different theoretical perspectives

that have been brought to stand in the explanation of work motivation. "Work

motivation is a set of energetic forces that originates both within as well as beyond an

individual's being, to initiate work-related behaviour, and to determine its form,

direction, intensity and duration" (Pinder, 2008: 11). Similarly, Locke and Latham's

(2004: 388) definition reflects a broad scope of work motivation "the concept of

motivation refers to internal factors than impel action and to external factors than can

act as inducements to action". Bloisi et al., (2006) define work motivation as a

process, which involves a conscious decision to perform one or more activities with

greater effort than one performs other activities competing for attention. Mitchell

(1982) described four common characteristics underlying definitions of motivation.

• Motivation is typified as an individual phenomenon

• Motivation is described as intentional

• Motivation is multifaceted

• The purpose of motivational theories is to predict behaviour

There are two major sources of work motivation, namely, intrinsic and extrinsic

(Atkinson, 1958; Herzberg, 1971; McGregor, 1960; Vroom, 1964; Mullins, 2009).

Intrinsic motivation comes from an internal source, such as being engaged in an
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activity because of deep interest or enjoyment; whilst extrinsic motivation is derived

from external sources, such as receiving rewards.

3.3 Critical analysis of motivation theories

Motivation theory helps us understand what motivates workers (motivating factors),

and to what extent and how to increase motivation (Gordon, 2002; Stecher and Rosse,

2007). Content theories encourage managers to think about how far they can satisfy

people's innate needs though employment, while process theories relate more to

employees as conscious individuals gauging how to maximise benefits through their

jobs (Naylor, 2003). Content theories recognise what motivates employees in the

workplace, while process theories identify how motivation occurs in workplace.

3.3.1 Money as a motivator - The Traditional Approach

The beginning of motivation theory can most easily be traced back to the work of

Taylor (1911). His scientific management approach is still highly influential and

contains assumptions that have strong implications for work motivation (Rollinson,

2008). Taylor (1947) suggested that managers knew more than workers; the work is

inherently unpleasant for most people; and money is more important to employees

than the nature of the job they are performing. Taylor put a lot of emphasis on money

as a primary motivator and disregarded other motivational factors. He argued that

workers can be motivated by providing the highest possible wages through working in

the most efficient and productive way. Critics of scientific management describe his

approach as being too narrow with regards to the role of monetary compensation and

lack of consideration for other motivational factors. The Hawthorne studies

pinpointed shortcoming of scientific management and became a major turning point

in thinking about employees. Mayo (1933) conducted several experiments that helped

them in drawing significant conclusions. The most important conclusion is that people

have social needs to be satisfied at work that can be equally as important as monetary

needs (Rollinson, 2008). Mayo and his colleagues advocate that employees want to

feel useful, employees have strong social needs and that the social needs are more

important than money in motivating employee.
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3.3.2 Content theories of motivation

Content theories assume that all individuals possess the same set of needs. The

content approach to motivation stresses the assumption that individuals are motivated

by inner needs. Content theories concentrate on the intrinsic needs that motivate

people. Content theories include:

• Maslow's hierarchy of needs model

• Alderfer's modified need hierarchy model

• Herzberg's two factor theory

Maslow's Hierarchy of Needs Model

Maslow's Hierarchy of Needs (1954) and Herzberg's Two Factor Theory (1966) are

the two most influential categories of motivational theory. The 'need' theory has been

among the most important models of work motivation. One of the most famous

concepts in the area of work motivation is that of human needs. Maslow (1954)

provided the most well know of content theories. He based his theory on two

fundamental postulates: individuals are "wanting" creatures motivated to satisfy

certain needs and the needs they pursue are universal and in hierarchical order where

lower-level needs must be satisfied before individuals pursue higher level needs.

Maslow (1954) described five levels of needs as: physiological, safety and security,

social, esteem and self-actualisation.

• Physiological Needs- These include food, water, air, shelter, exercise, rest,

sleep and sex. When not satisfied, life itself is threatened (Mayo, 1945;

Sergiovanni and Carver, 1980).

• Safety Needs- These include security, stability, dependency, law and order and

protection from fear. Failure to satisfy these needs may cause major problems

(Mayo, 1945; Sergiovanni and Carver, 1980).
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• Social Needs- These include belonging, association, acceptance by friends and

giving and receiving love and friendship. Social needs can be psychologically

powerful (Mayo, 1945; Sergiovanni and Carver, 1980).

• Esteem Needs- These include self-respect (the desire for independence,

confidence, strength and freedom) and esteem of others (reputation/prestige,

status, recognition, attention and appreciation). People tend to base their self-

esteem on personal achievements and being told that they are worthwhile

(Mayo, 1945; Sergiovanni and Carver, 1980).

• Self-actualisation Needs- These include desire for self-fulfilment that varies

widely from one individual to another. Self actualisation tends to be highest

and most creative need (Mayo, 1945; Sergiovanni and Carver, 1980).

Maslow argued that individuals are usually satisfied in the first three levels of human

needs such as psychological, safety and social needs. These three levels do not tend to

motivate, contrary to Taylor who aims at lowest level of motivation hierarchy. The

human needs of esteem and self-actualisation are rarely satisfied, consequently, they

are the source of motivation behind human behaviour. Herzberg (1966) opined that

self-esteem was far more significant as a positive factor than Maslow's other needs.

Lower order needs are called deficiency needs that must be satisfied to ensure an

individual's very existence and security; whilst higher order needs, growth needs, are

concerned with personal development and realisation of one's potential (Maslow,

1954). He believed that people are motivated to satisfy those needs that are important

to them at that point in their life. Maslow's theory of work motivation suggests that

when a lower need is satisfied, the next higher need becomes a dominant motivator

and an individual strives to achieve it (Adair, 2006). For example, an employee who

receives a substantial salary, and thus adequately satisfies hislher lower needs, regards

status symbols like a luxury car as important, but an employee that has been

unemployed for a long time will regard financial rewards as being very important.

Hall and Williams (1980) stated that physiological needs would be evident in

concerns for better working conditions, time off, increased salary and avoidance of
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discomfort. They pointed out that once physiological needs are satisfied, then safety

needs would tend to become important to the worker (Bryant, 1996). Authors believed

that once safety needs were met, the worker concentrated on the love and

belongingness needs (Maslow, 1954; Hall and Williams, 1980; Bryant, 1996).

McGregor one of the fathers of management theory based his work on Maslow's

hierarchy of needs. He segregated Maslow's hierarchy into 'lower order' needs

(Theory X) and 'higher order' needs (Theory Y). Leaders applying Theory X assumed

that followers are lazy, uncooperative and motivated by money. While leaders in

Theory Y, believed that subordinates work hard and exhibit a positive attitude

towards their job. Theory X focuses on control techniques and telling the followers

what they can do, determining whether they are doing it, and administrating rewards

and punishment. Theory Y integrates individual and organisational goals are

integrated (McGregor, 1960). The leader encourages integration to create a situation

in which a follower can achieve his or her goals best by directing his or her efforts

toward the objectives of the organisation (McGregor, 1960).

Beardewell et al. (2004:507) supports the theory by arguing "the theory, especially in

relation to reward and performance management, has an uncomplicated appeal

because its message is c1ear- find out what motivates your employees at each of the

levels and at which level an employee is operating, and develop a reward strategy

accordingly". The theory has led organisations around the world to change their

practices for motivating employees in ways that is beneficial (Pugh, 1991). The

model lends a useful base for the evaluation of motivation at work. Steers and Porter

(1991: 35) provided a list of general rewards and organisational factors used to satisfy

different needs as described below. The list suggests that employees at the lower end

of hierarchy will be motivated by financial rewards, whilst, employees at the higher

level of the hierarch will be motivated by growth.
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Table 3.1 Applying Maslow's need hierarchy

Needs Levels General Rewards Organisational Factors

1. Physiological Food, water, sex, sleep A Pay

B Pleasant working condition

C Cafeteria

2. Safety Safety, security, stability, A Safe working condition

protection B Company Benefits

C Job security

3. Social Love, affection, belongingness A Cohesive work group

B Friendly supervision

C Profe sional association

4. Esteem Self-esteem, self respect, A Social recognition

prestige, status B Job title

C High status job

D Feedback from the job

5. Self

Actualisation

Growth, advancement and A Challenging job

creativity B Opportunities for creativity

C Achievement in work

D Advancement in organisation

Pinder (2008) criticised Maslow's need hierarchy theory suggesting that there is lack

of research evidence supporting the theory. A number of studies did not support the

fundamental assumptions of the theory (Steers and Porter, 1991). A leading

motivation researcher, Lawler (l973), noted that it is difficult to predict which higher-

order needs come into play after the lower order ones are satisfied. The idea that some

needs are primitive and some advanced, that some are higher order and some are

lower order is patronising and elitist in terms of values it expresses (Lazarus, 1971).

Shamir (1991) also criticised the theory due to individualistic and instrumental bias.

The theory suggests that an individual aims to maximise personal gain, which reflects
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cultural bias. In Japanese culture, the importance is given to collective efforts rather

than individual perceptions. Although Maslow's theory has not stood up well under

actual testing, it provides managers important message: a fulfilled need does not

motivate an individual. Nevertheless, the theory gives a general framework for

categorising needs of different types and makes valuable contribution as a descriptive

tool. Closely related to Maslow's theory of work motivation was Alderfer's modified

need hierarchy model.

Alderfer's Modified Need Hierarchy Model

Alderfer (1972) modified Maslow's theory using the idea of hierarchical ordering and

came up with three levels: Existence (E), Relatedness (R) and Growth (G).

• Existence needs- These are necessary for human survival and are roughly the

same as Maslow's bottom two levels

• Relatedness Needs- These are concerned with needs to interact with others and

similar to Maslow's social category with some of the esteem needs.

• Growth Needs- These are the highest level needs that incorporate some of the

esteem needs and self actualisation in the Maslow's scheme.

Alderfer (1972) argues that the theory could be more powerful and a simpler

explanation of the effects of needs of Maslow's theory. He believed that a person can

seek growth needs when relatedness and existence needs have not been met

adequately. Alderfer (1972) suggested that humankind is complex and several needs

may be operating at a time. However, Alderfer's theory has received little empirical

testing (Rollinson, 2008).

Herzberg's Two Factors Theory

Another popular content perspective on motivation is the 'two-factor theory'.

Herzberg (1966) argued that motivation was two dimensional each including distinct

factors. The first dimension was formulated by the presence and/or influence of

hygiene, maintenance, or dissatisfiers. Lack of them led to job dissatisfaction. On the

other hand, when they were present, they did not necessarily contribute to job
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satisfaction. The second dimension included motivators or satisfiers which

contributed to motivation of staff and job satisfaction.

Herzberg (1966) investigated what motivated employees. The theory assumes that

people are motivated by things that make them feel good about work; however dislike

things that make them feel bad. He revealed two different factors affecting

motivation and work:

• Job satisfaction and job dissatisfaction derive from different sources

• Simply removing the sources of dissatisfaction will not cause a person to be

motivated to produce better results

Herzberg (1966) identified two categories of motivation, namely, satisfiers and

dissatisfiers. The first category contained factors that stimulated job satisfaction.

These were intrinsic and were called "motivators" or "satisfiers":

• Sense of achievement

• Recognition

• Responsibility

• Nature of work

• Personal growth and advancement

The second category was extrinsic and they were labelled "hygienes" or

"dissatisfiers". Hygiene factors are part of work environment rather than the work

itself. These factors were identified as:

• Salary

• Job security

• Working conditions

• Quality of supervision

• Company policy and administration

• Interpersonal relations
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Herzberg (1966) suggested that in order to motivate one had to focus on

deemphasising the extrinsic (dissatisfiers) and emphasising the intrinsic (satisfiers) of

the job. He argued that all human beings had two basic types of needs at work and

other settings, namely, the need to avoid pain and the need for psychological growth.

He noted that certain factors of the job fulfilled psychological growth needs and

generated satisfaction and motivation in work. On the contrary, other factors of the

job carried out pain avoidance needs however, did not generate feelings of satisfaction

or motivation. Herzberg (1966) suggested that if management is to motivate

employees then attention must be given to both, hygiene and motivating factors.

Bloisi et al. (2006) questioned the appropriateness of Herzberg's theory for its

original reliance on engineers and accountants as subjects, as they are not subject to

lower-level needs as are people working in low skilled jobs. Wernimont (1966)

conducted a replication study, which revealed that both motivators and hygiene

factors are capable of giving feelings of satisfaction and dissatisfaction. Like

Maslow's theory, Herzberg's work can be criticised for its assumption of universal

applicability; what are the hygiene factors in one culture could be motivators in

another (Rollinson, 2008; Kreitner, 2006). Both, Maslow's hierarchy theory and

Herzberg's two factor theory, fail to consider the significance of money as a motivator

(Ellis, 2004). Even so, Herzberg's theory has been very popular with managers and

researchers.

3.3.3 Process Theories of Motivation

Contrary to content theories, process theories acknowledge the difference in people's

needs and focus on the cognitive process that create these differences- extrinsic

motivation theories make up this category (Bassett-Jones and Lloyd, 2005). The

theories attempt to identify the relationships among the dynamic variables which

make up motivation. The process perspectives focus on why people choose an action

to satisfy their needs and how they evaluate their satisfaction after they have attained

these goals. Four well know process perspectives on work motivation are the

expectancy, equity, goal and attribution theories.
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Expectancy Theory

The expectancy theory is one of the prominent process theories of motivation. Just as

researchers choose needs satisfaction as their base, another group of researchers

identified the concept of expectancy. According to Stecher and Rosse (2007) and

Johnson (2009), expectancy theory is one of the central motivation theories and

expectancy theory can predict efforts and performance. Vroom (1964) suggested that

expectancy theory assumes that people are capable of calculating costs and benefits in

choosing among alternative courses of action. Vroom explained expectancy theory of

work motivation as a combined function of the individual's perception that effort will

lead to performance and of the perceived desirability of outcomes that may result for

performance. Vroom (1964) explained the theory through three fundamental concepts:

expectancy, valence and instrumentality. Expectancy denotes to an individual's belief

about how successful he or she will be at a certain task. Valence refers to desirability

of an outcome. Instrumentality pertains to an individual's perceived likelihood that a

reward will be earned following a specific behaviour. Vroom's model says that

motivation (M) is a function of the expectancy (E) of reaching a certain outcome,

multiply by value (V) of the outcome for that person.

The expectancy Theory is based on the expectations that employees bring with them

to the work place, and the context and the way in which these expectations are

satisfied. It also suggests that employees look at the various alternatives and choose

the alternative that they believe is most likely to lead to those rewards that they desire

the most. Vroom assumes that outcomes with high expectancy and high value

rewards, will direct people to exert much greater efforts. Heckhausen (1989)

suggested two conditions to explain the underlying mechanism of the theory: a) it

must be possible to anticipate the occurrence of the goal state- there must be

expectation; and b) the goal state must have some intrinsic value (valence) for the

subject in order to serve as motive. The unique feature of expectancy theory is the

attempt to relate action to the perceived attractiveness of expected consequences (Hsu

et al., 2009). It is possible to influence motivation by manipulating cues that define an

individual's expectation concerning the consequences of his or her action and/or the

incentive value of the consequences produced by the action (Hsu et al., 2009).
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Vroom's original ideas were expanded to include four major elements: effort

performance expectancy, instrumentality of performance, performance reward

expectancy, and reward cost balance (Porter and Lawler, 1968). Mitchell (1974) and

Porter and Lawler (1968) explained these four elements of expectancy theory as:

a) Effort Performance Expectancy- workers will accomplish tasks in which they

have the capability or opportunity to perform

b) Instrumentality of Performance- workers must know specifically what

performance is desired by their employer and know that this performance is

linked to receiving rewards

c) Performance Rewards Expectancy- workers must understand how much effort

is expected in order to achieve each this level of reward

d) Reward Cost Balance- workers must place value on the rewards being offered

by the employer before they will exert the effort necessary to earn them

Johnson (2009) argues that if all of the above elements are appropriately addressed,

the employee will likely be motivated to perform for the organisation. He explains the

elements of expectancy theory in simple terms; an employee will likely perform a

desired task if all four conditions are met. First, the employee must perceive that the

performance of the task is expected by employer. Second, employee must have

capability to perform the task. Third, employee must have the opportunity to perform

the task. Forth, the employee must perceive that performing the task will bring a

reward worth putting efforts in for.

According to Vroom (1964: 18), "People's satisfaction with their jobs are directly

related to the extent to which their jobs provide them with such rewarding outcomes

as pay, variety in stimulation, consideration from their supervisor, a high probability

of promotion, close interaction with co workers, an opportunity to influence decisions

and control over their place of work." Here, the attention is put on the use of financial

and non financial rewards in recognising performance.

Several researchers have reviewed the research based literature on the expectancy

work motivation model. One of the prominent authors, Mitchell (1974), discovered

that the force of motivation in an expectancy model has been demonstrated to be
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positively correlated with both job satisfaction and performance across a variety of

settings. Expectancy motivation theory has been used to explain levels of work

outputs in many areas such as medical care, the manufacturing industry, the military

and schools (Johnson, 2009). The expectancy theory can be very useful for managers

who are trying to motivate their subordinates by implementing the basic idea of the

theory (Griffin, 2007). Firstly, identify the outcome each individual employee is likely

to want. Secondly, decide what kinds of performance are needed. Thirdly, make sure

that the desired levels of performance are achievable and that desired outcomes and

desired performance are linked. Fourthly, analyse the complete situation for

conflicting expectancies and rewards. Finally, make sure the system is equitable to

employees.

Although the theory makes sense, Gordon (2003) criticised the theory arguing that it

oversimplifies what motivates employees by ignoring individual needs, values,

personalities and cross-cultural differences. He also suggested that the theory lacked

empirical support. Expectancy theory is more difficult to understand than other work

motivation theories (Pugh, (991). The limitations to expectancy theory contain the

interpretation and operationalisation of the key elements (Gordon, 2002). Despite the

questions of validity and empirical support, expectancy theory provides popular

framework for explaining work motivation. Like expectancy theory, equity theory, is

a cognitive process model of work motivation based on the assumption that people are

capable of calculating costs and benefits in choosing among alterative courses of

actions.

Equity Theory

As process theories of motivation, expectancy and equity theories offer compatible

frameworks for understanding work motivation (Stecher and Rosse, 2007). The theory

argues that employees use social comparison to evaluate equity or fairness. Adams

(1965) advises that an individual's motivation to put effort into a task will be

influenced by perceptions of whether the rewards obtained are fair in comparison to

those received by other people. Equity is achieved when the ration of employee

outcomes-over-input is equal to other employee outcome-over-inputs. The theory is

driven by concern for fairness and equity (Adams, 1965). An example of this is when
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employees compare salaries. He states that there are several mechanisms available to

individuals to reduce the psychological discomfort associated with perception of

inequity. The equity theory does not predict which mechanisms will be selected.

Beardwell et al., (2004) has given three major implications of the theory. Firstly, it is

important to be aware that employees will make comparisons, further, because

comparisons are subjective, care must be taken to relate similar jobs in terms of the

wage/effort bargain. Finally, it is necessary to be open concerning the basis on which

the rewards are made.

The equity theory is concerned with the fairness of outcomes distributed by the

organisation; such outcomes can involve pay and promotions as well as intangible

outcomes such as respect and courtesy (Adams, 1965; Stecher and Rosse, 2007).

Kreitner et al. (2007) provide practical implications of the equity theory as discussed

below:

• It suggests managers relationship between beliefs/attitude and job

performance

• It emphasises the need for managers to pay attention to employees'

perceptions of what is fair and equitable.

• Managers benefit by asking employees to participate in taking important

decisions

• Employees should be given rights to question decisions affecting their welfare

• Employees are more likely to support organisational change when they

believe it is implemented fairly.

Miner (2006) supports the equity theory of work motivation on the basis of

comprehensive reviews. Research on the theory in many of its aspects continues to be

robust (Konovsky, 2000). However, the theory has been subject to a lot of criticism

due to lack of precision (Miner, 2006). Adam (1965) and others could not become

more precise on the theory. Research indicates that people make a wide range of

comparisons that include self evaluations, others in the company, those in the same

job outside, and those with same educational level and age (Scholl, et al., 1987).

After considerable research on expectancy and equity, it was reasonable and logical

for researchers to focus on goals as motivators.
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Goal Setting Theory

The goal setting theory has incorporated the notion of the expectancy theory. Locke's

(1968) goal theory of wok motivation relies on the basic assumption that people

would perform better if goals were defined, difficult, specific and attractive. He

claimed that the model is more a motivational technique than a theory of motivation.

Latham and Locke (1991) state that setting goals is the best way to motivate people,

as long as they are committed to the goals, and have reasonable expectancy of being

able to achieve the goal. A goal is merely what the individual is deliberately trying to

do. Goal then motivate people to develop strategies that will enable them to perform

at the level necessary to meet that goal, thus suggesting that goal-setting improves

performance (Locke and Latham, 1991). Locke et al. (1981) described two basic

features of goals, considered highly important, as:

• Goal difficulty- the extent to which a goal is challenging and demanding for

the individual. A very modest or too difficult goal will not motivate people. A

modest goal will not challenge the individual enough and too difficult a goal

can cease the motivational factor.

• Goal speciticity- the clarity and explicitness of the performance target. Locke

suggested that the best way to be specific is to express the goal in quantitative

terms because this allows individual to assess their performance. His

quantifiable goals have produced stronger influence than other approaches like

'do the best you can'.

• Goal acceptance- the extent to which individuals consider a goal as a

legitimate and appropriate.

• Goal commitment- individual's interest in achieving the goal.

• Goal-directed etTort- the direction and persistent of behaviour.

• Performance- whether and to what extent, the goal is actually achieved.
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• Organisational support- the extent to which adequate resources are available

to an individual such as staffing, budget, physical resources etc.

• Individual ability and training- need to be commensurate with achieving

goal.

• Intrinsic and extrinsic reward- individual should be rewarded where goals

are achieved.

• Satisfaction- depends upon whether the rewards are seen as equitable for what

has been achieved.

According to Locke (1968) and Locke et al., (1981), acceptance and commitment

should not be taken for granted. To influence acceptance and commitment of an

individual, it is important to recognise other factors. The individual must be able to

see that achieving the goal will lead to the receipt of valued reward (Locke, 1968).

Evidence suggests that if an individual participates in selecting the goals, he or she

will have higher commitment to achieving them (Arnold et al., 1991; Erez et al.,

1985; Gordon. 2002). According to Latham and YukI (1975), other factors can affect

the degree to which a person commits to a goal depending on the scenario. They

found that if an assigned goal came from someone who was supportive and

encouraging with position of legitimate authority, higher goals would be set and/or

higher performance would result (Latham and Yuki, 1975).

Locke's goal setting theory of work motivation has been extensively researched and

most studies strongly support the model (Miner, 2006; Griffin, 2(07). Goal setting

theory has exhibited more scientific validity to date than any other theory or approach

to motivation (Pinder, 2(08). The principles embodied in the theory have been widely

used in performance management and schemes of management by objectives

(Rollinson, 2008). Locke et al., (1981) have suggested that approximately 90 per cent

of all goal-setting studies have shown a beneficial effect of goal-setting on

performance. However, the model has also attracted several criticisms from

researchers and authors. Firstly, the model is not theory of work motivation; it is a

motivational technique (Rollinson, 2(08). Secondly, Arnold et al., (1991) and Latham
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and YukI (1975) criticised the theory arguing that its greatest deficiency is that it

simply accepts that goals are motivators, but does not explain why they should have

such an enounced effect. Thirdly, goal setting may not be feasible in very complex

jobs where job requires setting too many goals (Gordon, 2002). The researcher has

discussed attribution theory of work motivation in next section.

Attribution Theory

Attribution is the process by which people interpret the perceive cause of behaviour.

Heider (1958) explained that behaviour is determined by perceived internal and

external forces. Internal forces relate to personal attributes such as ability, skill.

amount of efforts or fatigue; whilst, external forces relate to environmental factors

such as organisational rules and policies, the manner of supervisors. or the weather

(Heider, 1958). Kelly (1973) suggested there basic criteria in making attributions and

determining whether internal or external attribution is chosen, namely, distinctiveness,

consensus and consistency. He argued that people attribute behaviour to internal

forces whey they perceive low distinctiveness, low consensus and high consistency;

on the other hand, behaviour is attributed to external forces when people perceived

high distinctiveness, high consensus and low consistency.

3.4 Summary

An analysis of the motivation theories (which includes Maslow's Needs Theory,

Alderfer's ERG Theory, Herzberg's Two Factor Theory, Expectancy Theory, Equity

Theory, Goal Setting Theory and Attribution Theory) reveals that there is not a

singular factor that can be identified as motivating employees. This can partly be

explained by the lack of consideration for cultural and individual differences.

It has become apparent that managers/supervisors influence the factors identified as

motivating employees such as pay, conditions, the work itself, progression etc. This

implies a strong relationship between leadership and motivation.

Both intrinsic and extrinsic motivators require investigation by managers to

understand what will make them and their employees successful. Situational factors
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also need to be taken into consideration although none of the motivation theories give

guidance on which motivational factors are pertinent in which situations. It is evident

that motivation impacts on organisational performance.

Monetary rewards are important In most theories although Hertzberg's two factor

theory and Maslow's hierarchy of need theory fail to consider money as a significant

motivator.

The study tries to fill the gap in literature by discussing the link between Full-range

Leadership and Motivation in the following segment.
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3.5 Full-range Leadership and Motivation

According to Evans (1998) leadership was the most potent influence on motivation.

Adair (2006) suggests that leadership and motivation are like brother and sister. It is

difficult to think of a leader who does not motivate others. Bass's (1990)

comprehensive treatment of leadership mentions the term 'motivation' hundreds of

times. Yet, llies et al., (2006) suggested that neither leadership nor motivation

research provides an adequate account on how leadership styles and motivation are

specifically linked. Despite the high quantity of research on the topic of leadership,

there still remains considerable work to be done in understanding motivational effects

of leadership styles (Ilies et aI., 2006; Kark and Dijk, 2007). A good leader, no matter

the leadership style, needs to be able to motivate the staff. By exploring the

relationship between Full-range Leadership and the motivation, the study fills a gap in

the literature.

Bums (1978) significantly studied the leadership behaviours and was the first to

explain their attempts to motivate followers as transactional or transformational.

Transformational leaders create a vision that inspires and motivates the followers

(Bums, 1978). One of the most important recent models of leadership that includes

and extends the idea of Bums is the model by Bass (1985). He was the first to initiate

major research around Bums' ideas by developing an assessment tool, the Multifactor

Leadership Questionnaire. Bass (1985) demonstrated through data obtained with the

Multifactor Leadership Questionnaire (MLQ) that transactional and transformational

leaders are separate and independent dimensions. Bass (1997) suggested the

universality of his full-range leadership (transformational, transactional and laissez

faire) notion. Bass's model illustrated three types of leadership, "transactional,

transformational and laissez faire."

Shamir et a1. (1993) suggested that transformational leadership foster intrinsic

motivations related to self-concept. They argued that transformational leaders

promote followers' intrinsic motivation to act beyond their job description by

elevating their self-esteem, self-value and social identification. On the contrary,

transactional leaders would focus on external expectations and obligations (Eyal and

Roth,201O).
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Transformational leaders move followers to a higher level on Maslow's Hierarchy of

Needs as concerns are shifted from lower order (physiological and safety) to higher

order needs (esteem and self-actualisation) (Bass, 1985, 1996). Leaders who exhibited

transformational leadership style encouraged followers to aspire higher order needs

(challenging job, opportunities for creativity, achievement in work and advancement

in organisation) in an attempt to motivate them to work to achieve those needs (Steers

and Porter, 1991). Transformational leaders may have enduring and comprehensive

positive effects on the organisation and on its performance when compared to

transactional leaders whose influence is limited by the terms of the contract with their

followers (Yukl, 1999). They motivate followers and other constituencies to do more

than they originally expected to do as they strive for higher order outcomes (Bass,

1996). Individual approach, when dealing with positive and negative rewards, is

similar to the transactional leadership component of contingent rewards.

When analysing Herzberg's Two Factor theory in light of Full-range Leadership, it

becomes apparent that a transactional leader will focus on the hygiene factors in order

to motivate hislher employees whereas a transformational leaders will put emphasis

on motivators. The theory assumes that followers are motivated by things that make

them feel good about work; however dislike things that make them feel bad.

Transformational leaders will focus on deemphasising the extrinsic (dissatisfiers) and

emphasising intrinsic (satisfiers) of the job.

When studying Full-range leadership in the light of Expectancy theory, it becomes

clear that transactional leaders will rely on the fact that employees bring expectations

with them. They will create outcomes with high expectancy and high value rewards;

will direct followers to exert much great efforts. Followers are more likely to

endeavour in their work if there is an anticipated reward that they value, such as a

bonus/commission or a promotion. Johnson (2009) argues that if all of the above

elements are appropriately addressed, the followers will likely be motivated to

perform for the organisation. Conversely, transformational leadership is concerned

with emotions, values, ethics, standards, long term goals and includes assessing

followers' motives, satisfying their needs and treating them as full human beings

(Northouse,201O).
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Similarly, Equity theory is more relevant to transactional leadership. The theory

argues that followers use social comparison to evaluate equity or fairness. Followers

are de-motivated if they are not justly compensated for their efforts and

accomplishments. Transactional leaders believe that an individual's motivation to put

effort into a task will be influenced by perceptions of whether the rewards obtained

are fair in comparison to those received by other people. They try to achieve equity by

making sure that the ration of employee outcomes-over-input is equal to other

employee outcome-over-inputs. Leaders with transactional leadership style use merit

pay as primary source of motivation. On the contrary, transformational leaders will

use intangible outcomes such as respect and courtesy (Adams, 1965; Stecher and

Rosse,2007).

The two theories (expectancy and equity) are justification for merit pay and career

ladders.

Each style of leadership, transformational, transactional and laissez faire has its own

distinct type of link to motivation. Avolio and Bass (1999) argue that effecti ve leaders

employ a blend of transactional and transformational leadership. Transformational

leadership includes idealised influence. inspirational motivation, intellectual

stimulation and individualised consideration. Transactional leadership is identified as

"contingent reward" and "management-by-exception". Laissez faire is the most

passive style within the Full-range Leadership framework. Transformational

leadership has been defined by characteristics referred to as the 41's:

• Idealised Influence- when followers idealise and emulate their leaders.

• Inspiration Motivation- where workers are motivated to achieve common goal.

• Intellectual Stimulation- encourages followers to break away from old ways of

thinking.

• Individualised Consideration- followers' needs are individually and equitably

met (Bass, 1985 and Bass and Avolio, 1993).

Research has shown idealised influence/charisma to be the most important of the

four components of transformational leadership (Avolio, Bass and Jung, 1999).

Leaders with charisma espouse confidence in themselves and their decision which
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results in high self-esteem and motivation amongst the followers to strive for success.

This positive change in members leads to increased performance and output.

Bass (1985) used inspiration motivation to describe the techniques used for

communicating the leader's vision to the organisational members. According to Bass

(1985), leaders use symbols to focus the subordinates, communicate the vision

clearly, and to impress the urgency of the situation on the members. Followers may be

motivated by a vision of the future and put the needs of the group above their own self

interest. This sense of higher purpose and challenging tasks motivates workers to

exceed normal performance levels (Avolio, Bass and Jung, 1999).

Leaders employ intellectual stimulation to teach followers to challenge present

assumptions, values and expectations and to try new techniques to improve results;

this engagement of transformational leaders motivated followers towards better

performance (Bass, 1985). Followers are aware of the organisation's issues and are

motivated and determined to solve them.

Transformational leaders exercise individualised consideration by acknowledging

followers' differences and treating them according to those differences (Bass, 1985).

Leaders manage followers on the basis of skills and motivation. Less skilled followers

are given close supervision while more experienced members are given an appropriate

level of autonomy and responsibility (Bass, Avolio, Jung and Bearson, 2003).

In contrast to transformational leadership that inspires and motivate followers,

transactional leaders are those that motivate their followers with rewards in an

exchanged based relationship. Contingent reward behaviour includes clarification of

the work required to obtain rewards and the use of incentives and contingent rewards

to influence motivation (Bass, 1985; Yukl, 2009; Pounder, 2008). Rewards are

essential element of the leader-member exchange. These rewards can be positive or

negative and may not be money. Every action of follower has a price (Howell and

Avolio, 1993). Team activities focus on negotiations and not problem solving (Howell

and Avolio, 1993). Transactional relationships are quick and easy to form but limited

in duration and scope (Bums, 1978). Followers play a vital role in the transactional

relationships. They may negotiate or reject the rewards offered by the leader.
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Transactional leaders have to understand the motivations of the followers and offer

suitable rewards. Transactional leaders choose rewards on the basis of followers'

motivators.

Leaders who exhibit management-by-exception monitor and actively seek out

deviations from desired performance on the part of subordinates with a view to taking

corrective actions (Pounder, 2008). On the contrary, transformational leaders carry

out more actions to empower followers by giving them more responsibility and make

them less dependent on the leader, such as delegating significant authority to

individuals, developing follower by coaching skills and self confidence, creating self-

managed teams, providing direct access to sensitive information, eliminating

unnecessary controls by making decisions without checking with the manager, and

building a strong culture to support empowerment (Bass, 1985; Pounder, 2008; lung,

2009).

In their meta-analysis, Lowe, Kroek, and Sivasubramaniam (1996) argue that

transformational leadership is actually an extension of transactional leadership.

Leaders are able to manage and motivate people to perform the routine tasks of their

jobs through some transactional style, but they are charismatic enough to motivate

people to work toward higher goals. Additionally, Pounder (2008) suggests that

leaders may take time to mature and may move from more transactional to more

transformational approaches as they develop as leaders.

Laissez faire leadership style is inactive and referred to as absence of leadership

(Avolio and Bass, 1995). This leadership style does not include the inspiration of

transformational leadership or the reward based leader-member relation of

transactional leadership. Directions, decisions, and motivators are lacking. Rewards

given by laissez faire managers do not motivate followers as they are not contingent

on performance. Out of three leadership styles, laissez faire leadership has been found

least effective (Avolio and Bass, 1995). These leaders do not provide additional

support or management. Laissez faire leadership is the absence of a transaction

(Pounder, 2008). Bass (1990) suggests that laissez-faire leadership is strongly

associated with subordinate dissatisfaction, de-motivation, conflict, and leadership

ineffectiveness.
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The purpose of the research was to investigate the relationship between Full-range

Leadership (styles and factors) of franchisees and motivation of employees. It was the

desire of the researcher to contribute to the body of knowledge for future investigation

into Full-range Leadership and motivation in under-researched area of franchising.

Franchising provided a valuable context for studying Full-range Leadership and the

relationship with follower's motivation.
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Chapter 4

Franchising

The previous chapters clearly illustrate a strong relationship between somebody's

leadership style and the motivation of his/her followers. Full-range leadership

captures the full spectrum of transactional, transformation and laissez faire leadership

with its different influences on the motivation of others. It has also become clear that

situational factors have a role to play in the relationship between leadership styles and

motivation. It is therefore important to carefully consider the context in which the

relationship between full range leadership and motivation takes place within the scope

of this study.

The type of business in which a person operates as well as the amount of freedom to

reward and motivate people, outside of set organisational policies and procedures will

in-directly influence somebody's leadership style. Additionally organisational culture

as well as the freedom to set performance targets has been found to shape a person's

leadership style. These factors have been taken into consideration when choosing the

context for this study.

4.1. Why franchising?

Franchising provides a valuable context and an interesting setting for studying Full-

range Leadership and the relationship with follower's motivation. Franchisees are

independent business owners, which classify them as a particular type of entrepreneur

that entails: innovativeness, risk taking and proactiveness (DiPietro et al., 2(08).

Franchisees consider themselves as independent business owners as opposed to

employees and this sense of autonomy gives them flexibility in terms of business

operations (Morrison, 1996; Avon, 2005; Birkeland, 2002; Ketchen et al., 2011). It

provides franchisees with the freedom to reward and motivate in an independent

manner; set performance targets that are relevant and important to them and they do

not have to conform to a 'corporate leadership style'. A franchise organisation

therefore provides a context in which researching personal leadership styles and

motivation will lead to a more insightful interpretation.
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Prior research has examined franchise systems as reasonable economic alternatives to

other organisational forms, identified reasons for franchisor ownership of outlets,

listed reasons entrepreneurs may seek for franchising as an alternative to starting their

own business and considered how incentives and controls can align the disparate

objectives of franchisors and franchisee (Grewal et al., 2011).

According to Alon (2010), franchising around the world is quickly increasing. There

has been an urgent call from both the franchise industry and academic community for

research on franchising. Recently, researchers have been systematically studying

franchisors in an attempt to help entrepreneurs and managers successfully build their

business (Alon, 2010). However, no prior research has specifically explored the

relationship between Full-range Leadership and their followers' motivation in

franchising environment.

4.2. Definition of franchising

Franchising has developed into one of the world's fastest growing methods of

conducting business since the UK brewery industry introduced the concept of the

franchise business in the eighteenth century (Euromonitor, 1985). Franchising is a

contractual business arrangement in which a firm grants an individual or company the

rights to conduct business in a prescribed manner within a specified territory during

an agreed time period in return for royalty contributions or other fee payments (Justis

and Judd, 2004). Grant (1985:4) defines franchising as, "the granting of a license for a

predetermined financial return by a franchising company (franchisor) to its

franchisees, entitling them to make use of a complete business package, including

training, support and corporate name, thus enabling them to operate their own

businesses to exactly the same standards and format as the other units in the franchise

chain".

Two characteristics differentiate franchising from other organisational forms such as

joint ventures and strategic alliances (Combs et al, 2004). Firstly, franchising typically

occurs in businesses where there is notable service component that must be performed

near customers; Secondly, franchising typically shows a unique allocation of
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responsibilities, decision rights, and profits between the franchisor and the franchisee

(Combs et al., 2004). Businesslink (2011) suggests that franchising is the most

common business format in the UK. Franchising takes place when the franchisor

grants licence to another person (franchisee) to use their business idea in a specific

geographical area (Businesslink, 20 II).

Garg et al., (2005) classifies franchising in two distinct categories: traditional (the

franchisee functions as a distributor or retailer for the products manufactured by the

franchisor) and as a business format (the franchisor provides 'a way of doing

business' to its franchisees). Sherman (2003) illustrated types of franchisees as:

• Buy A Job (Home based, Low Investment)

• Sales and Distributorships (Product Driven)

• Retail Store (Business Format Emphasise)

• Management Driven (Multi Unit)

• Financial Investment (Large-Scale Projects- Hotels etc.)

Business format franchising can be defined as a situation where one party (the

principal) grants exclusive rights for the local sale of some type of service or

trademarked product in exchange for an upfront fee and continuous royalties paid by

an agent (the franchisee) who must conform to quality standards, price controls, and

other practices predetermined by the franchisor (Matthewson and Winter, 1985). The

distinguishing feature of business format franchises is that the franchisor is expected

to provide the franchisee with all of the elements necessary to run the business, that is

to provide franchisees with the necessary know-how to operate the business, and

provide continual support (Watson et al., 2005). Business Format Franchising created

7.8 million jobs, $460 billion in output and over $162 billion in payroll

(Price WaterhouseCoopers, 2004).

4.3. Importance of Franchising

Research has proved that operation efficiency of franchise systems is relatively higher

than that of conventional non-franchise distribution systems (Y00 et al., 1998). The

economic importance of franchising in service provision, job creation and self-
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employment opportunities is widely recognised (PricewaterhouseCoopers, 2004). A

franchise system is an economic as well as a social system in which the franchisor and

the franchisees have a close working relationship (Strutton et al., 1995; Ketchen et al.,

2011). Over and above the apparent economic benefits of employment, output, and

tax, franchising development injects expertise and training in various industries and

increases the entrepreneurial and managerial capabilities and skills of the labour force

(Alon, 2004, 20 I0). Businesslink (2011) notes advantages of franchising such as:

proven idea, brand name, support, exclusive rights, financing and suppliers. However,

franchising can be costly, restrictive and difficult to sell (Businesslink, 2011).

In the UK, according to the latest NatWestIBFA survey (20lO), the number of

franchise systems has increased from 170 in 1984 to 838 in 2010, with turnaround

increasing from £0.9 billion to £11.4 billion. The statistics clearly show that

franchising has grown considerably in UK over two decades. The NatWestlBFA

annual survey (20 lO) also suggests that franchising is the fastest growing form of

business in the global economic system with one third of all retail sales taking place

through franchised units in the UK and the USA. Recent studies have started to

question the theoretical benefits franchising provides. Researchers have critically

questioned benefits such as lower failure rates of franchising, reduced risk and

efficiency in raising capital to fund expansion (Watson and Kirby, 2004).

There are three major modes of franchising: UK model, USA model and Australia

model (Weaven and Frazer, 2007). Research suggests that Australian franchising

closely follows the 'American Model' (Pizanti and Lerner, 2003). However,

franchising in Australia and the USA differ on two important aspects. Firstly,

Australia has a larger penetration of franchise system per capita; Secondly, Australian

franchisors have tended to recruit single unit franchisee operators with multiple unit

franchisees gaining momentum like their UK counterparts (Giles, 2004). The main

difference between the American! Australian models vs. the UK model is number of

units per franchisee. In the UK, franchisees often operate with multiple units.

According to Gomez et al. (20lO), there are different ways franchisors can expand

their business: a) Single-Unit Franchising (a franchisor may grant a new outlet to a

new franchisee) or b) Multi-unit Franchising (a new outlet to an existing franchisee).
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MUF can be of two types: Incremental (franchisees are granted additional units one

by one on the basis of the good results obtained by operating other units) and Master

franchising (entrance mode used by franchisors in their internationalisation processes)

(Gomez et al., 20lO).

4.4. 02: the context

Telecommunication franchising is a new and unique concept. 02 is the first and only

telecommunication operator to have utilised the franchising system in the UK. 02

uses a different model of franchising than America and Australia: it uses a qualitative

model, not a quantitative approach (the emphasis is not on having identical units and a

robotic approach to management). "The 02 franchise is based on 02's brand, its

proven business systems and the 02 'can do' attitude. The franchisee is expected to

bring their sales and management skills, commitment to the 02 customer experience,

motivation, resources and local knowledge. Due to this qualitative model the

franchisee has much influence over target setting, reward structures and will not

tremendously be affected by the overriding organisational culture.

Contrary to other franchise outlets such as KFC, 02 operates an organisational

structure in which the franchisees operate independently from the rest of the

organisation. 02 is a totally new and unique franchising concept in the UK.

107



00
0
.-t

ro
c
0 !t-

<lJ'5".0 tl.O
<lJ ro !t-o::: C <lJ
..!:: ro ro tl.O...... ~ <lJ ro
::J !t- C
0 or::( ro

tl.O V'l ~4- C
0 V')

-c ..!::ro u
<lJ c ro

<lJ::I: ro c !t-!t- O !t- <lJ <lJu...
'5".0 <lJ ro tl.O V')eo <lJ ro ..!::<lJ ro !t- c u0::: C or::( ro c..!:: ro

~ ro-e ~ !t-u...0
Z

!t- <lJ
<lJ <lJ0

ro tl.O V')L.U
<lJ ro ..!::U
!t- C U!t- or::( ro c- C <lJN

0 tl.O ~ ro0
!t-V') ro
u...- c(lJ 'S; roL.

CS::::J
~+-'

U
::::J -c <lJ
L.

<lJ
+-'

CVl
V')ro

!t-ro
!t- <lJ ..!::

U
C ro C <lJ ro tl.O

C
0 ...... V') 0 tl.O <lJ ro ro
'zj Q) <lJ 'Vi ro !t- C

!t-
ro 0::: ro 'S; c or::( ro u...,!:::!

4- V'l CS ro ~c 0 ~ro
~ -c

ro0 <lJ..... ::I:--t
!t- !t-

C <lJ <lJ
!t-O tl.O ro tl.O <lJII) ro <lJ ro <lJ t:l.OC !t- C !t- ro:~ ro or::( ro 0 c

~ ......Cl ~ V'l ro
~

!t-
!t-<lJ
Q)ro t:l.O <lJ tl.O<lJ ro !t- ro'- c 0 cor::( ro ...... ro~ V'l
~



On the contrary, businesses like KFC utilises quantitative model of franchising.

According to KFC (2011) and Edwards (20 II), KFC:

•

Uses single and multiple unit franchising.

Requires substantial investment (£5m if you are a business with access to

additional funds).

Emphasises on having identical units (operations, outlet, marketing and human

resource).

• Does not consider candidates running a McDonald's, Burger King, Wimpy or

•
•

similar venture.

• Provides training programme, business management tools and leadership

training.

• Does not follow set recruitment policy to select franchisees.

• Lets franchisees or experienced KFC managers run the franchise business.
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4.4.1 02: the organization

02 is market leader in communications for consumers and businesses in the UK with

490 retail stores and employing 12,000 people (02, 2011). 02's vision is "to enable

their customers to make the most of their world and its possibilities through the

services we offer" (02, 2011). Their mission statement is to "put customers' needs at

the heart of everything we do". According to 02 UK (2011), "The Company's total

mobile customer base (excluding Tesco Mobile) at the end of December 2009 reached

21.3 million lines, up 5.1% year-on-year, with net customer additions of 1.0million in

the year (338,455 in the fourth quarter), sustaining its leadership in the UK market.

The contract segment continued driving growth, adding 1.1million customers in 2009

(+18.6% year-on-year), and 235,486 customers in the fourth quarter (+5.6% year-on-

year). The contract segment made up 44.9% of the total customer base at the end of

December 2009 (41.5% a year ago)."

02 already successfully manages over 300 franchise stores in Germany and now it is

expected to become one of the largest mobile telecommunication retail portfolios in

the UK (02, 2011). 02 uses single and multi-unit franchising (MUF), in which an

individual franchisee is not restricted to operating only one unit and is allowed to

operate several units (Garg et al., 2005). "02 (UK) Ltd is one of the UK's largest

mobile phone network operators with in excess of 450 stores (over 50 of which are

franchisee-owned) (Franchise Magazine, 2011)." Estimated total start up cost for 02

franchise store is £1, 40,000 + VAT + Working Capital (02, 2011).

02's Franchise Development Manager provided the following details about 02

franchising (McGregor, 2(09).

• 02 encourages the view that owning a franchise equates to being an

entrepreneur when attempting to recruit new franchisees, implying that

business ownership represents entrepreneurship.

• The franchise business is run by franchisee himselflherself

• The franchisee owns stock of the business

• 02 does not interfere or take liability for Human Resource aspects of the

franchise businesses
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• The franchisee has freedom in marketing, human resource, finance and day to

day operations within company guidelines

Some of the reasons for having franchising are: expanding retail foot print,

cover more area/people, increasing brand awareness and focusing on small

towns/cities.

• 02 uses a different model of franchising than America and Australia; using a

•

qualitative model, not a quantitative (The emphasis is not on having identical

units and robotic approach)

• The franchise model has evolved with the increase in number of franchisees

• The majority of franchise units are multi unit franchising

• The franchising support team consist of: Franchise Training, Franchise

Marketing, Franchise Finance, Commission Analyst, Franchise Development

Manager and Franchise Support Manager

• Franchisees use facilities provided by 02 such as: customer service, repair

centre (Anovo) and retail support as part of the franchise package

• 02 follows a set recruitment policy for franchisees which includes a telephone

interview, psychometric test and in depth interviewing with the franchise

development manager

• 02 does not render formal leadership training to franchisees

4.5 Summary

For the purpose of this research, 02 was chosen as a suitable context for a variety of

reasons. Firstly, 02 is a multinational and well-respected system-using single and

multi unit franchising. Secondly, leadership within fashion retail franchising in UK

has been a popular subject of academic interest; however, the mobile phone

communication sector has received little attention. Thirdly, mobile phone

communication sector franchising is a new and unique concept. Fourthly, unlike other

franchisors that leave little say in the operation of individual franchised outlets, due to

02's qualitative model it provides flexibility in marketing, finance, human resource

and other day-to-day operations to the franchisees (McGregor, 2(09). Due to 02

operating a single and multi unit franchise model, unique in its industry and providing

112



franchisees with a lot of freedom, 02 provided an ideal setting to explore the

relationship between full-range leadership and the motivation of followers.
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Chapter 5

Research Design, Methodology and Methods

Chapter 5 describes research assumptions, research design (objectives, sample,

research procedure, sources of data collection, constrains and ethical issues),

methodology and methods used to explore the relationship between Full-range

Leadership (transformational, transactional and laissez faire) and motivation in

franchising. The chapter commences with a brief explanation of the researcher's

philosophical perspective and research assumptions. The next section focuses on

research design. Through qualitative research, the study considered leadership styles

of franchisees who lead franchise businesses in UK. Guba and Lincoln (1994: 105)

argue, "Questions of method are secondary to questions of paradigm, which we define

as the basic belief system or world view that guides the investigation, not only in

choices of methods but in ontologically and epistemologically fundamental ways".

5.1. Assumptions

All social research takes place based on a background set of ontological,

epistemological, human nature and methodological assumptions (Alvesson and Deetz,

2000; Morgan and Smircich, 1990; Burrell and Morgan, 1979). Creswell (2007)

suggests that good research requires making assumptions, paradigms and frameworks

explicit in the writing of a study. Firstly, Ontological assumptions (what reality is like

and basic elements it contains) imply that the reality is the product of individual

consciousness; secondly, there are assumptions of epistemological nature (nature and

status of knowledge) which entail knowledge of a softer, subjective, experience base

and insight of a unique and personal nature (Burrell and Morgan, 1979; Silverman,

2005; Creswell, 1998). The third set of assumptions concerning human nature entails

human beings as creators of the environment where free will occupies (Burrell and

Morgan, 1979).

The first three sets of assumption outlined above had direct implications for this study

of a methodological nature; the principal concern of the researcher was to understand

the way in which the individual creates, modifies and interprets the world (Burrell and
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Morgan, 1979). Every researcher brings some set of epistemological assumptions into

the research process and these influence how the understanding and interpretation of

qualitative data (Travers, 2001; Creswell, 2007). Assumptions of this study have

been summarised in the following table 5.1:

5.1 Research Assumptions

Ontology Nominalism

Epistemology Interpretive

Human Nature Voluntarism

Methodology Ideographic

5.2. Paradigms

Paradigm is a term frequently used in social science, which can mean different things

to different people. Saunders et al., (2009) define a paradigm as a way of examining

social phenomena from which particular understanding of these phenomena can be

gained and explanations attempted. Guba (1990: 17) describes paradigms "a basic set

of beliefs that guide actions". Burrell and Morgan (1979) provided four paradigms

(Radical Humanist, Radical Structuralist, Interpretive and Functionalist) using

subjective-objective and regulation-radical change paradigms. They suggest that the

purposes of the four paradigms are to help researchers clarify their assumptions about

their view of nature of science and society; to offer a useful way of under tanding the

way in which other researchers approach their work and to help researchers plot their

own route through their research. They were quite specific in suggesting that a

synthesis between paradigms cannot be achieved (Bryman and Bell, 2007). That

means each paradigm develops independently of others. According to Jackson and

Carter (1991), paradigm incommensurability is important because it protects the

diversity of scientific thought, resisting the domination of functionalist approaches,
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which have tended to rule business research. However, Reed (1995) critically argues

that the boundaries between paradigms are not as clear as Burrell and Morgan suggest

and overstatement of the differences between them leads to isolationism and reduces

the potential for creative theoretical development. Regardless of the different views

about paradigms, it is clear that this model by Burrell and Morgan has significantly

influenced business researchers by encouraging them to explore the assumptions that

they make about the nature of the social world (Bryman and Bell, 2007; Hesse-Biber

and Leavy, 2004).

According to Maykut and Morehouse (2000), if the underlying philosophy is not

understood, then qualitative research is seen as a less rigorous and less valued way of

doing inquiry. An interpretive paradigm is significant for the study of organisations;

it helps to understand and explain what is going on (Burrell and Morgan, 1979;

Saunders et al., 2009). The philosophical position to which the interpretive research

refers to is the way we as humans attempt to make sense of the world around us

(Saunders et al., 2009).

Sociology of radical change

Subjective

Radical Radical
humanist structuralist

Interpretive Functionalist

Objective

Sociology of regulation

Figure 5.2: Burrell and Morgan (1979:22): Two dimensions, four paradigms for

organisational analysis of social theory

The interpretive paradigm depicted characteristics that fit with qualitative research

design. The paradigm is informed by a concern to understand the world as it is, to
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understand the fundamental nature of the social world at the level of subjective

experience (Burrell and Morgan, 1979; Alvesson and Deetz, 2000). It views the world

as an emergent social process which is created by individuals concerned with the

assumption that the world of human affair is cohesive, ordered and integrated. The

underlying assumption in the interpretive position is that by putting people in their

social context, there is a greater chance to understand the perceptions they have of

their own activities (Hussey and Hussey, 1997; Bryman and Bell, 2007; Sandberg,

2005). The position believes that reality is socially construed, not objectively

(Husserl, 1965). For interpretive researchers the organisation is a social site, a special

type of community which shares important characteristics with other types of

communities (Alvesson and Deetz, 2000). The interpretive position tends to be

nominalist (Ontological Position), interpretive (Epistemological Position), voluntarist

(Human Nature) and ideographic (Methodological Position) in its approach (Burrell

and Morgan, 1979; Creswell, 1998).

The concept of leadership and motivation can be understood only through

understanding the meaning of the concept for those involved in this form of social

action (Grint, 2002; Yukl, 2009). Grint also suggests that leadership is primarily a

social phenomenon that relies on the subjective interpretation of followers, more than

the specific actions of individual leaders. Here, Grint (2002) has taken an interpretive

epistemology position to describe social reality. Interest in qualitative approaches

based on interpretive research tradition has steadily increased in management and

organisations as well as within social sciences more generally (Prasad and Prasad,

2002; Sandberg, 2005). The interpretive approach empowered previously unexplored

questions, enabling management researchers to conduct research that has led to new

knowledge (Sandberg, 2005). However, researchers have questioned the extent to

which knowledge produced within interpretive approach has been justified as

adequate (Jones, 1998; Giorgi, 1994). Wachterhouser (2002: 71) answered critics by

saying, "interpretive research can develop, apply, and retest criteria of knowledge that

give us enough reliable evidence or rational assurance to claim in multiple cases that

we in fact know something and do not just surmise or opine that it is the case". The

bottom line is that knowledge produced from an interpretive approach can be justified

as true in relation to the ontological and epistemological assumptions underlying this

research tradition (Sandberg, 2(05). An interpretive position was adopted for this

117



study, as the purpose of the research was to understand and explain what was going

on. Eisenhardt (1989) recommends starting with a broad research question,

establishing systematic data collection and ensuring case access.

5.3. Combining Research Approaches

After selecting assumptions and paradigm, the next step was to clarify the research

approach. Saunders et al., (2009) and Yin (2003) suggest that combining research

approaches (deductive and inductive) is perfectly possible and often advantageous to

do so. Therefore a theoretical or descriptive framework was created to generate

research questions and objectives and data was analysed using an inductive approach

to sufficiently answer the research questions and objectives with the help of data

collected. This approach exhibited a preference for commencing with and utilising

theory in qualitative research and has definite advantages of linking the research into

the existing body of knowledge in this subject area (Saunders et al., 2009; Yin, 2009;

Kelle, 1997; Bazeley, 2007).

5.4. Qualitative Research

Quantitative research is grounded in the assumption that features in social reality

which constitutes an independent reality and is relatively constant (Gall et al., 2003).

These phenomena are measured through numerical representations of observations

and statistical analysis (Gall et al., 2003). Quantitative research analyses social reality

using variables, and generating numerical data to present the social environment (Gall

et al., 2003). However, in recent years strong counter pressures against quantitative

research have emerged. Several problems with quantitative research are described

below:

• Context stripping.

• Exclusion of meaning and purpose.

• Disjunction of grand theories with local contexts.

• Inapplicability of general data to individual cases.

• Exclusion of discovery dimension in inquiry (Hesse-Biber and Leavy, 2004).
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Qualitative research would be used In this study because it can provide better

understanding of social phenomena in a rich, descriptive and flexible manner

(Silverman, 2005; Gall et al., 2003).

The interpretive paradigm describes characteristics that fit with qualitative research,

theory and design. Smith (1987) categorised qualitative research into interpretive

approaches, artistic approaches, systematic approaches and theory driven approaches.

Denzin and Lincoln (2000:2) define qualitative research as, "multimethod in focus,

involving an interpretive naturalistic approach to its subject matter". This means

qualitative researchers study topics in their natural settings, attempting to make sense

of or interpret phenomena in terms of the meaning people bring to them." The main

characteristics of qualitative research shared by leading authors are natural setting as

the source for data collection; different assumptions than quantitative research; the

researcher as the key instrument in the data collection; data collected as words;

outcome as process (not product); analysis of data inductively and focus on

participants' perspectives (Creswell, 1998, 2007; Merriam, 1988; Marshall and

Roseman, 1989; Lincoln and Guba, 1985). Similarly Maykut and Morehouse (2000)

have suggested eight characteristics of qualitative research that were important to

consider for the purpose of this study:

• An exploratory and descriptive focus

• Emergent design

• A purposive sampling

• Data collection in the natural setting.

• Emphasise on 'human as instrument.

• Qualitative methods of data collection.

• Early and ongoing data analysis.

• A case study approach to reporting research outcomes.

Qualitative methodologies have a long history within organisation and management

research (Cassell and Symon, 2006). Authors have argued that qualitative research

can provide powerful tools for management and organisational research (Cassell and

Symon, 2006; Creswell, 2003; Boje, 2001; Lincoln and Guba, 2000). The qualitative

approach was appropriate for the research problem as it can provide better
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understanding of social phenomena in a rich, descriptive and flexible manner

(Silverman, 2005; Gall et al., 2003). The researcher was concerned primarily with

process and meaning rather than outcomes (Merriam, 1988). A qualitative approach

was therefore chosen to answer 'how' and 'what' questions, to explore the topic, to

have a detailed view of the topic, to study individuals in their natural setting and to

focus on participants perspectives. In recent times, leadership researchers have

increasingly suggested the use of qualitative methods when researching leadership

styles (Bryman, 1992; Avolio, 1999; Parry, 1998; Alvesson and Deetz, 2000).

This study explored the relationship between Full-range Leadership and motivation

through qualitative research. Several authors have recommended qualitative research

that incorporates an interpretive paradigm, uses a case study, which adopts an

exploratory approach, with purposive sampling, semi-structured interviews and

inductive analysis (Creswell, 2003; Kelliher, 2005; Alvesson and Deetz, 2000; Miles

and Huberman, 2002; Dickson-Swift, 2007). Researchers on retail franchising have

advocated a qualitative approach as well (Sparks, 1995; Doherty and Alexander,

2004). According to Hill and McGowan (1999), organisational research may be best

done using a qualitative approach that includes case study, semi structured/in depth

interviews and documentary analysis.

5.5. Research Design

In simple terms, the research design is a blueprint for the research. Yin (1994) and

Saunders et al., (2009) describe research design as a general plan of how researchers

go about answering research question (s). It is concerned with the overall plan for the

research and contains clear objectives, sample, research procedure, sources of data

collection, constrains and ethical issues (Saunders et al., 2009; Gall et al., 2003). The

research design for this study is described in the following paragraphs.
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Research Objectives

• The study explored the Full-range Leadership (transformational, transactional

and laissez faire) employed by franchisees.

• The study aimed to explore the relationship between individual Full-range

Leadership (transformational, transactional and laissez faire) of franchisees

and motivation of subordinates. It also discovered the impact of Full-range

Leadership factors (idealised influence, inspirational motivation, intellectual

stimulation, individualised consideration, contingent reward, management-by-

exception and laissez faire) on motivation of followers.

• It also aimed to find the main factors affecting the application of a particular

leadership style (transformational, transactional and laissez faire) of

franchisees.

• The research investigated some of the factors and processes used by the

franchises to motivate employees.

Exploratory Research - Research Purpose

The classification of research purpose most often used in the research methods'

literature is threefold 1) descriptive, 2) explanatory and 3) exploratory (Saunders et

al., 2009). The objective of descriptive research is to portray an accurate profile of

persons, events or situations (Robson, 2002). On the other hand, explanatory studies

establish causal relationships between variables (Saunders et al., 2009). "Exploratory

study is a valuable means of finding out 'what' is happening; to seek new insights; to

ask questions and to assess phenomena in a new light" (Robson, 2002:59). The aim of

exploratory study is to seek for patterns, ideas or hypotheses rather than testing or

conforming hypothesis (Hussey and Hussey, 1997, Yin, 2003). The focus of research

being Full-range Leadership and motivation in under researched area of franchise

management, exploratory research provides flexibility and is adaptable to change

options and therefore adopted in the research around Full-range Leadership and
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Motivation. Hussey and Hussey (1997) suggest that typical techniques used m

exploratory research involve case studies as explained below.

Research Strategy: Case Study

The choice of research strategy was guided by the research questions and objectives,

the extent of existing knowledge, the extent of control the researcher had, the degree

of focus on contemporary as opposed to historical events and philosophical

underpinnings (Saunders et al., 2009; Bryman and Bell, 2007; Yin, 2003). The case

study research method is used in many situations (group, organisational, social,

political and related phenomena) and areas (psychology, sociology, political science,

anthropology, social work, business education, nursing and community planning) to

contribute to our knowledge (Yin, 2009). Robson (2002: 178) defines a case study as

"a strategy for doing research which involves an empirical investigation of particular

contemporary phenomenon within its real life context using multiple sources of

evidence". Case study strategy was employed to gain a rich understanding of the

context of research (leadership styles and motivation in franchising) and the process

being enacted; the ability to generate answers to the question 'why', 'what' and 'how'

and compatibility with qualitative and exploratory research (Morris and wood, 1991;

Sunders et al., 2009, Yin, 1994).

Yin (2009: 18) provided twofold technical definitions of case studies:

1) A case study is an empirical inquiry that

• Investigates a contemporary phenomenon in depth and within its real life

context, especially when

• the boundaries between phenomenon and context are not clearly evident.

2) The case study inquiry

• copes with the technically distinctive situation in which there will be many

more variables of interest than data points, and as one result
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• relies on multiple sources of evidence, with data needing to converge in a

triangulating fashion and as another result

• benefits from the prior development of theoretical propositions to guide data

collection and analysis.

The twofold definition shows how a case study research constitutes an all-

encompassing method- covering the logic of design, data collection techniques, and

specific approaches to data analysis (Yin, 2009). The procedure selected for

conducting a case study has been illustrated by Stake (1998):

• determine if case study research is appropriate

• identify case or cases using purposive sampling

• draw on multiple sources of information such as observation, interviews and

documents

• holistic or embedded data analysis

• interpretive face

Advantages of case study research are: a) provides the opportunity to conduct a

detailed description of the setting or the individuals under study; b) allows

employment of varied data collection methods; and c) permits the researcher to draw

from personal experience as it relates to the phenomenon under scrutiny (Creswell,

2003). On the other hand, Creswell (2003) and Yin (2009) suggest that limitations of

case study research include: a) The possibility of personal interpretation brought to

the qualitative data analysis; b) A possibility of developing personal bias; c)

Inaccurate translation and misrepresentation of data; d) difficulty in replicating the

study; and e) lack of rigor. In order to avoid bias, the researcher took the following

steps: a) relied on literature to define the indicators by which variables in this study

were identified; b) used multiple sources of evidence (semi structured interviews,

documents, notes and transcripts); c) established a chain of evidence based on data

gathered; and d) asked participants to review the final report (Yin, 2003).

Case studies, with their disadvantages and limitations, are appropriate when

presenting a unique or new phenomenon (Yin, 2003), which the mobile

telecommunication franchising is. Stake (1998) favours case studies as an effective
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way of gaining rich in depth information about the dynamics of organisational activity

affording the ability to generate theory. Patton (2002) also supports case study

research by noting that case studies are appropriate when the researcher seeks to

understand a particular situation, process or set of behaviours in significant depth.

Yin (2009) advocates multi case study design by suggesting that the evidence from

multiple cases is often considered more compelling and the overall study is therefore

regarded as being more robust. A multi-case was implemented for this study to

discover if themes and pattern emerged (Gall et al., 2003; Maykut and Morehouse,

2000; Yin, 2009). Qualitative data has to dominate in the case research strategy

(Kelliher, 2005). For the purpose of this qualitative study, a multi case study method,

was used focusing on twenty franchisees of 02 (Bryman and Bell, 2007; Miles and

Huberman, 2002; Llwellyn and Northcott, 2007). The methods used to collect data in

this case study included documentary analysis and interviews (Hussey and Hussey,

1997;Merriam, 1988; Saunders et al., 2009). Data gathered were coded, analysed and

interpreted through the aid of qualitative software NViv08. The sample selection for

this case study research has been described below.

Sample

Using case study research with a qualitative approach, 'sampleable' units are often

seen as theoretically defined (Creswell, 2003). Similarly, Mason (1996) suggests that

researchers select a sample of particular processes, types, categories or examples

which are relevant to or appear within the wider universe. He explains that examples

of these would include units such as an organisation, a location and documents.

Robson (2002: 260) states that "population refers to all case", whereas "a sample is a

selection from the population". Merriam (1998:61) argues, "Purposeful sampling is

based on the assumption that the investigator wants to discover, understand, and gain

insight and therefore must select a sample from which the most can be learnt".

Purposive sampling enables the selection of case(s) that will best enable to answer

research question(s). Purposive sampling offers a set of procedures where the

researcher manipulates their analysis, theory and sampling activities interactively

during the research process (Silverman, 2(05).
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Neuman (2000) suggests that purposive sampling method is often used in case study

research. Using Case study strategy in one large organisation and collecting data

using interviews, the researcher needed to select the case study organisation and a

group of employees and managers to interview (Saunders et aI, 2009). Qualitative

researchers employ purposive sampling methods to seek out groups, settings and

individuals where the processes being studied are most likely to occur (Denzin and

Lincoln, 2000; Maykut and Morehouse, 2000). The researcher focus of exploring the

relationship between Full-range Leadership of franchisees and motivation of

employees in under researched area of franchising, using purposive sampling allowed

the researcher to choose a case because it illustrated feature or process in which

researcher was interested (Silverman, 2002; Merriam, 1998; Miles and Huberman,

2002; Johnson et al., 2007).

In order to successfully perform the case study, the researcher gained full and

complete access to organisation. Unconditional access to participants was acquired

after a formal meeting with Head of Retail and Sales at 02. Participants were selected

after consultation and negotiation with the franchise development manager of this

chain, who suggested a selection of franchisees based on their experience, profile,

performance and geographic location to accommodate variability. Yin (2009)

suggests that the larger the number of samples you can study, the better it is for

multiple case study. The researcher continued to jointly collect and analyse data in an

ongoing process until he discovered no new information; this means the study

continued to gather information until saturation point, when newly collected data was

redundant with previously collected data (Maykut and Morehouse, 2000; Lincoln and

Guba, 1985). The purposeful selection of franchisees from 02 was done to "increase

the likelihood that variability common in any social phenomenon will be presented in

the data" (Maykut and Morehouse, 2000:45). Other authors also have suggested that

the most prominent and useful purposive strategy is maximum variation purposive

sampling, where the researcher attempts to understand social phenomenon by seeking

out persons or settings that represent the greatest differences in that phenomenon

(Lincoln and Guba, 1985; Maykut and Morehouse, 2000; Patton, 2002). Table 5.3

and 5.4 show the population and purposive samples selected. Twenty franchisees

were sampled, which was also saturation point and allowed presentation of variability.

Lincoln and Guba (1985) support the sampling size by arguing that carefully
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conducted case study research can reach saturation point with as few as twelve and no

more than twenty participant (unit of analysis). For the purpose of this research, semi

structured interviews were conducted of twenty franchisees, three franchise

consultants and twenty franchise employees (subordinates) at a predefined time and

place.

Table 5.3 02 (2011)

Braches (Population)

Sample 20

490 100

(Appendix 6)

NA

Table 5.4 Sample Franchise Stores

1 Aintree

2 Bolton

3 BootIe

4 Bridlington

5 Dewsbury

6 Ellesmere Port

7 Kirby
8 Leeds-Crossgates
9 Leeds-Marion Centre
10 Leigh
11 Maghull
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12 Middleton
13 Ormskirk

14 Sale

15 Hyde
16 Leigh

17 Oswestry

18 Liverpool

19 Wilmslow

20 Wrexham

The researcher uncovers the range of data collection methods that were employed in

the case study research in the following paragraph.

Data Collection

The purpose of data collection through qualitative research is to "understand people's

experience in context" (Maykut and Morehouse, 2000:45). According to Saunders et

al., (2009), there are three main data gathering techniques that dominate qualitative

research, namely, observation, interviewing and document collection. The method for

data collection for this study focused on documentations and semi structured

interviews. The semi structured interviews were taped using an audio tape and

transcribed for data collection (Saunders et al., 2009; Creswell, 2003).

Secondary Data

Documents obtained from 02 were reviewed and included minutes of team meeting,

daily briefs, mystery shop results, store standard results, success index score and

disciplinary actions (Hussey and Hussey, 1997; Kelliher, 2005; Merriam, 1998).

Additionally the franchise policy and procedure document were looked into. Each

document provided valuable data relating to performance, franchising, performance

management, daily communication and motivating factors used, which complemented

the semi structured interviews (Kelliher, 2005; Maykut and Morehouse, 2000). The

127



use of documents along with semi structured interviews aided to ensure that a bias

was avoided by the researcher (Yin, 2003, 2009). The strengths of using documents in

case study research include:

• Stable- can be viewed repeatedly

• Unobtrusive- not created as a result of the case study

• Exact- contains exact names, references and details of event

• Broad coverage- long span of time, many events and many settings (Yin,

2009)

Interviews

Saunders et al., (2009) explains that the use of interviews can help you to gather valid

and reliable data that are relevant to research question(s) and objectives. In the

simplest terms, interviews are defined as a purposeful discussion between two or

more people (Kahn and Cannel, 1957; Merriam, 1998). Hussey and Hussey (1997)

define interviews as a method of collecting data in which selected participants are

asked questions in order to find out what they do, think or feel. Saunders et al., (2009)

illustrate three types of Interviews: 1) structured, 2) semi-structured or 3)

unstructured/in-depth. Structured interviews may be used in relation to an explanatory

study, in a statistical sense and descriptive study (Robson, 2002; Saunders et al.,

2009; Bryman and Bell, 2003).

For this study forty three semi structured interviews were used. Semi structured

interview questions were exploratory so "the outcomes are not the generalisation of

results but a deeper understanding of experience from the perspectives of the

participants selected for study" (Maykut and Morehouse, 2000:44). Semi structured

one-on-one personal interviews hold several advantages over other data collection

procedures such as a) high response rate; b) relaxed conversation that provides an

excellent opportunity for the researcher to find out what people really think and

believe; c) the interviewer also has the advantage of being able to read the body

language of the interviewee (Simon and Francis, 2001). In the case of exploratory

study, in-depth and semi structured interviews can be very useful in finding out what

is happening. Interviews were particularly important as the researcher was interested
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in gaining participant perspectives and meaning constructed by individuals (Maykut

and Morehouse, 2000). The interviews served as an interpretive emergent design,

relying on the words and meanings as the data for analysis.

Authors have advocated a lSO- degree approach in data collection in order to explore

leadership behaviours (Tornow, 1995; YukI, 2006; Bazeley, 2007). The researcher

used ISO-degree format by interviewing franchisees and their subordinates. The ISO

degree approach is where an individual and his or her follower are interviewed (Drew,

2009). For the purpose of this research, interviews were conducted with twenty

franchisees, three franchise consultants and twenty franchise employees

(subordinates) at predefined times and places. All semi-structured interviews were

carried out with a set of standard questions and allowed flexibility for relevant open

questions. Face to face interviews were pre arranged with participants. This technique

of data collection allowed the researcher control over the line of questioning

(Creswell, 1995).

The semi structured interviews (Appendix 2, 3) included the Multifactor Leadership

Questionnaire (Form 6s) (Appendix 4) to determine Full-range Leadership styles

amongst the franchisees (Bass and Avolio, 1992). Originally developed for

application in military and industrial settings the questionnaire (MLQ) has been

extensively used to study leadership styles and has undergone continued development

and refinement (Avolio, 1999). The MLQ measuring instrument has been empirically

supported by other researchers and is adequate in its validity and reliability for the

purpose of which it was used in this research (Hoffman, 2002; Howell and Avolio,

1993; Tejeda et al., 2001; Pounder, 2OOS;Judge and Piccolo, 2004; Ilies et al., 2006).

The Multifactor Leadership Questionnaire (MLQ Form 6s) measures Full-range

Leadership styles, namely, transformational, transactional and laissez faire.

Transformational leadership is broken down into the following scales: idealised

influence (formerly known as charisma), individualised consideration, intellectual

simulation and inspirational motivation. The Multifactor Leadership Questionnaire

(MLQ Form 6s) also measures several dimensions of transactional leadership,

namely, contingent reward and management-by-exception. It also assesses the

dimension of laissez-faire leadership. Followers reported leaders' full range of

leadership behaviours using the same Multifactor Leadership Questionnaire (MLQ

129



Form 6s). Each participant was given time to read and sign the consent (Saunders et

al., 2009; Creswell, 2003). Interviews were tape recorded and directly transcribed

with the permission of 02 and participants.

Extensive notes were taken during the meeting and written up immediately to ensure

optimum recall regarding the interview contents (Kelliher, 2005; Patton, 2002).

According to Patton (2002: 382): a) notes can help the interviewer in formulating new

questions, b) notes help make sure the inquiry is unfolding in the hoped-for direction,

c) notes will later facilitate analysis, d) notes serve as backup in the event that the

recorder malfunctioned. The duration of these interviews ranged between 30 minutes

and an hour.

Pilot Testing Procedure

A pilot testing procedure was conducted with three franchisees and three followers to

refine the semi structured interview questions and to confirm reliability of the

electronic equipment. The selection of pilot cases was based on convenience, access

and geographic proximity. It also helped in refining data collection plans with respect

to both the content of the data and procedures to be followed (Yin, 2009). The

researcher also consulted experts to comment on the representativeness and suitability

of the research questions. The pilot test was a small scale study to test the semi

structured interview checklist and to minimise the likelihood of respondents having

problems in answering the questions and of data recording problems (Saunders et al.,

2009). It provided an assessment of the validity and the likely reliability of the data

collected. Seidman (2006) states that pilot tests help the study by providing

information that may assist or sidetrack the process of research. According to

Creswell (1998: 19), "Our questions changed during the process of the research to

further reflect an increased understanding of the problem".

Based on the pilot testing, the semi structure interview questions were revised to

clarify rather than change general content and direction of the study. The researcher

also kept manual pilot reports for lessons learned for both research design and field

procedure. NViv08 was used simultaneously to better assist data analysis procedure.
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Data from the pilot study were transcribed and imported to NViv08. Data from the

pilot study were collected and collated to determine process issues and challenges.

Data Analysis

A combination of deductive and inductive approaches to answer research questions

and objectives were employed (Saunders et al., 2009). It was recognised that "one of

the defining characteristics of qualitative research is an inductive approach to data

analysis (Maykut and Morehouse, 2000: 127). An inductive approach to data analysis

was incorporated, commencing work from a theoretical perspective to generate

research questions and objectives (Saunders et al., 2009; Yin, 2003; Bazeley, 2007;

Maykut and Morehouse, 2000). This approach exhibited a preference for commencing

with and utilising theory in qualitative research and has a definite advantage of

linking the research into the existing body of knowledge in the subject area (Saunders

et al., 2009; Bazeley, 2007; Boote and Beile, 2005).

The philosophical links remain at the data analysis stage of the research process. The

interpretive stance was taken which means the ultimate goal is to describe the context

in which the event occurred (Kelliher, 2005; Marshall and Rossman, 1989). The

interpretive approach advocates that the researcher should retain integrity of the data

collected; this approach to qualitative research is based on individuals' accounts of

their experiences and the ways in which they explain these through their subjective

interpretations and relate them to constructions of the social world in which they live

(Saunders et al., 2009). Narratives, consistent with the assumptions of the interpretive

paradigm, employ various ways of analysing the stories people tell in order to

understand the meanings of their experiences (Merriam, 1998). Narratives have an

important relationship with the interpretive paradigm, because narratives aim at

making sense of experience and uncovering constructed and communicated meanings

and perceptions (Crotty, 1998; Chase, 1995).

The researcher engaged in several simultaneous activities such as conducting semi

structured interviews, taking notes, transcribing interviews, sorting the information

into categories, formatting information in to stories or pictures (narrative), and

actually writing the qualitative text (Creswell, 1998). Data collection and data
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analysis were a simultaneous process in this qualitative research design (Merriam,

1988; Creswell, 1998; Maykut and Morehouse, 2000). In case study research

dominant modes of data analysis are: 1) the search for 'patterns' by comparing results

with patterns predicted from theory or the literature; 2) 'explanation building' in

which the researcher looks for casual links and/or explores plausible or rival

explanations and attempts to build an explanation about the case; 3) time series

analysis (Yin, 1994). To configure a theoretical or descriptive framework, the study

identified main themes, components and issues from existing theory (Yin, 2003). Data

analysis and a representation process were implemented as suggested by Creswell

(2007: 156) in conducting a qualitative analysis:

• Create and organise files for data

• Read through all the data until familiar with the material, make notes and form

initial codes

• Describe the cases and its context

• Use categorical aggregation to establish themes or patterns

• Use direct interpretation

• Develop naturalistic generalisation

• Present in-depth picture of the cases using narratives, tables and figures

During data analysis it is essential that the researcher is comfortable with developing

categories and making comparisons and contrasts (Creswell, 1998). The analytical

goal is to make sense of the whole situation and the relationship between people and

the organisation (Myers and Avison, 2002). For the purpose of this study, narrative

outcomes were compared and contrasted to theories and the general literature on

leadership, motivation and franchising. To make data analysis robust, all the evidence

as attended and detail description of the cases, addressed all major rival

interpretations. It covered the most significant aspect of the study, cross case synthesis

and utilised prior knowledge (previous research and publications on the topic) in the

case study research (Yin, 2009).
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NVivo

One of the most remarkable developments in qualitative research in recent history has

been the introduction of computer software that facilitates the analysis of qualitative

data (Bryman and Bell, 2007; Yin, 2009). Bazeley (2007) argues that NVivo ensures a

more complete set of data for interpretation than might occur when working

manually; perhaps using it ensures the researcher is working more methodically. more

thoroughly, more attentively. The Nvivof software helped in speeding up the analysis

process, making it easier to experiment with different codes and testing relationships.

The software also helped in making use of multiple strategies concurrently, namely,

reading, reflecting, coding, annotating, memoing, discussing, linking and visualising.

The NVivo software supported analysis of qualitative data by managmg data,

managing ideas, querying data, graphically modelling and reporting from the data

(Bazeley,2007). Each transcript was word processed and imported into the NViv08.

The researcher also recorded assumptions, notes, audit trail and identity memo to

recognise research assumptions and experiential knowledge as a way of developing

the kind of 'subjectivity' in which we do not suppress primary experience (Bazeley,

2007). In qualitative analysis, coding is seen as a way of linking data to ideas and

from ideas back to supporting data (Richards and Morse, 2007). As well as linking

data, codes link with each other to provide patterns of association with each other

(Bazeley, 2007). At a first level of interpretation, coding allowed to view each

component independently, giving a recontextualized perspective on each topic and

concept as all text relating to it was brought together. At a second level of

interpretation, slicing data into its component parts opened up analytical possibilities

through the recombination of coded passages. Finally, slicing data into its component

parts in this way avoided repetitive nodes.

A combination of deductive (theoretical perspective to generate research objectives

and questions) and inductive (analyse data) approaches were applied. A provisional

set of categories from research questions and objectives (a priori codes) were

developed and data from transcript copies (in vivo codes) analysed to identify

additional categories (Saunders et al., 2009; Bazeley, 2007). Free Nodes were applied

to provisional set of categories as well as additional categories that allowed researcher
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to capture ideas without imposing any structure on those ideas. Then, free nodes were

merged in tree nodes to gather related concepts in a set. Having classified nodes into

trees, the researcher focused on theoretical kinds of connection termed pattern coding.

Pattern codes are generally of four types: themes, causes or explanation, relationship

and emerging constructs (Miles and Huberman, 1994). The themes that emerged from

this process were then grouped into categories and were matched with the literature in

relation to leadership and motivation to explore the relationship. NViv08 software

assisted in the entire coding process identifying major themes without the need to read

responses word for word. This research selected a question-and-answer format for the

written case study report avoiding writer's cramps (Yin, 2009). Each answer

contained all the relevant evidence, citations, narratives, pictures and tabular

presentation.

Unit of analysis

Gall et al., (2003) define unit of analysis as "the aspect of phenomenon that will be

studied across sample of cases". For this study, the units of analysis were twenty

franchisees (leaders) of 02 who were considered the "level of inquiry on which the

study will focus" (Marshall and Rossman, 1989: 34). The study focused on

individuals (franchisees) as primary units of measurement and analysis (Bryman and

Bell, 2007). For this study, there were twenty units of analysis. Each franchisee was a

part of the larger case that focused on leadership styles of franchisees (Gall et al.,

2003). The unit of analysis was franchisees (leaders) around whom there is a

constellation of people, namely, subordinates (subordinates) and franchise consultants

(Bazeley, 2007; Yin, 2009).

Reliability

Reliability refers to the consistency or stability of a measure (Kelliher, 2005).

According to Robson (2002), there may be four threats to reliability, namely, subject

or participant error, subject or participant bias, observer error and observer bias. The

uniqueness of a study within a specific context mitigates against replicating it exactly

in another context (Creswell, 2003). Yin (1994) strongly argued that providing a

detailed protocol for data collection might help in replicating a qualitative case study
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in another setting. To tackle reliability issues, the study applied a case study protocol

(overview of case study project, field procedure, research questions and guide for the

case study report), developed a case study database (raw data that led to the case study

conclusions, case study notes and case study documents), and maintained a chain of

evidence (to follow the derivation of any evidence from initial research questions to

ultimate case study conclusions) (Yin, 2009).

Validity

Validity is concerned with whether the findings are really about what they appear to

be about (Saunders et al., 2009). Qualitative research relies on the presentation of

solid descriptive data in order to understand the meaning of the experience under

study (Stake, 1998). Consideration was given to what objects, events and behaviours

meant to the people engaged in and with them (Miles and Huberman, 2002).

Interpretive approach is grounded in the language of the people studied and relies on

their own words and concepts; the issue is not appropriateness of these concepts, but

their accuracy as applied to the perspectives of the participants included (Miles and

Huberman, 2002). The goal of purposive sampling in this study was twofold: to make

sure one has adequately understood the variations in the phenomena of interest in the

setting and to test developing ideas about that setting by selecting phenomena that are

crucial to the validity of those ideas (Miles and Huberman, 2002). This study used

multiple data collection methods (documents and semi structured interviews), built an

audit trail and employed member checks to gain trustworthiness and increase validity

(Lincoln and Guba, 1985).

The study addressed the issue of construct validity, by keeping an 'audit' trail,

discussing categories or themes with participants, using multiple sources of evidence

(semi structure interviews and documentation) and involving participants in all phases

of the research (Merriam, 1988; Guba and Lincoln, 1988; Creswell, 2003; Yin, 2009).

Internal validity is mainly a concern for explanatory case studies; it is inapplicable to

descriptive or exploratory studies (Yin, 2009). To gain external validity, the study

applied both cross-case examination and within-case examination (e.g. answers of

participants to the semi structured interview questions were analysed and compared

for consistency) along with the literature review (Yin, 2003). In order to check
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accuracy and creditability of the findings of this study, the following steps suggested

by Creswell (2003) were taken:

• Let participants confirm accuracy of qualitative findings through checking the

final report or specific descriptions or themes and determining whether they

are accurate

• Use rich description to convey the findings

• Mention the bias the researcher brings to study

• Disclose information that runs counter to the themes

Generalisability

Robson (2002) suggests that generalisation refers to the extent to which findings of

the enquiry are more generally acceptable outside the specifics of the situation

studied. Generalization means research findings may be equally applicable to other

research settings, such as other organisations. The research goal in qualitative terms is

to offer a case description that would allow the reader to repeat the research process in

another case (Kelliher, 2005). Although generalisation is not the strength of case

study research, it can establish the existence of phenomenon that is adequate for the

purpose of exploratory research (Van Maanen, 1988; Remenyi et al., 1998).

Silverman (2005) provided ways to obtain generalisability such as: combining

qualitative research with quantitative measures of populations, purposive sampling

guided by time and resources, theoretical sampling and using analytical model which

assumes that generalisability is present in the existence of any case. The purpose of

this interpretive research was not to produce a theory that is generalisable to all

populations. "Rather it is to produce a coherent and illuminating description of and

perspective of a situation that is based on and consistent with detailed study of that

situation" (Miles and Huberman, 2002: 174). According to Denzin (1983: 133), "the

interpretivist rejects generalisation as a goal and never aims to draw randomly

selected samples of human experience. For the interpretivist every instance of social

interaction, if thickly described, represents a slice from the life world that is the

proper subject matter for interpretive inquiry". The aim of this research is to explain

what was going on in this particular research setting and form a unique interpretation

of events (Merriam, 1988; Llewellyn and Northcott, 2007).
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Ethical Issues

Research ethics related to research topic, research design, gaining access, collecting

data, storing data, processing data, analysing data and writing up narrative research

findings in a normal and responsible way (Saunders et al., 2009; Merriam, 1988;

Locke et al., 1987; Yin, 2009). At different stages of the research one needs to be

careful about the ethics such as: gaining access, data collection, data processing and

data analyses and reporting (Saunders et al., 2009; Marshall and Rossman, 1989).

Robson (2002) argues that there should not be any pressure on intended participants

to grant access during the stage of gaining access in an organisation; during data

collection utmost care should be taken regarding harm to participants and intrusion on

privacy of participants. For this study consent forms (appendix 1) were used which

included: the right to participate voluntarily, right to withdraw at any time, the

purpose of the study, procedure of the study, the right to ask questions, the benefits of

the study and signature of both researcher and participant (Creswell, 1998).

Confidentiality and anonymity are crucial at all the stages of research (Saunders et al.,

2009). The anonymity of individuals was taken care of while analysing and

interpreting data, providing an accurate account of information and storing data

securely after analysis (Creswell, 2003; Miles and Huberman, 1994). The data

protection act, 1998, requires total confidentiality of personal data; Personal data

should be handled fairly and lawfully (Saunders et al., 2009). lankowicz (2002)

suggests that the researcher should not disclose any information gathered without the

prior permission of the company. The contents of interviews, questionnaires and

documents need to be preserved properly.

The maintenance of objectivity and clear representation of data are essential ethical

consideration in data analyses and reporting (Saunders et al., 2009). The research was

conducted in line with the guidelines of Liverpool Hope University on research ethics.

Participants were assured that their answers would be kept confidential and no

personal information would be disclosed. Participants rights, needs, values and desires

were respected (Creswell, 1998).
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This chapter has discussed research design, methodology and methods that were used

to answer the research questions. This study explored the relationship between Full-

range Leadership and motivation through qualitative research. A qualitative approach

was selected to capture perspectives in a rich, descriptive, and flexible manner

(Silverman, 2005; Gall et aI., 2003). Several authors have recommended qualitative

research that incorporates an interpretive paradigm, uses a case study, which adopts

an exploratory approach, with purposive sampling, semi-structured interviews and

inductive analysis (Creswell, 2003; Kelliher, 2005; Alvesson and Deetz, 2000; Miles

and Huberman, 2002; Dickson-Swift, 2007). The qualitative research design used

semi structured interviews to collect data from participants. The sample and analysis

were described as well as limitation of the study. Data were analysed using NViv08

software which assisted in the entire coding process identifying major themes without

the need to read responses word for word.
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Chapter 6

Findings and Discussion

The study aimed to explore, by means of qualitative research, the relationship

between Full-range leadership style (transformational, transactional and laissez faire)

of franchisees and the motivation of their subordinates. It also discovered the impact

of Full-range Leadership factors (idealised influence, inspirational motivation,

intellectual stimulation, individualised consideration, contingent reward,

management-by-exception and laissez faire) on motivation of followers by going

deeper in the research topic. This research utilised a 180 degree methodology by

collecting data from franchisees and their subordinates. Within the study twenty

franchisees and an equal number of their subordinates were involved. Through semi

structured interviews, the participants were able to voice their views and perspectives.

This study was designed to answer: a) Which of the Full-range Leadership

(transformational, transactional and laissez faire) styles were employed by the

franchisees? b) How did the individual Full-range Leadership of franchisees affect the

level of motivation of subordinates? c) What were the main factors affecting the

application of a particular leadership style (transformational, transactional and laissez

faire) of franchisees? d) What were some of the factors and processes used by the

franchisees to motivate subordinates? Semi structure interviews and secondary data

were used to answer each question.

The procedural process of coding the text, examining the codes, developing

interpretation from the data, defining themes, pattern coding and connecting and

interrelating themes was aided by the use of the qualitative research software program

NViv08. A provisional set of categories from research questions and objectives (a

priori codes) were developed and data from transcript copies (in vivo codes) were

analysed to identify additional categories (Saunders et al., 2009; Bazeley, 2(07). Free

Nodes were applied to a provisional set of categories as well as additional categories

that allowed for ideas to be captured without imposing any structure on those ideas.
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Table 6.1 Free Nodes

Nodes Description Nodes Descri pt ion

LE Lead by Example/ Idealised FP Franchisor's Policy
Influence

1M Inspirational Motivation IF Individual Followers
IC Individualised Consideration P Performance
IS Intellectual Stimulation S Situation
CR Contingent Reward T Tar_gets
ME Management -by- Exception OC Organisational Culture
LF Laissez Faire EE Equi!Y_and E~ectations
B Both Styles GT Goals
MF Motivated Followers MC Money- Primary Motivator
BP Better Performance P Praise
FB Feedback SI Social Events
OA Opportunity of Advancement EL Employee Leader Relationship
PT Paid Time Off SA Sense of Achievement
PM Performance- Motivator F FranchisiJ!g_
G Gender FP Franchisees' Profile
FM Full-range Leadership and FH Full-range Leadership and

Maslow's Hierarchy of Needs Herzberg Two Factor Theo!}'_
FE Full-range Leadership and FEQ Full-range Leadership and

Expectancy Theory Equity Theory

Then, free nodes were merged in tree nodes to gather related concepts in a set.

Table 6.2 Tree Nodes

Laissez Faire
Full-range Leadership Styles-
Motivation

FP Full-range Leadership Factors NFM Non Financial Motivators
and Motivation

FL Factors affecting Leadership F Franchising

LE Lead by Example/ Idealised CR Contingent Reward
Influence
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1M Inspirational Motivation ME Management-by-Exception
IC Individualised Consideration LF Laissez Faire
IS Intellectual Stimulation

This chapter includes information relating to the following: a) description of the

cases, b) research questions and findings, and c) a summary. The first section includes

a description of the participants, their background and the reasons why they were

chosen to participate in this study.

6.1 Description of the Cases

The maximum variation purposive sample of twenty franchisees for this study was

derived from hundred franchise businesses of 02 in the UK to increase the likelihood

that variability common in any social phenomenon would be presented in the data.

The field visits for this study were conducted at twenty franchise businesses of 02.

The qualitative study consisted of semi structured interviews with twenty franchisees,

twenty subordinates and three franchise consultants. To protect the identity of

participants, the researcher allocated codes L (franchisees), F (subordinates) and C

(franchise consultants) for them respectively. The sample of twenty franchisees

consisted of sixteen males and four female. The franchisees ranged in age from 20 to

45. Within the twenty franchisees, none possessed any variation on leadership

training. The franchisees ranged in experience as a leader from 1 to 10 years. The

average number of followers per franchisee was six, ranging from 3-10 followers.

Franchisees' performance ranged from 85% to 150% of their agreed targets. Table

6.3 illustrates the characteristics and performance figures of each franchisee.
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Table 6.3 Franchisees' Profile

Franchisees A~e Gender Training Experience Fulltm ers Performance
(Years) ((It- )

Ll 45 Male No 8 4 125
L2 36 Male Yes 10 4 103
L3 25 Female No 2.5 3 ]25
L4 32 Male Yes 9 5 85
L5 22 Male No 2 5 150
L6 21 Male No 3 5 125
L7 43 Female No 4 6 110
L8 23 Male Yes 2 8 110
L9 21 Male No 1 7 130
LlO 24 Male No 4 10 125
Lll 23 Male No 3 9 120
L12 20 Male No 1 6 125
L13 22 Male Yes 1 7 108
L14 42 Female No 3 5 112
L15 20 Male No 2 4 125
L16 21 Male No 1 4 145
L17 31 Male Yes 8 4 90
L18 24 Female No 1.5 2 125
L19 35 Male Yes 9 3 102
L20 44 Male No 7 3 125

Table 6.4 depicts sample franchise stores.

Table 6.4 Sample Franchise Stores

1 Aintree

2 Bolton
3 Bootle
4 Bridlington

5 Dewsbury
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6 Ellesmere Port

7 Kirby

8 Leeds-Cross gates

9 Leeds-Marion Centre

10 Leigh

11 Maghull

12 Middleton

13 Ormskirk

14 Sale

15 Hyde

16 Leigh

17 Oswestry

18 Liverpool

19 Wilmslow

20 Wrexham
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6.2 Research Questions and Findings

a) Which of the Full-range Leadership (transformational, transactional and

laissez faire) were employed by the franchisees?

The study used semi structured interviews using the Multifactor Leadership

Questionnaire (MLQ 6s) to answer this question. According to franchisees, ten of the

twenty franchisees based on Multifactor Leadership Questionnaire (MLQ 6) were

transformational leaders, eight of them considered themselves transactional leaders

and two demonstrated both styles on the basis of the questionnaire. Interestingly

differing opinions were obtained from the followers. Followers suggested that eight of

the twenty franchisees demonstrated a transformational style, ten of them were

transactional leaders and two exhibited both of the styles. On two occasions, leaders

and followers had different views on the leadership style of franchisees (L9 and LI2).

The MLQ 6 showed that the leaders' perception of their leadership style was 90%

accurate. The study supported the development of a full range of leadership

behaviours, particularly transformational and transactional behaviours (Avolio and

Bass, 2004; Sosik and Jung, 2010). Table 6.5 illustrates the leadership styles of

franchisees derived with the help of Multiple Leadership Questionnaire (Form 6s).

Underneath one can see, both, franchisees' and followers' perception.
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6.5 Full-range Leadership of franchisees

Different perceptions of Leadership Styles

Burns (1978) argued that leaders are either transformational or transactional in their

leadership style and rarely possess both quantities. On the contrary, Bass (1985)

viewed leadership styles as a continuum and theorised that effective leaders could use

both transformational and transactional leadership styles depending on the situation.
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In support of Burn's view, this study found that (90%) of the franchisees and (90%) of

the followers described their or their leaders' leadership styles as transformational or

transactional. The remaining franchisees (10%) and (10%) followers suggested that

franchisees used both transformational and transactional leadership styles while

performing day to day activities.

Burns (1978) conceived leadership as a continuum from transformational to

transactional. However, Bass (1985, 1999) states that rather than being two ends of a

continuum, they are conceptually independent. Thus, Bass and his colleagues argue

that leaders can be both transformational and transactional and suggest most effective

leaders utilise both behaviour styles (Bass, 1985, Avolio et al., 1999 Bass and 0' Shea,

2009). Although researchers agree that transformational leaders create a higher

correlation between performance and motivation than transactional leadership, the

same researchers assert that the best leaders are both transformational and

transactional in their leadership style (Howell & Avolio, 1993 and Yammarino &

Bass, 1990). Other researchers also support the concept of using both leadership

styles. Hart and Quinn (1993) suggested that leaders are more effective when they

applied multiple styles and their leadership is multi-dimensional. Lowe, Kroek, and

Sivasubramaniam (1996) argue that transformational leadership is actually an

extension of transactional leadership. Leaders are able to manage and motivate people

to perform the routine tasks of their jobs through a transactional style (rewards), but

they are charismatic enough to motivate people to work towards higher goals. Based

on Bass's theory, one would have expected the majority of franchisees to display

transformational and transactional leadership styles while performing daily activities.

However, this study found only two Franchisees, Leader 2 (103%) and Leader 19

(102%), who exhibited both transformational and transactional styles of leadership on

a daily basis and performed above target contradicting Bass and his colleagues'

argument.

One leader shared the following statement.

"My assistant manager and I work well with each other. We reward people,

when they perform well. We don't take turns but work well together in

moulding the tearn. I think I arn in between transformational and transactional.
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There are two ways of doing things. I lead by example and motivate the team.

This year we have been doing extremely well. Sometimes team members

make silly mistakes. They get strong talking. E.g. URU, everyone knows to

follow procedure and check documentation. As a franchisee, you get hit very

hard if you don't follow the policies of franchisor." (Leader 2)

A similar view was held by the other leader (Leader 19) who exhibited both styles of

leadership. The leader used both transformational and transactional factors to

motivate team members such as leading by example, inspirational motivation,

participation in decision making, monetary incentives, paid days off etc.

Idealised influence, one of the factors of transformational leadership, describes

leaders as behaving in ways which result in them being role models for their

followers. Idealised influence is also known as charisma. Charisma is one of the four

main factors of transformational leadership (Bass and Avolio, 1993; Judge and

Piccolo, 2004). Analysing the qualitative data of transformational leaders in this study

showed that leading by example was important to all ten leaders.

Leader 8 stated (verbatim) that "I am an active leader rather than being

reactive. I like sorting out things before they go wrong. I try to be an effective

leader. You try to prevent wrong from happening. I try to lead by example.

Specially, in franchise it's all about sales. Being on the shop floor and keeping

an eye on everything. Tell them what they have done right and wrong. It's a

hands on approach. I like them to emulate me and copy me on the shop floor.

We have a meeting from time to time and I will give a brief and try to

motivate. You need to be on the ball all the time and keep motivating them".

This view of leading by example which means (being visible in the business

and behaviours they like their staff to display) was shared by all other

transformational leaders.

On the other hand, the transactional leaders possessed a different approach towards

leadership. Every transactional leader demonstrated a very active management-by-

exception rather than passive management-by-exception style. A leader practising the
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active form of management-by-exception observes followers closely for deviations

from set objectives and then takes corrective action (YukI, 2009). Active

management-by-exception for example a sales manager who observes team members

approaching customers on daily basis and corrects them if they are slow in

approaching customers in a prescribed manner (Northouse, 20 10). One leader

described his leadership style as

"Ifeel like I know them and I am hands on. I am available when they need

me. Ihave my say if Ineed to. Igive them feedback and take corrective action

whenever they deviated from set standards." (Leader 7)

The comments from all of the transactional leaders mirrored the same theme

throughout.

Leader 4: "I work on an individual basis and tell them what their target is. If

staff is not performing, Iwant to know why. Iwill do weekly reviews with

them. I try pushing them and have incentives for them. I try to drive them to

get the most out of them."

Leader 16: "They get strong talking to if they don't follow the procedure. E.g.

URU, everyone knows to follow the procedure and how to check the

documentation. As a franchisee, you get hit very hard if you don't follow the

policies of the franchisor. I am usually nice and reward them but when they

make a mistake it's not good."

The second factor of transactional leadership is contingent reward. Contingent reward

behaviour includes clarification of the work required to obtain rewards and the use of

incentives and contingent rewards to influence motivation (Bass, 1985; Yukl, 2009;

Pounder, 2008). Contingent reward refers to an exchange of agreed rewards for

employee's effort beyond a certain level of performance, Transactional leaders try to

procure agreement from followers on tasks and rewards. All eight transactional

leaders suggested that they used contingent reward to influence the motivation of their

employees.
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"If staff is not performing, I want to know why. I will do weekly reviews with

them. I try pushing them and have incentives for them. [ try to drive them to

get the most out of them." (Leader 4)

"I use monetary incentives to make sure they hit the targets. That always

works. It has worked for me for years." (Leader 17)

Changes which occurred in the marketplace and workforce over the previous two

decades have resulted in the need for leaders to become more transformational and

less transactional if they were to remain effective (Bass, 1999). According to Barling

et al., (1996), business units under transformational leadership displayed higher

performance in comparison with business run by managers who were transactional.

Similarly, Pounder (2008) and Judge and Piccolo (2004) claimed that there is a

common theme present in leadership literature which explains effective leaders are

felt to be those that display more of the active (largely transformational) and less of

the passive (mainly transactional) full-range leadership behaviours. This study was

not focusing on the relationship between a person's leadership style and their

performance. However, empirical data illustrated in Table 6.1 did not support the

theoretical argument which suggests that transformational leaders outperform

transactional1eaders.

Bass (1998) described that women, more so than men, tend to lean towards the

transformational leadership style. He suggested that women are supportive of

enhancement of self-worth whereas men use primarily transactional methods. Bass

and Avolio (1994) analysed the leadership styles of 150male and 79 female managers

at top management level in 6 Fortune 500 companies using the Multifactor Leadership

Questionnaire and found women managers as more effective and satisfying to work

with and were considered as better role models who showed greater concern for

individual needs of followers. However, this study discovered that out of the four

female (L3, L7, L14 and LIS) franchisees, only two (L3 and L13) adopted a

transformational style. The results did not justify or contradict Bass's view that more

females employ transformational leadership style. Although this is a small sample, it

might help in future research on the topic.
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In summary, from analysis of the qualitative data and MLQ 6- findings it was evident

that leaders employed all styles of Full-range leadership with the exception of laissez

faire. The outcomes supported the notion of full-range leadership encompassing an

array of styles and recognizing that, in practice, most leaders are likely to range over

both transformational and transactional styles (Pounder, 2(08).

Evidence was lacking to display that more females were found to be transformational

than their male counterparts. Charisma/idealised influence was one of the main

elements of a transformational leader. In transactional leadership, leaders try to obtain

agreement from followers on task and rewards. All eight transactional leaders

suggested that they used contingent reward to influence the motivation of employees.
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b) How did the individual Full-range Leadership (transformational,

transactional and laissez faire) of franchisees affect the level of motivation of

subordinates? The study also explored the relationship between Full-range

Leadership factors (idealised influence, inspirational motivation, intellectual

stimulation, individualised consideration, contingent reward, management-by-

exception and laissez faire) and motivation of employees.

The key intention of this study was to examine the aspects of Full-range Leadership

(transformational, transactional and laissez faire) of franchisees and its relationship

with motivation of employees. The study also discovered the impact of Full-range

Leadership factors (idealised influence, inspirational motivation, intellectual

stimulation, contingent reward, management-by-exception and laissez faire) of

franchisees on motivation of subordinates. According to Evans (1998) leadership is

the most potent influence on motivation. Adair (2006) suggests that leadership and

motivation are like brother and sister. It is difficult to think of a leader who does not

motivate others. Bass's (1990) comprehensive treatment of leadership mentioned the

term 'motivation' hundreds of times. Several theories around motivation have clearly

postulated that follower's motivation is highly influenced by their leaders' style

(Herzberg, 1971; Mayo, 1945; Forest, 2008). The findings of this study support the

arguments. The majority of franchisees (90%) suggested that their leadership style

influenced the motivation of followers. 80% of the followers agreed that their

motivation was influenced by the leadership style of their leader.

Each style of leadership, transformational, transactional and laissez faire is distinctly

linked to motivation. All transformational leaders illustrated that their leadership style

was positively related to motivation of the followers. Six of the eight transactional

leaders argued that there was a positive relationship between their leadership styles

and motivation. Two transactional leaders (Leader 4 and Leader 16) suggested that

there was no relationship between their leadership style and the motivation of their

followers. The research discovered that there was a positive relationship between

transformational leadership and motivation, as well as between transactional

leadership and motivation. However, transformational leadership had a stronger

relationship with motivation than transactional leadership.
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Laissez faire leadership style is inactive and referred to as absence of leadership

(Avolio and Bass, 1995). This leadership style does not include the inspiration of

transformational leadership or the reward based leader-member relation of

transactional leadership. Directions, decisions, and motivators are lacking. Rewards

given by laissez faire managers do not motivate followers as they are not contingent

on performance. Bass (1990) suggests that Laissez-faire leadership is strongly

associated with subordinate dissatisfaction, conflict, and leadership ineffectiveness.

None of the available research indicates that a strong laissez-faire style correlates with

subordinate satisfaction or with organizational success (Avolio & Bass, 1999; Bass,

1999). None of the franchisees exhibited the laissez faire style of leadership.

Consequently, the study could not verify the claim that Laissez-faire leadership is

almost uniformly negatively correlated with outcomes such as motivation (Bass,

1999).

Research has shown idealised influence/charisma to be the most important of the

four components of transformational leadership (Avolio, Bass and lung, 1999). All

transformational franchisees (10) suggested that idealised influence/charisma was the

most important component of their leadership style. While interpreting data, this study

found Franchisees, who exhibited transformational leadership style, espoused

confidence in themselves and their decision which resulted in high self-esteem and

motivation amongst the followers to strive for success.

"I keep staff happy and motivated. We work in small team and live like

family. We work together to achieve the targets. I am hand on within

business. I like to know what happens on shop floor. I like to observe and

find solutions before problems occur. I make sure they take opportunities to

sell." (Leader 8)

"You try to prevent wrong things happening. I try to lead by example.

Specially, in franchise it's all about sales. Being on the shop floor and

keeping an eye on everything." (Leader 18)

"He acts as a role model and leads by example by exhibiting certain personal

characteristics." (Follower 1)
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"She displays extraordinary competence, celebrates success, acts hand on and

uses power for positive gain of the team. " (Follower 3)

Bass (1985) used inspirational motivation to describe the techniques used for

communicating the leader's vision to the organisational members. According to Bass

(1985), leaders use symbols to focus the subordinates, communicate the vision

clearly, and to impress the urgency of the situation on the members. This study found

that transformational franchisees employed clear communication (targets,

performance and expectations) to influence the motivation of followers. Followers

were motivated by a vision of the future and put the needs of the group above their

own self interest.

Transformational franchisees employed intellectual stimulation to teach followers to

challenge present assumptions, values and expectations and to try new techniques to

improve results; this engagement of transformational leaders motivated followers

(Bass, 1985). Followers were aware of the organisation's issues and were motivated

and determined to solve them.

Franchisees who exhibited transformational leadership exercised individualised

consideration by acknowledging followers' differences and treating them according

to those differences (Bass, 1985). This case study revealed that an essential

component of individualised consideration was ensuring that the right people were

placed in jobs with opportunities to ignite their passion. Franchisees managed

followers on the basis of skills and motivation. Less skilled followers were given

close supervision while more experienced members were given an appropriate level

of autonomy and responsibility (Bass, Avolio, Jung and Bearson, 2(03).

Transformational leadership is a process of engendering high levels of motivation and

commitment among followers by emphasising on generating a vision for the

organisation and leader's ability to appeal to higher ideals and values of followers,

creating an atmosphere of justice, loyalty and trust (Bums, 1978). Transformational

leadership incorporated motivating and inspiring supporters (Smith and Piele, 1997).

Transformational leaders move followers to a higher level on Maslow's Hierarchy of
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Needs as concerns are shifted from lower order (physiological and safety) to higher

order needs (esteem and self-actualisation) (Bass, 1985). Franchisees who exhibited a

transformational leadership style encouraged followers to aspire higher order needs (a

challenging job, opportunities for creativity, achievement in work and advancement in

the organisation) in an attempt to motivate them to work to achieve those needs.

According to franchisees and their followers, transformational leaders carried out

more actions to empower followers by giving them more responsibility and made

them less dependent on the leader, such as delegating significant authority to

individuals, developing follower by coaching skills and self confidence, creating self-

managed teams, providing direct access to sensitive information, eliminating

unnecessary controls by making decisions without checking with the manager, and

building a strong culture to support empowerment (Bass, 1985; Pounder, 2008; Jung,

2009). Transformational franchisees also communicated vision of the future which

defined the activities of the followers. The followers were inspired and motivated by

vision and focused on group's goals (Bass, 1985). This inclusive approach of

transformational franchisees assisted them in motivating followers immensely.

On the contrary, transactional franchisees had a different approach. Transactional

leaders based their leader-follower relationships on a series of exchanges or bargains.

Franchisees with a transactional leadership style employed contingent reward to

motivate followers. They negotiated an agreement regarding what rewards or

recognition the follower would receive for a specific level of performance.

Franchisees who displayed a transactional style provided rewards and recognition

when their followers attained the contracted level of performance. Transactional

franchisees understood the motivation of the followers and offered suitable rewards.

Their measures to increase motivation were based on expectations and equity.

Franchisees with a transactional leadership style used merit pay as their primary

source of motivation.

When using Herzberg's Two Factor theory in light analysing full-range leadership, it

becomes apparent that transactional franchisees focused on the hygiene factors in

order to motivate hislher employees whereas transformational leaders put emphasis on

motivators. The theory assumes that followers are motivated by things that make them

feel good about work; however dislike things that make them feel bad. Franchisees
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who exhibited transformational leadership focused on deemphasising the extrinsic

(dissatisfiers) and emphasising intrinsic (satisfiers) of the job such as sense of

achievement, recognition, responsibility, nature of work and personal growth and

advancement.

When studying Full-range leadership in light of Expectancy theory, it became clear

that transactional franchisees relied on the fact that employees bring expectations with

them. They created outcomes with high expectancy and high value rewards, which

directed followers to exert much greater efforts. Conversely, transformational

franchisees were concerned with emotions, values, ethics, standards, long term goals

and include assessing followers' motives, satisfying their needs and treating them as

full human beings (Northouse, 2010).

Similarly, Equity theory is more relevant to transactional leadership. The theory

argues that followers use social comparison to evaluate equity or fairness. Followers

are de-motivated if they are not justly compensated for their efforts and

accomplishments. Transactional franchisees tried to achieve equity by making sure

that the ration of employee outcomes-over-input is equal to other employee outcome-

over-inputs. Franchisees with transactional leadership style used merit pay as primary

source of motivation. On the contrary, transformational franchisees used intangible

outcomes such as respect and courtesy (Adams, 1965; Stecher and Rosse, 2007).

The above mentioned outcomes confirmed what Yuki (2009) and many other authors

and researchers (Barling et aI., 1996; Lowe et aI., 1996; DeGroot et aI., 2000; Lowe

and Avolio, 2002; McCann et aI., 2006) suggested: there is substantial evidence that

transformational leadership is positively related to indicators of leadership

effectiveness - such as the satisfaction, motivation, and performance of followers.

One transformational leader shared the following statement.

"Leadership style has a direct co-relationship with motivation of team

members. I think my leadership style is very inclusive. If we have got

problem, I talk to them. I usually say this is the problem and what can we do. I

will have an idea of what to do but I want to include them in deciding. I am

very open and tell them what is on my mind. I let them come to me to discuss
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any problems. I have got a good relationship with my team outside work as

well. Some people like to be mentioned on conference calls, emails or letters. I

give them financial as well as non financial rewards such as going home early

and praise. I think leadership and motivation are related and concerned with

vision and taking the business forward. There is a definite relationship

between leadership and motivation. It is positive most of the time. The

majority of the time leadership style motivates employees. You need to be

clear in your direction as a leader. I try to convince my guys of my direction."

(Leader 1)

This view was held by other leaders as well.

Leader 3: "Definitely, leadership style affects motivation positively. The sort

of relaxed approach gives them a positive outlook. If I argue with them, that

will have a negative impact. A lot of people come from a background where

there are not many targets. Some of them are wary about targets and

immediately they get suspicious about what you are doing. A leadership style

affects motivation both ways positively and sometime negatively. I tend to

explain my actions in a basic ways. Any change is perceived negatively as it

brings people out of their comfort zones. I don't ask people to do what I would

not do and always lead by example."

Leader 20: "Yes it does. My leadership style affects their motivation. I

individually motivate my team members by communicating and leading by

example."

Leader 17: "It does. We all work as a team and are motivated. I am the leader

of the team but we work together towards the same goal."

Leader 6: "Yes it definitely affects the motivation positively. They are two

related aspects of management."
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Followers shared following views:

Follower 2: "Yes. His leadership style affects my motivation. Definitely, it

affects in a positive way. He will brief us on things we need to achieve. The

points we are good or weak at. Everyone feels loyalty for him. He leads by

example."

Follower 6: "He is an inspirational leader. He leads by example. His

leadership is different. He comes from a telecommunication background. I

have worked in a lot of different working environment. However, franchising

is totally different proposition. Leadership in franchising is more active than

passive. Communication is the key. He motivates me to do well. It affects me

positively. I would rather work for him than any of my previous managers."

To summarise, most of the franchisees (90%) suggested that leadership styles and

motivation were related. All ten transformational leaders agreed that their leadership

style affected the motivation of followers. All ten followers of transformational

leaders agreed with their leaders. The empirical findings corresponded with

theoretical arguments that transformational leadership is positively related to

motivation. Six out of the eight transactional franchisees agreed that there was a

positive relationship between their leadership style and motivation of their followers.

The followers of transactional franchisees agreed with their leaders suggesting that

their motivation was influenced by their franchisees' leadership style. The study could

not verify the claim that Laissez-faire leadership is almost uniformly negatively

correlated with outcomes such as motivation as none of the franchisees exhibited

laissez faire style of leadership. Transformational leaders empowered followers and

made them less dependent as part of their motivational mix. On the contrary

transactional leaders used contingent rewards to motivate followers which made them

more dependent on their leader.
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c) What were the main factors affecting the application of a particular leadership

style (transformational, transactional and laissez faire) of franchisees?

Bass's approach has guided extensive research, with evidence supporting the Full-

range leadership model (Antonakis et aI., 2004). His position is supported by a

number of studies indicating that the transformational-transactional leadership

construct holds good across organisational types and national cultures (Howell and

Avolio, 1999; Gellis, 2001; Neumann, 1992). However, some authors have suggested

that leadership styles may need to vary with individual followers, organisational

situations and types (Pounder, 2008; Pawar, 2003; Popper and Zakkai, 1994). All

twenty franchisees supported this view and suggested that there were other factors

affecting their leadership styles (Transformational and Transactional). Literature

indicated the following factors that may influence the choice of leadership style:

• Geographic, culture and socio-economic background of leaders (Yousef,

1998)

• Organisational culture, education and ownership of organisation (YukI, 2009)

• The level of technology, type of industry and size of the business unit (Yousef,

1998; YukI, 2009)

• Organisation's life cycle, the competencies of leaders and followers and the

leader's personal attributes (Yukl, 2009)

According to franchisees and their employees, the main factors that affected

leadership styles included:

1) Individual Follower

2) Different Situations and Types of Business

3) Organisational Culture

4) Performance and Targets of the Business

5) Policy and Procedure of Franchisor
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Table 6.6 summarises factors affecting leadership styles of franchisees.

Table 6.6 Franchisees' perception of factors affecting leadership styles

Franchisee Factors affecting leadership st~ les (Transformational,
Transactional and Laissez Fain')

LI Performance and Organisational Culture
L2 Franchisor's Policy and Procedure, Team Members (Individual

Followers)
L3 Process and procedure, Situation, Team Members (Individual

Followers) and Organisational Culture
L4 Team Members (Individual Followers), Situation and Organisational

Culture
L5 Targets, Performance, Team Members (Individual Followers) and

Organisational Culture
L6 Situation, Team Members (Individual Followers) and Organisational

Culture
L7 Policy and Procedure of Franchisor and Organisational Culture
LS Team Members (Individual Followers) and Organisational Culture
L9 Targets, Performance, Team Members (Individual Followers) and

Organisational Culture
LtO Performance, Situation and Team Members (Individual Followers)

and Organisational Culture
Lll Performance, Situation and Team Members (Individual Followers)
Lt2 Targets, Performance, Team Members (Individual Followers) and

Organisational Culture
Lt3 Team Members (Individual Followers) and Organisational Culture
LI4 Policy and Procedure of Franchisor and Organisational Culture
LI5 Situation, Team Members (Individual Followers) and Organisational

Culture
Lt6 Targets, Performance, Team Members (Individual Followers) and

Organisational Culture
Lt7 Team Members (Individual Followers), Situation and Organisational

Culture
LtS Process and procedure, Situation, Team Members (Individual

Followers) and Organisational Culture
LI9 Franchisor's Policy and Procedure, Team Members (Individual

Followers)
L20 Performance, Team Members (Individual Followers) and

Organisational Culture
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1) Individual Followers

Sixteen of the twenty franchisees proposed that they change their leadership styles

according to individual followers. The empirical data emphasises the suggestion that

leaders change their leadership styles according to the individual follower which

supports Martin's argument. Martin (2000) argues that the skilled leader directs his or

her transformational behaviours to those he or she believes are most worthy and/or

receptive to them. Leadership emerges from interaction between leaders and

followers. Bryman (1992) suggests that followers gain a more prominent position in

the leadership process because the attributions of followers are instrumental in the

evolving transformational process.

A leader shared the following statement.

"Followers affect my leadership style." (Leader 18)

This view was held by other leaders as well

"People change your leadership style. You need to manage individually by

finding out what works with different people. I talk to my assistant in a

different way as she is older (46). I would not talk to my sales advisors in the

same way." (Leader 2)

Similar views were shared by followers:

"On an individual basis, she changes her leadership style. If things are not

going right performance wise, she will make some changes." (Follower 7)

"He changes his leadership style on an individual basis. If team members do

something wrong, he makes sure he is firm. With me, he will be bit more jolly.

We are more down to earth then them lot are. We had fewer customers coming

in who were aggressive, he will put his foot down and change the way he talks

and acts. Obviously he makes changes to his leadership style." (Follower 5)
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2) Different Situations and Types of Business

Bass (1985) states that transformational leaders can be found in any organisation at

any level and it is universally relevant for all types of situations. However, authors

have suggested that leadership styles may need to vary with organisational situations

and types (Pounder, 2008; Pawar, 2003; Popper and Zakkai, 1994). The situational

approach to leadership assumes that situational factors determine the effectiveness of

leadership styles (Hersey, 1984). The context of "the leader and the led" in

organizations is not monolithic but composed of varying levels of relationships,

contact and situations (Popper and Zakkai, 1994). In essence, the suggestion contends

that leadership effectiveness (measured typically by subordinate or group

performance) is not merely a function of leadership behaviour, but rather a joint

function of leadership behaviour and situational requirements (Vecchio et al., 2006).

Avolio and Bass (1995) agree that though transformational leaders may be preferred;

there are situations when transactional leadership is effective. Stable environments

with routine activities are often managed adequately by transactional techniques.

Furthermore, followers requiring in depth direction and structure may need to be lead

in a transactional manner. In these situations, transformational leaders may frequently

display transactional behaviours (Howell and Avolio, 1993). Eight out of the twenty

franchisees confirmed the theoretical argument that situations affect the leadership

style they employ. One leader expressed the following opinion:

Leader 3: "Depending on the situation I change my leadership style. The

franchise business is fast moving and requires a lot of changes quickly.

Especially for us as we work in telecommunication as well. Things change on

a daily basis. There are different situations and you react accordingly. For

example, when 02 decided to launch home broadband all the franchisees got

instructions from them asking for particular shop floor behaviours from

employees. I immediately started monitoring their behaviours and gave

feedback in case they deviated from standards. That is very unusual for me."
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Several leaders' comments reflected the same theme.

Leader 17: "Different situations affect my leadership style; I become more

aggressive, if I am not performing, I want to fact find. If the incentives are not

working, I want to communicate with the team on an individual basis. I try to

gather ideas from them and other team members to avoid situation where we

do not perform. At this moment in time, it's just rewards. I tell them that I

want more money in their pocket and drive towards it."

Leader 1: "The only thing that affects me, is the situation when we are short

staffed. I might not have time to show them things. When we are short staffed,

I don't have time to motivate and inspire team members. If the situation

changes, I change my leadership style."

Leader 6: "Some people change with situations. Sometimes you have to make

sure you change your style according to situations and followers."

Leader 20: "Mystery shop performance. I think different situations affect

your leadership style. You have to change according to different situations.

You can't be same all the time. If I keep on telling, it's not going to work. If

you change it and coach differently. Individual followers affect your

leadership style. You need to give individuals different approach to

leadership."

However, this view was not held by every leader.

Leader 14: "I keep my leadership style the same, no matter what. I do not

change. Some people change their style according to situations; however, I

prefer to keep it the same."

Leader 16: "My leadership style does not change due to external factors. I try

to keep it the same".
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Popper and Zakkai (1994) suggest the following conditions conducive to

transformational and transactional leadership styles.

Transactional Routine situations where the basic level of anxiety is not high,

Transformational Situations where the basic level of anxiety is low and attention

is given to the developmental needs of the led. In general, this

leadership pattern depends more on the leader's view of

himlher as transformational and less on the organizational

context than do transactional leadership.

there is no acute sense of impending crisis or major changes.

This was consistent with the research findings. Transformational franchisees and their

followers suggested that the anxiety level in their businesses was low and attention

was given to individual followers. On the other hand transactional franchisees and

their followers stated that they operated in a routine business situation which did not

require major changes.

3) Organisational Culture

The link between leadership and organisational culture is supported by research which

shows that leadership is affected by environmental factors as illustrated by Fiedler

(1964). Most of the franchisees argued that franchising has a different organisational

culture than other businesses. The view obtained from the franchisees was that

franchising was very focused and business driven, in essence, a 'black and white

business'. The culture of franchising adhered to a 'work hard/play hard' ethic. The

'Work hard/play hard' culture is a low-risk quick feedback culture which has a

focal point of fun and action; these types of organisations are often customer-focused

sales organisations or companies like 02 (Kennedy, 1999).
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According to Bass and Avolio (1994: 542), "the organization's culture develops in

large part from its leadership while the culture of an organization can also affect the

development of its leadership. For example, transactional leaders work within their

organizational cultures following existing rules, procedures and norms;

transformational leaders change their culture by first understanding it and then

realigning the organization's culture with a new vision and a revision of its shared

assumptions values and norms". The franchisees who exhibited transformational style

supported the theoretical position of Bass and Avolio (1994). They led by example,

created a vision, inspired team members and changed the culture of the business.

Transformational franchisees tried to create a culture where they focused on

individual followers.

It is clear that organizations are likely to have cultures that are characterized by both

styles (transformational and transactional) of leadership (Bass and Avolio, 1994).

Bass and Avolio uncovered transformational and transactional cultures. Transactional

franchising culture display characteristics such as:

• Everyone has a price for his/her motivation

• Commitment is short term

• Self interest is stressed

• Organisation is a marketplace comprised of individual's reward is contingent

on his or her performance.

• Management-by-exception is often actively practiced.

• Commitment is as deep as the organisation's ability to reward members for

successful performance.

On the other hand, transformational franchising culture exhibited following

characteristics:

• Commitment is long-term.

• Leaders and followers share a mutual interests and a sense of shared fates and

interdependence

• Leaders and followers go beyond their self-interest or expected rewards for the

good of the team (Bass and Avolio, 1994)
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Leaders shared the following statements:

Leader 2: "In franchise, it's more black and white. We are driven by profit and

loss. It's more focused. There is an obvious difference in franchise and non

franchise businesses. The things here are more competitive. The work

environment in franchising made me change my leadership style."

Leader 19: "My leadership style is different now as I am a franchisee. I have

learnt a lot more in franchising. I have evolved a lot. In franchising, it's all about

profit and loss and how much money you make. It's more complex in the

franchise business. It's different than other businesses where everything is

structured. The franchisor helps us with figures, administrative work and

coaching. They will come down and go through training with team members and

me. He trained me from nothing with any previous experience. I don't think you

can get that support in other businesses. Staffing is different as well as you cannot

afford more people than required. With franchise, you cannot be overstaffed."

Transformational franchisees led by example, created a vision, inspired team

members and changed the culture of the business. Franchisees who exhibited a

transformational leadership style changed their culture by first understanding it and

then realigning the organization's culture with a new vision and a revision of its

shared assumptions values and norms. On the contrary, Transactional franchisees

worked within their organizational cultures following existing rules, procedures and

norms.

4) Performance and Targets

Both styles of leadership, transformational and transactional, are supported as

determinants of organisational success (Ulrich, Zenger and Smallwood, 1999).

Transactional leadership behaviours include focus on results, clear and specific

performance targets to determine plan of action to improve results. In contrast,

Transformational leadership focuses on setting direction, mobilising individual

commitment and demonstrating personal character (Ulrich, Zenger and Smallwood,
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1999). Eight out of the twenty franchisees stated that their leadership style changes

due to performance and targets.

Leader 1: The only thing that changes it is if we are behind targets. I still try

to be relaxed. I don't want staff overly concerned about targets. I think staff

we have got now knows where they up to and pull the weight. Yes, it might

change my style and I may stress out to some degree but try not to. If it needs

to be passed down (stress), I do it. Its time where you need to be harsh, you

need to be tough. If performance is an issue, the style changes accordingly.

Leader 16: I think performance affects my leadership style. Targets have

great impact on how you deal with people. I would rather achieve all success

parameters than excel in some. Throughout the week, footfall in this business

is higher on Fridays and Saturdays. I have always motivated them to succeed.

Consistency and targets affect the leadership style. Individual followers affect

the leadership style.

For 40% of the franchisees, performance and targets were factors impacting on their

leadership styles.

5) Policy and Procedure of Franchisor

Six of the twenty franchisees pointed out that they vary their leadership style due to

policies and procedures of 02 (Franchisor).

Leader 2: External things from 02 influence heavily. If they want something

in a specific way then I will have to change and follow. And sometimes things

have to change quickly which affects my leadership style.

Leader 7: I think when we are doing really well and then we have a blip.

Usually, I am quite up and running. Policies and procedure of franchisor

change my leadership style.
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Leader 14: 02's policies do affect the way we do things here. If they want us

to do things in a particular way, I need to adopt this. For example, if 02 has

special promotions on a particular product, we put incentives to push that

product. I usually do not rely on incentives to get work done.

The policy and procedure of 02 (franchisor) influenced the application of a particular

leadership style of franchisee.

d) What were some of the factors and processes used by franchisees to motivate

subordinates?

Surprisingly, the study discovered that all of the twenty franchisees used money as

means of motivation. The franchisees employed other non-financial motivators as

well. However, money was the vital motivator which supports Taylor (1947) who puts

a lot of emphasis on money as a primary motivator and disregarded other motivational

factors. Contrary to Taylor's argument the human relations approach advocates that

employees want to feel useful, employees have strong social needs and that the social

needs were more important than money in motivating an employee (Rollinson, 2008).

Eight of the twenty transactional franchisees primarily used monetary factors to

motivate employees. On the contrary, transformational leaders used both monetary

and non monetary incentives. Leaders shared the following views:

Leader 2: "The commission structure is a huge motivator. We have staffs

which are driven by commission. Extra commission on products drive them to

achieve more. 1buy them drinks when they perform exceptionally well. They

are motivated by the fact that we are in the top of the success index score.

Once they perform 100%, they get 125% of bonus. There is a lot of pride in

winning. Normally I put promotion and working through the ladder but it's

very difficult as 1have got one business only."

Leader 5: "I use rewards, incentives and money. We get games for them,

lunch to push them to the max. 1think rewards and incentives are the best."
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Herzberg (1966) suggests that in order to motivate one has to focus on deemphasising

the extrinsic (dissatisfiers) and emphasising the intrinsic (satisfiers) of the job.

Motivators or Satisfiers include a sense of responsibility, recognition, responsibility,

nature of work and personal growth. All transformational franchisees employed the

following non monetary motivational factors:

• Sense of Achievement by appreciating the efforts

• Recognition by giving vouchers and rewards

• Social Events

• Competition by encouraging healthy rivalry among the team members

• Praise
• Clear communication of targets, expectations and performance

Steer and Porter (1991) suggest that employees at the lower end of the hierarchy will

be motivated by financial rewards, whilst the employees' higher level of hierarchy

will be motivated by growth. The findings of this study supported the view expressed

by Steer and Porter. Franchisees who exhibited transformational leadership style

encouraged followers to aspire higher order needs in an attempt to motivate them to

work to achieve those needs. According to franchisees, they carried out more actions

to empower followers by giving them more responsibility and made them less

dependent on the leader, such as delegating significant authority to individuals,

developing followers by coaching skills and self confidence, creating self-managed

teams, providing direct access to sensitive information, eliminating unnecessary

controls by making decisions without checking with the manager, and building a

strong culture to support empowerment.

Transactional franchisees relied on the fact that employees bring expectations with

them. They created outcomes with high expectancy and high value rewards, which

directed followers to exert much great efforts. Conversely, transformational

franchisees were concerned with emotions, values, ethics, standards, long term goals

and include assessing followers' motives, satisfying their needs and treating them as

full human beings. Transactional franchisees tried to achieve equity by making sure

that the ration of employee outcomes-over-input was equal to other employee

outcome-over-inputs. Franchisees with a transactional leadership style used merit pay
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as a primary source of motivation. On the contrary, transformational franchisees used

intangible outcomes such as respect and sense of achievement.

Locke's (1968) goal theory of work motivation relied on the basic assumption that

people would perform better if goals were defined, difficult, specific and attractive.

Six out of the twenty franchisees confirmed that they used SMART (Specific,

Measurable, Achievable, Realistic and Time Bound) goals. They made sure that goals

were defined, agreed, difficult but realistic and attractive in order to motivate

employees. One leader expressed the following opinion:

Leader 10: "I have made sure that I divide targets in manageable chunks for

team members. I give them examples of successful people in the business. I

tend to communicate targets on a daily basis and set up incentives for

achieving them. Incentives, daily briefs and targets for them to help them.

Incentives, communication, briefs and praise are the factors we use."

The outcomes suggested that money was a significant motivator used by franchisees

to motivate team members.

6.3Summary

Chapter 6 included description of the cases, research questions and findings, and a

summary. To conclude this section of the study that has focused mainly on semi

structured interviews of twenty franchisees, the researcher summarises the themes that

emerged from the leader interviews, question by question.

Question 1. The first research question explored which of the Full-range Leadership

styles (transformational, transactional and laissez faire) were employed by the

franchisees. This question asked for the Full-range Leadership (transformational,

transactional and laissez faire) employed by the franchisees with the help of MLQ

(Multifactor Leadership Questionnaire 6s). With the exception of laissez faire, both

transformational and transactional leadership styles as part of Full-range leadership

were employed by franchisees. Bums (1978) argued that leaders are either

transformational or transactional in their leadership style and rarely possess both
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quantities. In support of Burn's VIew, this study found that the majority of the

franchisees and the followers described their or their leaders' leadership styles as

transformational or transactional. The results did not justify Bass's view that more

females employ transformational leadership style. Data analysis confirmed that

charisma is the main factor identifying a transformational leader. In transactional

leadership, leaders try to obtain agreement from followers on task and rewards. All

eight transactional franchisees suggested that they used contingent reward to improve

the performance of employees. Franchisees who exhibited transactional leadership

style demonstrated a very active management-by-exception rather than passive

management-by-exception style.

Question 2. The second research question explored the relationship between Full-

range leadership and motivation. Majority of franchisees (90%) suggested that their

leadership style has a strong relationship with the motivation of followers. All

franchisees who exhibited transformational leadership illustrated that their leadership

style was clearly related to the motivation of their followers. According to franchisees

who exhibited a transformational style, they did more things to empower followers

and made them less dependent on the leader, such as delegating significant authority

to individuals, developing follower skills and self confidence, creating self-managed

teams, providing direct access to sensitive information, eliminating unnecessary

controls, and building a strong culture to support empowerment. In transactional

leadership, leader-follower relationships were based on a series of exchanges or

bargains between leaders and followers. Franchisees who have a transactional

leadership style use contingent reward to motivate followers. None of the franchisees

displayed the laissez faire style of leadership. Consequently, the study could not

verify the claim that Laissez-faire leadership is almost uniformly negatively correlated

with outcomes such as motivation

Question 3. Franchisees suggested the following factors affected their leadership

styles:

• Individual Follower

• Different Situations and Types of Business

• Organisational Culture
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• Performance and Targets of the Business

• Policy and Procedure of Franchisor

Question 4. In response to the question as to what factors and processes franchisees

used to motivate employees, they were able to describe factors and processes they

employed. The study discovered that all the twenty franchisees used money as a

motivator. The franchisees employed other non financial motivators such as:

• Give a sense of achievement by appreciating the efforts

• Recognition by giving vouchers and awards

• Social Events

• Competition by encouraging healthy rivalry among the team members

• Praise

• Communication

Franchisees who exhibited a transformational leadership style encouraged followers

to aspire higher order needs in an attempt to motivate them to work to achieve those

needs. Franchisees with a transactional leadership style used merit pay as primary

source of motivation.

The franchisees ensured that goals they initiated were defined and agreed and also

challenging yet realistic and attractive. If the goals were without a sense of realistic

obtainment a lack of motivation within staff may occur.
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Chapter 7

Summary and Conclusions

This chapter presents the summary and conclusions of the study. It also includes the

assumptions and contribution of the study.

The research question addressed by this study was to explore the relationship between

Full-range Leadership (transformational, transactional and laissez faire) and

motivation of franchisees. The study clearly revealed that there is a stronger relation

between transformational leadership and motivation of franchisees than transactional

leadership and motivation. The laissez faire leadership style was absent amongst the

franchisees under study which confirms Northouse's (2010) judgment that laissez

faire leadership style will rarely be found in a sales driven environment. Although

each interview was individually interesting, the patterns that emerged from the

combined data of the twenty franchisees were even more revealing.

7.1. Research Questions

1) Which of the Full-range Leadership styles (transformational, transactional and

laissez faire) were employed by the franchisees?

2) How did the individual Full-range Leadership styles and factors of franchisees

affect the level of motivation of subordinates?

3) What were the main factors affecting the application of a particular leadership

style (transformational, transactional and laissez faire) of franchisees?

4) What were some of the factors and processes used by the franchisees to

motivate employees?

This study drew upon the theories of Bass' Full-range Leadership (transformational,

transactional and laissez faire) (Burns, 1978; Bass, 1985; Bass, 1997), employee

motivation and franchising. In order to establish the relationship between leadership
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and motivation, Full range leadership is the only appropriate leadership theory as it

has an intuitive appeal, is a two way process between leaders and followers and

focuses on motivating followers (Yukl, 2009). Several theories around motivation

have clearly postulated that follower's motivation is highly influenced by their

leaders' behaviour (Herzberg, 1971; Mayo, 1945; Forest, 2008). Whether this is true

in a franchising environment has not been researched in the past. A gap in the

literature has therefore been filled with this research. The 02 franchising model

allows for the most reliable research outcomes as it has the least interferences from

the franchisor of all franchise models which ensures a high level of reliability of

results. It was therefore eminent to use 02 franchisees for this study.

7.2. Research Process

In order to answer the research questions, a qualitative research methodology was

identified focusing on twenty franchisees of 02 and an equal number of subordinates.

The literature review clearly indicated, the Multifactor Leadership Questionnaire 6s

instrument (Bass and Avolio, 1992) as the most tried and tested and therefore most

effective instrument to explore the different leadership styles (transformational,

transactional and laissez faire) amongst franchisees. Data from semi structured

interviews with franchisees and their subordinates and secondary data were analysed

with the use of NViv08. The data from the semi structured interviews allowed for

important themes and patterns to be identified. The research process has been

summarised in the graph 7.1 below:
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7.1 Research Process
Study Purpose

The study explored the relationship between Full-range leadership of 02
franchisees and motivation of their subordinates. It explored which of the
Full-Range leadership styles were employed by the franchisees; which

factors impacted on the application of their leadership style and it identified
some of the factors and processes used to motivate subordinates.

Ontology
Epistemology
Human Nature
Methodology

Nominalism
Interpretive
Voluntarism
Ideographic

Combination of Approaches

Deductive -+ Theoretical/ Descriptive framework to generate research questions
and objectives

Inductive -+ Data Analysis

Conditions for using case study strategy

• The type of research questions on the basis of through literature review
• The extend of control the investigator has over actual behavioural events
• The degree of focus on contemporary as opposed to historic events
• Contextual study of phenomenon
• Based on goal: insight and data interpretation vs. hypothesis testing

Advantages

Opportunity to conduct a detailed description of
the setting/individuals under study
Employment of varied data collection methods

Permitted researcher to draw from personal
experience as it related to phenomenon under
scrutiny

Disadvantages

The possibility of personal interpretation brought
to the qualitative data analysis
A possibility of personal bias

Difficulty in replicating study

Lack of rigour

1
Sample: Maximum variation purposive sampling and multiple case study of

Of twenty franchisees
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1
Data Collection and Analysis

• Semi Structured Interviews
• Secondary data

/
Semi-structured interviews with twenty

franchisees, twenty subordinates and three
consultants

Transcribed and coded interview data with the
help of NVivo8

Secondary data: minutes of team meetings,
daily briefs, mystery shop results, success

index scores etc.

Interview notes

/
Data-analysis

2. A provisional set of categories were identified from research questions and objectives (a priori
codes) and the data were worked through transcript copies (in vivo codes)

3. developed free nodes, tree nodes and sets using provisional categories
4. pattern matching and rival explanation
5. presented in-depth picture of the cases using narratives, tables and figures
6. within case theme analysis and cross case theme analysis
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7.3. Research Conclusion

The first research question explored which of the Full-range Leadership styles

(transformational, transactional and laissez faire) were employed by 02 franchisees.

The majority of leaders (50%) displayed transformational leadership whereas, 40%

displayed transactional leadership and 10% displayed both transformational and

transactional leadership style components. This finding contradicts Bass' (1997) and

Pounder's (2008) notion of full-range leaders stating that, in practice, most leaders

are likely to range over both transformational and transactional styles. Within this

case-study a small minority ranged over both styles.

Additionally none of the franchisees exhibited the laissez faire leadership style which

confirms Northouse's (2010) judgment that a laissez faire leadership style will rarely

be found in sales driven environment.

Bass (1985) suggests that charisma/idealised influence is a necessary component of

transformational leadership, which this study confirms through idealised

influence/charisma being identified as the core factor of a transformational leader.

Additionally, this study verified that transactional leaders employ active-

management-by-exception rather than passive-management-by- exception.

Franchisees, who exhibited a transactional leadership style, indicated that they

employed contingent reward to get the best out of employees which is in line with the

literature review (YukI, 2009, Antonakis et al., 2004, Northouse, 2010).

The results did not justify nor contradict Bass's (1998) view that more females

employ a transformational leadership style than their male counterparts. The small

sample size (4 franchisees) did not provide enough evidence to justify this claim. The

leadership styles were equally distributed over the sample size. Further research in

this area is recommended.

The second research question explored how the individual Full-range Leadership

styles of franchisees affected the level of motivation of their subordinates. It also

discovered the impact of Full-range Leadership factors (idealised influence,

inspirational motivation, intellectual stimulation, individualised consideration,
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contingent reward, management-by-exception and laissez faire) on motivation of

followers by going deeper in the research topic. The most significant revelation of this

study was that there is a clear relationship between Full-range Leadership and

motivation. 90% franchisees indicated that there was a relationship between their

leadership style and the level of motivation of employees. 80% of the followers

agreed that their motivation was influenced by the leadership style of their leader.

Specifically, for all transformational leaders there was a positive relationship between

their leadership style and the motivation of their employees. The outcome supported

what Yuki (2009), Barling, et al., (1996); Lowe et al., (1996) DeGroot et al., (2000);

Lowe and Avolio (2002); McCann et al., (2006) have claimed that transformational

leadership is positively associated with subordinate motivation. Franchisees who

exhibited a transformational leadership style, carried out more actions in order to

empower followers and make them less dependent on the leader, such as delegating

significant authority to individuals, developing follower skills and self confidence,

creating self-managed teams, providing direct access to sensitive information,

eliminating unnecessary controls, and building a strong culture to support

empowerment (Bass, 1985; Pounder, 2008; lung, 2009) which all impact on their

motivation.

The relationship between a transactional leadership style and motivation is less

distinct. For six of the eight transactional leaders there was a positive relationship

between his/her leadership style and motivation. The study could not verify the claim

by Bass (1999) that Laissez-faire leadership is almost uniformly negatively correlated

with outcomes such as motivation as none of the franchisees exhibited laissez faire

style of leadership.
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Table 7.2 summarises the relationship of the individual Full-range Leadership styles

of franchisees on motivation of subordinates.

Table 7.2 How did the individual Full-range Leadership styles of franchisees
affect the level of motivation of subordinates?

Transformational Franchisees who exhibited transformational leadership style
moved followers to a higher level on Maslow's Hierarchy of
Needs as concerns are shifted from lower order (physiological
and safety) to higher order needs (esteem and self-
actualisation). Encouraged followers to aspire higher order
needs (challenging job, opportunities for creativity,
achievement in work and advancement in organisation) in an
attempt to motivate them to work to achieve those needs.

Carried out more actions to empower followers by giving them
more responsibility and made them less dependent, such as
delegating significant authority to individuals, developing
follower by coaching skills and self confidence, creating self-
managed teams, providing direct access to sensitive information
and eliminating unnecessary controls by making decisions
without checking with the manager.

Built a strong culture to support empowerment.

Communicated clear targets and performance expectations
which defined the day to day activities of the followers.

Focused on deemphasising the extrinsic (dissatisfiers) and
emphasising intrinsic (satisfiers) of the job such as sense of
achievement, recognition, responsibility, nature of work and
personal growth and advancement.

Provided a sense of achievement by appreciating and praising
people's efforts, recognition by giving vouchers and awards,
social events and competitions.

Transactional Transactional franchisees employed contingent reward to
motivate followers.

Leader-follower relationships were based on a series of
exchanges or bargains between leaders and followers.
N .ated an what rewards or reeo
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Laissez Faire

the follower would receive for a specific level of performance
(sales targets). Provided rewards and recognition when their
followers attained the contracted level of performance.

Their measures to Increase motivation were based on
expectations and equity. Franchisees with transactional
leadership style used merit pay (bonus and commission) as
primary source of motivation.

None of the franchisees exhibited the laissez faire style of
leadership. Consequently, the study could not explore the
relationship between laissez faire style and motivation.

Table 7.3 describes the relationship between Full-range Leadership factors (idealised

influence, inspirational motivation, intellectual stimulation, individualised

consideration, contingent reward, management-by-exception and laissez faire) and

motivation.

Table 7.3 How did the Full-range Leadership factors affect the level of

motivation?

Idealised Influence Espoused confidence in themselves and their decision which
resulted in high self-esteem and motivation amongst the
followers to strive for success.

Lead by example.

Inspirational Motivation Used symbols to focus the subordinates, communicate the
vision clearly, and to impress the urgency of the situation on the
members.

Employed Clear communication (targets, performance and
expectations) to achieve better performance from followers.

Created vision of the future and put the needs of the group
above their own self interest.

tasksProvided the sense of hi
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motivated workers to exceed normal performance levels

Intellectual Stimulation Taught followers to challenge present assumptions, values and
expectations and to try new techniques to improve results; this
engagement of transformational leaders motivated followers
towards better performance.

Made followers aware of the organisation's issues and were
motivated and determined to solve them.

Individual Consideration Acknowledged fol1owers' differences and treating them
according to those differences.

Ensured that the right people were placed in jobs with
opportunities to ignite their passion.

Managed followers on the basis of skills and motivation.

Less skilled followers were given close supervision while more
experienced members were given an appropriate level of
autonomy and responsibility.

Contingent Reward Leader-follower relationships were based on a series of
exchanges or bargains between leaders and followers.

Negotiated an agreement regarding what rewards or recognition
the follower would receive for a specific level of performance.

Provided rewards and recognition when their fol1owers attained
the contracted level of performance.

Procure agreement from followers on tasks and rewards.

Management-by- Demonstrated a very active management-by-exception rather

exception
than passive management-by-exception style.

Observed followers closely for deviations from set objectives
and then takes corrective action.

Clarified the work required to obtain rewards and the use of
incentives and contingent rewards to influence motivation.

Laissez Faire None of the franchisees exhibited the laissez faire style of
leadership.
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Empirical evidence suggested that transformational leadership factors (idealised

influence, inspirational motivation, intellectual stimulation and individualised

consideration) had a stronger relationship with motivation than transactional

leadership factors (contingent reward and management-by-exception).

The laissez faire leadership style was absent amongst the franchisees under study. The

study could not verify the claim that Laissez-faire leadership is almost uniformly

negatively correlated with outcomes such as motivation.

All transformational franchisees suggested that idealised influence/charisma was the

most important factor of their leadership style. Transformational franchisees and their

followers indicated that idealised influence had the strongest impact on motivation. In

transactional leadership, leader-follower relationships were based on a series of

exchanges or bargains between leaders and followers. Franchisees with a transactional

leadership style employed contingent reward to motivate followers. Every

transactional leader demonstrated a very active management-by-exception rather than

passive management-by-exception style. A franchisee practising the active form of

management-by-exception observes followers closely for deviations from set

objectives and then takes corrective action.

Figure 7.4 shows the impact of Full-range Leadership factors (idealised influence,

inspirational motivation, intellectual stimulation, individualised consideration,

contingent reward, management-by-exception and laissez faire) of franchisees on

motivation of subordinates. Figure 7.4 illustrates the impact of particular leadership

factors on the level of motivation of followers. This implies that laissez-faire has no

impact on follower's motivation, contingent reward and management by exception

have medium impact on motivation and idealised influence affects motivation the

most.
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Figure 7.4 Full-range Leadership Factors and Motivation
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The third question concentrated on the factors affecting the application of a particular

leadership style (transformational, transactional and laissez faire) of franchisees.

Bass' opinion that transformational leadership is universally relevant for all types of

situations has been contradicted in this study as all twenty franchisees suggested that

there were situational factors affecting their leadership styles (Transformational and

Transactional). The following factors were identified as influencing the application of

a particular leadership style:

1) Individual Follower;

2) Different Situations and Types of Business;

3) Organisational Culture;

4) Performance and Targets of the Business;

5) Policy and Procedure of Franchisor.
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This supports the view of many authors (Pounder, 2008; Pawar, 2003; Popper and

Zakkai, 1994) that leadership styles may need to vary with organisational situations

and types. The main factor identified was the relationship between the leader and the

follower. 80% of franchisees illustrated that they changed their leadership styles

according to individual followers, which supports Martin (2000),s view. Most of the

franchisees indicated that franchising has a different organisational culture than other

businesses. The view obtained from the franchisees was that franchising was much

focused and business driven, in essence, a 'black and white business'. The culture of

franchising adhered to a 'work hard/play hard' ethic. The franchisees who exhibited a

transformational style supported the theoretical position of Bass and Avolio (1994)

that the organization'S culture develops mainly through its leadership while the culture

of an organization can also affect the development of its leadership. Transformational

leaders tried to create a culture in which they focus on individual followers. Eight out

of the twenty franchisees stated that their leadership style changes due to pressure

around performance and targets. Similarly, six of the twenty franchisees pointed out

that they vary their leadership style due to policies and procedures of 02 (Franchisor).

The fourth question uncovered some of the factors and processes used by franchisees

to motivate employees. The study discovered that all twenty franchisees used money

as a motivator including the transformational leaders. This is contrary to the common

belief that only transactional leaders use monetary incentives (Antonakis et al., 2004;

Gill, 2006; Pounder, 2008). The distinct difference between transformational and

transactional franchisees lied in the fact that transformational leaders used other

incentives to motivate staff as well such as giving a sense of achievement by

appreciating and praising people's efforts, recognition by giving vouchers and awards,

social events and competitions.

Transformational franchisees moved followers to a higher level on Maslow's

Hierarchy of Needs as concerns are shifted from lower order (physiological and

safety) to higher order needs (esteem and self-actualisation). They encouraged

followers to aspire higher order needs in an attempt to motivate them to work to

achieve those needs. They focused on deemphasising the extrinsic (dissatisfiers) and

emphasising intrinsic (satisfiers) of the job such as sense of achievement, recognition,
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responsibility, nature of work and personal growth and advancement. Franchisees

who exhibited transformational leadership style provided a sense of achievement by

appreciating and praising people's efforts, recognition by giving vouchers and awards,

social events and competitions.

On the other hand, transactional franchisees relied on the fact that employees bring

expectations with them. They created outcomes with high expectancy and high value

rewards, which directed followers to exert much great efforts. They tried to achieve

equity by making sure that the ration of employee outcomes-over-input was equal to

other employee outcome-over-inputs. Franchisees with transactional leadership style

used merit pay as primary source of motivation. None of the franchisees demonstrated

the laissez faire style of leadership.

The results of this study confirmed the validity of Locke's goal theory of work

motivation. 30% of franchisees described that they used goals as motivators. They

ensured that goals were defined and agreed and also challenging yet realistic and

attractive.

7.4. Assumptions and Limitations

It is assumed that the Multifactor leadership questionnaire 6s (Bass and Avolio, 1992)

accurately measures the perimeters of transformational and transactional leadership.

The Bass and Avolio Multifactor Leadership Questionnaire has been tested for

validity and reliability. It is assumed that semi structured interviews can assess the

impact of someone's leadership style on followers motivation. This study also

assumed that all participants responded honestly and truthfully to the semi structured

interview questions due to complete confidentiality and anonymity.

Franchisees considered themselves independent entrepreneurs. This study is limited

due to the fact that twenty franchisees from one organisation were studied. Hence,

specific factors that are particular to the 02 business may have influenced the results.

Therefore, the findings of this research cannot be used to make generalised statements

about the relationship between Full-range Leadership (transformational, transactional

184



and laissez faire) and motivation. However, similar research using the same research

process in other franchise organisations will most likely lead to similar outcomes.

7.5. Original contribution

The research question addressed by this study was to explore the relationship between

Full-range Leadership and motivation of franchisees in under-researched area of

telecommunication franchising. This study is unique in that it is the first to research

the relationship between Full-range leadership of franchisees and motivation of

subordinates in telecommunication franchising. A gap in the literature has therefore

been filled with this research. In addition, the relationship between a particular

leadership style and follower's motivation cannot be researched in complete isolation.

Other motivational factors, besides the leader's leadership style, have been taken into

consideration in this research. This study also found several factors impacting on a

person's leadership style.

Results from this new study will add to what researchers know about franchisees'

leadership styles and employee motivation. The information obtained in this original

study provides present and future leaders with information necessary to motivate

employees. Using a transformational style of leadership will enable franchisees to

break through slowdowns in productivity and/or attain a competitive advantage by

leveraging its most important resource- its people.

This qualitative study has provided data that depicts the effect of Full-range

Leadership (transformational, transactional and laissez faire) of franchisees on

employees' motivation. It is therefore very valuable information for:

• Franchisees

• Organisations that would like to increase employee motivation

• Employees

• Researchers in the field of Full-range Leadership and motivation

• Professionals delivering leadership training programmes on leadership
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The outcomes of this study suggest that transformational leadership styles increase

followers' motivation. On the basis of these findings, organisations should review

their approach towards developing transformational leadership amongst managers.

Training programmes should be used to emphasise the positive impact of a person's

leadership style on staff motivation. Previously, leadership training has been heavily

centred on situational leadership (Northouse, 2010). However, leadership training

should amend its focus, to involve transformational leadership. This will translate into

increased employee motivation and consequently, has the potential to greatly impact

on performance. Furthermore, this research can assist in the growth of aspiring and

current franchisees in their abilities to motivate subordinates.

Organisations invest much money and time to increase employee motivation.

Transformational leadership appeals to individual goals of their followers and this

stimulates higher levels of motivation (Maslow, 1954) and it does not require constant

supervision of followers as they are included in the process. The positive relationship

between leaders and followers saves cost and time of constant monitoring.

7.6. Recommendation for Future Research

Despite its limitations, the researcher believes that the results of this study are of

interest to scholars in the field of management to stimulate further research. As the

positive relationship between transformational leadership and motivation has been

established a logical next line of research would include the relationship between

Full-range leadership and follower's performance. The Full-range leadership theory

should be further tested empirically to see whether the structure of the theory can be

confirmed within and between varying contextual conditions and within different

national and cultural settings. Other suggested future research would include

researching the underlying psychological processes, mechanisms and conditions

through which transformational and transactional leaders motivate followers. The

following recommendations are based upon the results collected in this research

study. Researchers should:

1. Conduct a study to explore the relationship between Full-range Leadership and

performance.
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2. Carry out a similar study utilising different instruments to examine the

relationship between leadership styles of franchisees and motivation of

subordinates.

3. Investigate a study that may examine impact of gender on the leadership

styles.

4. Explore a study with a representative sample from a larger population to

provide more diversity and wider perspecti ve of the research.

5. Replicate this study in non franchise businesses.

6. Conduct a study using quantitative measures to determine if similar results

would be obtained.

7. Conduct a study using observation of franchisees and subordinates.

8. Conduct a study including the maturity levels of the subordinates when

examining the relationship between franchisee's leadership style and

subordinate motivation.

9. Conduct a study to examine the subordinate's preferred leadership style of a

franchisee in certain situations.
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Appendices

1) Consent form

*Liverpool Hope
University [Cl c....

Title of Research:
Full-range Leadership and Motivation III franchising: Multiple Case Study of
franchisees within 02

Researcher: Rajesh Patel

1. I confirm that I have read and have understood the information sheet dated [ / / ]
for the above study. I have had the opportunity to consider the information, ask
questions and have had these answers satisfactorily. [ ]

2. I understand that my participation is voluntary and that I am free to withdraw at any
time without giving any reason, without my right being affected. [ ]

3. I understand that, under Data Protection Act, I can at any time ask for access to the
information I provide and I can also request the destruction of the information if I
wish. [ ]

4. I agree to take part in above study. ]

Participant Name Date Sign

Name of person taking Date Sign
consent

Researcher Date Sign

Lead Researchers

Dr John Brinkman
Dean
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Hope Business School
Liverpool- L16 9JD
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2) Semi structured interview questions for franchisees

Name

Age

Gender

Organisation Type

Position (Role in Organisation)

Success Index Score

Mystery Shop Results

Experience

Have you had any leadership training in the last 3 years?

Describe your leadership style on daily basis? (Administered Multifactor Leadership

Questionnaire 6s)

What factors affect the application of particular Full range Leadership style in the

business?

Does your leadership style affect motivation of your team?

How does your leadership style affect motivation of your team members?

What motivates your team members?

What motivating factors and processes you use to motivate your team members?
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Have you worked in any other organisation in management! leadership position?

What is the difference in leadership and motivation in franchising?
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3) Semi structured interview questions for the followers

Name

Age

Gender

Organisation Type

Position (Role in Organisation)

Experience

Describe your Leader's leadership style on daily basis? (Administered Multifactor

Leadership Questionnaire 6s- follower's perspective)

What factors affect the application of particular full range leadership style in the

business?

Does your leader's leadership style affect motivation of your team?

On the scale of 1 to 5, how motivated do you feel?

How does your leader's leadership style affect motivation of your team members?

What motivates you?

What motivating factors and processes your leader use to motivate your team

members?

Have you worked in any other organisation?

What is the difference in leadership and motivation in franchising?
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4) Multifactor Leadership Questionnaire 6s

Multifactar Leadership
Questionnaire (MLQ) Form 6S

Instructions: This questionnaire provides a description of your leadership style.
Twenty-one descriptive statements are listed below. Judge how frequently each
statement fits you. The word others may mean your followers, clients, or group
members.

~ey: 0 = Net at all 1 = Once in a while :2 = Sometimes 3 = Fair!y often
4 = Frequently, if not always

1. I make others feel good to be around me. 1 2 3 4
2. I express with a few simple words what we could and should co. 1 2 3 4
3. I enable others to think about old problems in new ways. 234
4. I help others develop themselves. 234
5. I tell others what to do if they want to be rewarded for their work. 2 3 4
6. I am satisfied when others meet agreed-upon standards. 234
7. I am content to let others continue working in the same

way as always. 1 234
8. Others have complete faith in me. 1 2 3 4
9. I provide appealing images about what we can do. 1 2 3 4

10. I provide others with new ways of looking at puzzling things. 2 3 4
11. I let others know how I think they are doing. 1 2 3 4
12. I provide recognition/rewards when others reach their goals. 1 234
13. As long as things are working, I do not try to change anything. 1 2 3 4
14. Whatever others want to do is OK with me. 1 2 3 4
15. Others are proud to be associated with me. 2 3 4
16. I help others find meaning in their work. 1 234
17. I get others to rethink ideas that they had never questioned before. 1 2 3 4
18. I give personal attention to others who seem rejected. 1 2 3 4

19. I call attention to what others can get for what they accomplish. 1 2 3 4

20. I tell others the standards they have to know to carry out their work. 1 2 3 4
21. I ask no more of others than what is absolutely essential. 1 2 3 4

Bass and Avolio (1992)
MLQ 6s forms purchased from Mind Garden by Liverpool Hope University.
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5) Interview with franchisee (Ll)

Name

NA

Age

45

Gender

Male

Organisation Type

Franchise

Position (Role in Organisation)

Franchisee

Numbers of employee you line manage?

4 team members

What did you achieve on SIS?

125%oftarget

What were your mystery shop results?

Mystery shop-z'" in company with 98%

Experience (as a leader in current sector)

I have been franchisee for 8 years. I like the independence of having my own

business. 02 provides full flexibility in terms of day to day operations, human

resource, marketing and other operations.

Have you had any leadership training in the last 3 years?

I have worked in retail for 20 years. I have worked in different industries like gaming,

retail, pharmaceutical and other. I have no formal training in leadership. I have got
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long term experience in managing people. It feels like ages. I have been in public

facing role for so many years. I tend to lead by example. I tend to be on sales floor

than anything else. In franchise world, we tend to lead by example. Retail sector

wants their manager in administrative role.

Describe your leadership style on daily basis? (Administered MuItifactor

Leadership Questionnaire)

I lead by example and my leadership style is all about being relaxed. As long as

targets are being achieved, I am relaxed and don't worry much. Specially, in franchise

it's all about sales. Being on the shop floor and keeping an eye on everything. I

monitor performance every week. The team gets £10 if they sell handset on or above

£35 tariff. Staffs are fully aware how profit and losses work. I tend to be more in

advisory or consultancy role than anything. One of the new team members is selling

45 handsets a week and likes praise. He thrives on praise rather than anything else. I

will always give praise where it is due and give feedback. He basically comes looking

for praise. I monitor new starters and see how they are feeling. I listen to everything

and observe. There is phrase in retail called touch the deal, I don't know whether you

know or not. Manger, deputy or senior sales will add to gaze the situation and try to

add something to close the deal if they can. In February, we had to do 9 connections

in a day to get full bonus and staff was de motivated. On Saturdays, we keep feel

good sessions. We use the countdown board to track what we are doing on daily and

weekly basis. We mark the targets off as we go along. They knew exactly our position

on Success Index Score.

We are really close friends. If you respect them, they will respect you as well. I find a

lot of respect from staff. Team always knows where they stand as I tell them what I

feel. I don't come in work in mood. I tell them what is bothering me and things they

can do to improve it. You have to be open. I like sorting out things before they go

wrong.

What factors affect your leadership style in the business?

The only thing changes it is if we are behind targets. I still try to be relaxed. I don't

want staff overly concerned about targets. I think staff we have got now knows where

they up to and pull the weight. Yes, it might change my style and I may stress out to
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some degree but try not to. If it needs to be passed down (stress), I do it. Its time

where you need to be harsh, you need to be tough. If performance is an issue, the style

changes accordingly.

Does your leadership style affect motivation of your team?

The sort of relax approach gives them positive outlook. If I argue with them, that will

have negative feedback. A lot of people come from background where there are not

many targets. Some of them are vary about targets and immediately they get

suspicious about what you doing. A leadership style affects both way positively and

sometime negatively. I tend to explain my actions in basic way. Any change is

perceived negatively as it brings out people out of their comfort zones. I don't ask

people what I would not do and always lead by example. One of the issues with retail

is you get asked to do things which they can't do it or they don't want to do it.

How does your leadership style affect motivation of your team members?

It affects motivation positively. I try to make sure that they get opportunity to show

their creativity. I encourage them to excel in their career. Provide a sense of

achievement by appreciating and praising their efforts, recognition by giving vouchers

and awards, social events and competitions. Use clear communication regarding

targets, performance and expectations to achieve better performance and motivation.

What motivates your team members?

Financial gain. That's the only way of looking at it. Financial as well as performance.

One of the team members is driven by being number one. He constantly looks at retail

eye to check where he and store stands. His performance motivates him not more than

financial rewards. I think nothing motivates more than financial rewards in work.

Financial rewards, performance, praise and feedback help in motivating team

members.

What motivating factors you use for your team members?

Money, performance and being number one. It is always nice to be top of the pile.

Team likes to achieve the targets on weekly basis. Commission is one of the biggest
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motivator in franchise business. As a franchisee, I can decide how much commission

team gets. I try to inspire them to achieve more.

Have you worked in any other organisation in management/ leadership position?

Worked for 24 years in different environment in management roles. I have been store

manager for long time. I was in top performer there as well. I have extensive

experience of working in different sectors. I have worked for international businesses

as well.

What is the difference in leadership styles and motivation?

Retail is far more structured and red tape, you got to fill out a lot of paper work.

Leadership style should not be much different. It's just we get more freedom. In retail

you got to do all your catch ups to do one in week, annual performance reviews and

quarterly reviews. We decide what to do or not under guidelines. Our administrative

jobs are not as tough as retail. Processes are water downed to make it easier. It's not

much difference in terms of leadership style and motivation. We try to work as close

to retail environment as possible. A lot of franchise staff like working as they are

more motivated by financial rewards franchise stores offer.
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AtIT'RP4
ANTRIM - JI)NCnOlf Q~e
AIIMAGH
BANGOA • lIf>ff!R HAm Sf • kl
aATlEY
BEESTON
BIiADfORD - FOSTER SQUARE
CHIUSTCHUItCH
COOKSroW~
~PA~ro:
OUNCiAHfiOH
EOlNBUltGH • MORNINGSIDE
£tIltlSlOWH
GI.ASGOW • ~EI!T W£STtltN 1t000
GREEtlOCK
ItAVAlfT'
IIwmE
LARHE
UMAVADY
lOflD<JM)(RRY • SPErtCfJI; ROAO
MAGti~LT
MAR)(;ETHAA&Otl.OOOH
NzytrOWNAQEY
PCHIUTKseLBY
SHllU.eY
SOU'J'l1.S!1<
STR.A.8An!
STROOD
WATEIllOOlII1.1.f
WIN'fOH
YOAA • DES1GHEIt OUTlET

Fn>nehlse f!O I
1'5ut McGregor
PAU1.HcGreoc,rst,02 com
Frnnef\lse t'0 I
0"...>0 61~d,
~
G78S:S J'109SS

VO<.<efl»ne
MS9>1 469900
O~89<!429291
02637 517666
0289l 4S"2c1J
0192444'1302
eus 9-122242
01274 7:l333~
0120241SOO2
0266616711"
02844 839770
O~$e' (296))
013145290U
02866 J.«}\ 12
0141 )3'97"171
01415 ng002
Q2~9247m2
0!2941H937
02828270202
02.817 112242
O~8n~
02879 6)3;$5l
016534IDll
rae
011&8 868a99
017571'05m
02380e~m
02392 7.l21~
0lS11 1186440
0145.) 7$0221
02392 2625'25
01202 515010
01904 ~J;7771

faxPhooe
02894 '187114
02894 465064
.028]7 Sl7ijl4
0'2891 1155159
oln'! 112156
o I1S 922 :1970
01274 733963
DU02470164
02BBti 766236
OlM" 619150
028S7 7279t7
0131 4474165
02866 3016848
OHI )39 1258
01475 nS218
023924785$4
012943137'9-4
02828277668
028'7 169353
O;t871346<m
02.8~ .;tOtS'.l)
01858 <401015
tat
01168 84()<),S
017S7100157
02}8Q 7747f1'l
om27Sl713
()287l835:166
0145) 762:-163
01392 2621 SS
OllO:! Sl42SS
01W4 f»4~
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~tt'W~y SOS Code
RF71A669
RIO<lA699
RFSIM&49
~ros8003
R.F7S007S
R.F56S6!)S
Rf36B635
m~C6n
RfIOC608
RF5I~50
1lF131l612
itfS9f658
AF08~
1US2G65l
Rf6JG66S
Rf73H671
Rf06I604
~1.U4
rut:lOI..&29
IU'2Bl627
1lFl15M625
AF46M64S
R(07ff701
RF8QI\6n
Rf95S69l
Rte~
RF96SG14
1Ul16S6tS
Rf4~S64"
Rf57W656
RJ89W686
1U'S5Y6S4

Curr<!nt OtIC
ocea
OCSY
OCBillG
OC8l\6
ececs
OC8BQ
OCml2
ccsce
OCW
QC86H
OCBA[)
OCB8S
OCSA$
0C88J
OCSSV
OCBCF
OCIIAl
OCe&W
OCIlAV
OCSS)
OCB8A.
OC96B
OCU't
OC~
OCBIA.
eeeee
oons
ocaAt
OCB6A
QC>81W
QC8DiI
OC81lO

T~Sl.llt1J5
WO!K"
TAAOllffl
TAAOII'tG
fflAOlrtt>
TAAOI~{j
T!tJ\OI P«i
TAAOJrffi
llW>1r«>
TAAOING
TAAOlrfG
TRAnlriG
1"RADlNG
'fRAblM
TAAOltiG
ilWH:NG
TRADJt4G
TAADtflG
mtlfNG
11IAOIHG
1'JW)lNG
TRAnJIIG
l1W:JltiG
TAADltlG
TMtlltlG
TMDlflG
TAAOitlG
nAtllNG
UAOltlG
moiNG
TRADIHG
TRADfHG
tiAl\)lil(j;

Address I
OtHT 40 CASTLiE CI:'1ffili
JtJHCnor. O,Ni;
LlNTi ;} let. lOX l1oo$;11
101" UfPER MAIN ST'ReEr
G9 CONt-tE~C1AL STR~r:r
67 !fIGH ROAD
LItH! llID,1$ !fIGIl STRUT
30 JAMeS STItW
LJmT.1
<t8 PERRYSTRm
Hl,MORr4INGSJOf ROllO
H erutORESMW'j1 GAfAT WEmRH ROAD
LfNU 46 IWlll. TOll WAY

, UNIT .16 I'tBUOlA.N CENTRE
8 6RIDGroAl£
oom;' iM I.AtJAlUIA ~!T-'llI>AAl(
19 MA1tI(EfSTItUT
QtA Sl'El«.fR ROllO
Lmrr E MbDQW lANE CENTRE
oUtltr 24
lJNli 3ClAaBEYCEtm!
40 MIOI>I.E-G.ATe
3,5 GOWTH()RJIe
tn li,!GH SiiREEY
12 MlMEIlSrON ,ROAD
7 CAS"I1.! STRUT
VtlIT 35 .
') THEPREO~cr
33'9 WlNiIORNE ,ROAO
emIT $$ D~fGllat OIJ'fl.Er
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Address 2 Address 3 CQllnty I'Q1IC¢<l~
NARKET SQuARE AIfflt11-l rlORnl~1 [RflAKD BH! Mm
Iii BAll.'I'M!NA ROAD ANTRJM tlORTlfERrt rRfilAtfD BT'f1 4U,
19 MARKEr STRt:ET ARMAGH }jORTHEM lA£VltO ~Tliit 7~

BANGO~ NQJtTI'f~1II IREv<RO erzn 4AG
BATUY 'VEST YORKSHIRE WF17 SEF
BEESTON I'lOTTllNGHA'HStllR£ 1«>9 lUi

FOSTeR SQUARE Rel'i\lt 9AAK BRADfORD WESt 'I'.o~t¢S'URe eOt <lAG
CHRls'I'OlllRCf4 OOME1' ISfl23 JBN
COOKSfQWIt NOJ!,TI-tERIflR!WfO ST8o.8LW

H ST PATRIOCSAVEtluE OOWUPATltICl{ HOR1'HSRHJRaAHD S)'J060W
DUNGAIfNQII NORTHERN IRElAltD mlf;A)
EDINIWRGH SCOllMlD EI·1104AX
EffN1SKILLal HOl(llfeRH I~Wfo &U4'!S.M
GLASGOW SCO'T\.4tIO GUSQX

OAK MAlL GReENOCK scorutio PAIS :11m
WESTSTRI!ET IiAVAIf1" HA~PSttJRE FQ!:IUlN

IRVltiE sOO'l\.AeiD KA12IleQ
CIR(;tJWt ItOI!.t) LAlttte NO~niEiU'l IR>[I..AHO &140 Hill

U'w.,v.i.c.v 1«:l~mt:RH IREWD 61'49 ,0118
l.ONootIDatil_Y N:ORTHEIUi III!EUND 5l'o116AA

MOlfeY l>teltE !lOAO MA6liElW"ELT N'O,RWERH lA.tlAHO BT456EQ
ST MARY'S PlACE MARK·ETHltRBOROUGfii LEICr!STe:~lRt I.E l6 1011;
tOflGWOOO ROAD itEWiOWHAe.8EY N'O~ri{!RtlllR.WiHO S07 !\lUff

P!~AtnI CUMnlUA CA117PT
SELBY HOlUB YORKStflRE W!'l4RE!
StiLRLfY HAMPSHIRE. SOl&04e¥
SOOlltSEA j{A"'nH1R~ PQS lQH
STMlWl UQR.TK!IVjIIlllAHD 8re~ BAF

I'tFJtP.Y WAlXS SI1_Of'~rlfG ~E moUl) Gt.OuceSlat~IRe GIS lRR
lONOON ItOA() WATERlOO\!JtLE HAMPSHIRE PO)' 71tt
WINTON BOurtN O<IOIJ't'H DORSET §t9< l'\'tI
ST KICOI.A$ AVENue FULfORI} VORl< f«)A;'!lI YOR~IR£ 'YOL9 '4TA
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Cor.~'~U!d Address
Unlt ~O Qstle Ctnm=, Hlltltc!t &llJare, AIfTll;IH, NOfmem 1r;Jl<!!I'I(I,OT41 4{}l4
JunctJon 01'0. III 8allyme~ ~,AHT1UH, jortiwn '~ndr trr4l 'Ill.
Un..t 1 tcnnOM HOIl2, 19 Molrli;etSttt«, ARMAGH, tlOrthetn lrelim~, eTf>l 7f.Z
lOlA UJ)pet Haln Stre ,BAI4GOR.,. rt<lrthem trt'I!)I'I\1, srzo 4A(}
69 COI'nIrIeI'daI Str~t. BATlEY, West Yorksf1ire, WF17 SEF
67 High Road, ee~, PI~hamst\lf $9 2LE
Unit 190, FOster $Q\ISIe ~ll Park,wnf{)Rf), W~ Voril:ftilre, BOl4.A.G
76 High St~et" CIiRlSTOtI}JtCH. Dot-s>et, 8H23 18"
30 ~ Street, COOl<STOWH, N(Jrlbem lrelbntJ, I,JTSO 8LW
Unl( 1, 3-7 51 P~bi!;kS Avoenue, OO\\lHPATIllC)(, NMllem (relil!l4J, 6130 (iD\\'
48 Perry ~ OUI~GAHHcm. I1Orthl!fll lrel~, ST11 W
147 Momlflg$ld Road. EOIHBlJI\G!+, ~nd, EH 10 'fAX
J3 Bel~ Stt4!et, BNHISKIWH,NoMem Ire!aIJd,B174MA
711 Grcb' Western Rood, GLASGOW, 5c.ot'IImd, Gn 8QX
VOlt 46 'Hamlltoo WiJ'(, QaIl f1,.!I~ GR'EE 0<:1<. 5o)tJaoo, PAIS l~
Unit 16 Morldl~11~OO'e, West Strett HAVAIfT, Hampslllre, PO'9 lUr;
8 Brid9c9 .tt, IRV£NE, S<ottrlnd, KAt2 88Q
UnJts 1$4 LAllarM RGti)ll P rk, Cl~r Rood, I.Idl:HE, lfOrthefn Ird M, llT<lO lHR
19 t4 rlCet street, U~"VAD'I'r HortIIem 1~IJd, 8T49 nAB
61J.. Spencer !toad', LONDOtlDfRR'I'. ,~o~ tJIeland, 6T476AA
~ f ~ L&1\e. Centre, Money M4l~ 11Md, HAGH£AAFELT, Notthem Irtlj)rt!J, BHS 6EQ
1IM't 24, St Hary'S ~c:e, ttAAKET HAIUIOROOCiH. - ~ LE1610R
Ullll )0 Ab~ LoogWQQ6 Rotl<f, NEWroWItA&SEY. Northern Irtlabd. 6T37 gUt'
40 K1ddIe9ate, PEfj~lTtI, CunlbN. CAj 1 7PT
a-s Gowthorpc, Stl8V, N()I'tt1 vorlc.1.1Wc, Y08 .. HE
111 High street, SItIRllN, i-lump$tlll't, $016 4EY
12 hlmcr$i:(l«l RO&Il. SOUTHSEA, Hall1fl5tllnr, POS J.Qij
7 Cb ~ ~ STRABANE, Hort1H!m Ireland, BT82 8AF
UM-35, Merry W. $ltIQppll"!g Centre, moVD, GloiIcestershlre, GLS lAA
~ T11t! Pre.cII!x;t, London ~ WATERLOOVIllf, Ha~ ,POl 70T
339Wi~ Roed, vnoton<, eo\IIUjEHOU'ttI, Dc:irs1t, 81i,):lAD
U!llt 56 ~i"II!f Outlet. St ti1COf45 Avl!OO4! FuIlQl'(l, VORl<. North y~ YO [g 4lA
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Tore)( 15r.:lnch HO.
0679
0690
0641
0621
0659
0644
0681
o&M
0657
0623
0691
0&43
0602
0639
0683
Q]oo
06H)
06913
0616
0633
06;l2
06&2
0.642
0619
0605
0673
0616
0660-
069S

R~
F~nchlw DiJ'.·~~t MM~
Fr!lm;hi$e fM;v~l M-anaoer l:ffiil<l
Area
Frl!nd1l~5uppc<t ~1l""Qer
Fr;)n,hlseSupport MWgtf EI'I\!II
fr<lnchlse 5uppc<t Mwger Moone

Tortx e"'nch N,sme
AmrRff
ASHfN~
Iit.YTff
Bot. TON - MrOOUBROOI(
I!OOTlE
BRlDul«ifOlf
ERJXiON
OEWs-BuRY
EW$MER£ PORT
HYDE
K'iioort
LEEDS· CP.OS5GATES
LEEDS- M[IUtI~ CEHTP"~
WGl1
LYrnAMSTAIIN5
MA.cmuu.
JiilOOtrrON
HQIWEJIt
~MSKlRl(
0SWfiSTR"t
SALE
SEAHA,..
SOUTH SHIElll$
STRET'fORD
l'Ho1W1ON Ct.EVEI.EY$
W.....LSENO
W~t{fNGTON
WlLMSWW
WR£;l(tfAK • EAGlES MiiAOOW

Ft~fOl
Palll McGregor
f:lI\lI~D:O.l."-Offi
fr~~Rl2
SimOn Tl1Ol'f1E
stmQD,!IJQflXlii02.~.lIl
07739l96S47

V~rw:
(l1S1 523 00'22
01670 JlSS0SS
0161() 3.55'502
O1"»1~
OiSl.9Zl0.l,71
1)1Z02 677.7'1'
(11m 73173
jh924~2
01 Sl 3:5$ 8SS8'
OIQl ~7~S
01St S4, iSS'S
(UU264~
(ln32411400
0194l261UO
OU53~
illSl ;ZO(ll'CM
,DlIII 653 3Sl3
0167.0 511001
01695 saU9S
01691~lUi?
tll6l 9139J63
0'191 SS.I 6880
OU145S-:Un
0160186$1514
tH2SJ 819619
o19.1 263'817
0191415"7933
OJ&2' $388&'2
019<78 i66660

faxPhooo
rsc
0\610~57lJ9
Ot67(1l!ifI10J
0110<~668002
OlSl91J~16
01262 6112.31
o~m767561
01914 400922
om 3SS-S05-l
OI~l 3St 794S
0151. S48 472,4
0113 .264 7311
OU3"2427531.
0[9426'423&
01253 'U983
(iiSt 526 0001
0161 ():;~ J40a
01670 St664S
01695 581153
OH;91~16~36
016t 96:U412
0191sn;u~~
Oll}l "S5 3975
Olli,i MS 1'39
01253: 629192
OHl'l 26~9810
oJ9i 4177284
01625 539820
1)190'$ ~6S621
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COOSOl~ted Ad4ress
Unit 9", RaCI!(;OOIWfletall Parlf, Alrfrl\E~, M.m:eyslde, t9 SAY
18· 0 $latioo R.wd, ASliltlGTONi tfOftlwmbU1$~, ftf63 'K))
if i(tel ROWSIIoppii'lO~, e.lm, Tyne And Weat, NE2" lAH
Ul'lit eA. Mf<1dlebl'O¢ R!)~II par1C,MJOOLE811.QOK.lan~fe, 81:6 6.)"
135 Hoos Square, TIle 5tnnd s~ng centre, aooru. MlI!rseysid4t. 1.20 -IS}(
Unit 29A The Promeoa.dla. tirUbUlIGTON, EMt Y~lrli, V01S 20)(
25 StJnI'l9 Gordcn$. eUXTON, Dtrtvr~f;Jlrc, Sl<l' 68J
Unit 1 YQIi(SfIlre ~, Soutn Street- DEWS&lRY, We$t y~, WF13 irr
UI'1,t F Sub Uru 6, The COtI~ Retall !>ark, a.LfSH~RE PoRT, ~. CH6-!> ~D
Unit 2] The Mall,Clarendon Square, ""DE, ~ter Mand1§t«, SKl4 2'1T
Unit 5 Sl ~ h~. l<'lRKeY, Mmey$ldc, L:llSRO
un If 514~. WDS, WtstVOfksIirte, 1.S15au
Unit 5S The Mei'11M C!!fitre, LEEOSj West ytrtshil'!!, lS2 8NG
lJnlt 2, SpJl'IJliIVirGate SOOWIn9 Ce~e, laGH, I.i!flQsA1re, WH? 4i>G
Unit 40, St An~ P.ood, ('YTHAHSf .MIRES, LMoesl1lrt, FY8 t~
l"/l"~ WCS~'I'r t4A,Gt1du.. ~.s!d , 1.31OOQ .
Unit G3t Arildtlie Celltre. MtDDlfTON. ~ter M,IJ~. Hl44B.
Unit I9 Se""(!r500 AlQ(Ie, ftORl'fTHj Northumberland, NE&! INS
10 CIKlt.:hWal~. MMSK1~1C,bal'lCClsfl ,L39 3QS
2 SmIthfield Strort.. oswt:sTJl,y. Shropsl1rft, SYll lEG
Unit 5 The Mall. Th SQuM: ~nQ ~, s.4U!, CI'IC$hlre. 'M33 7Wl
lhil~ 8, .9yn:o!t PIeiCCSt!OPPil'I9 Centr'e. SfAHAM~ county O\Jl1\atrl, SR.7 lDR
31-33 KhlO Street, SOUTH SHIElDS, Tyne A1ld W8r, HEll U>A
Unit 52 Stretroro Mall, S1'Rf1'fORD; Cifealer i4and1estef. 1'132068
4S V«;tQfiil Rood W4I5t, 'fH()Rrno~ CI.EVEiEY'S, l.oII~rc. NS 11lV
11,11,The FOr1:)n1S~O centre. WAUS~O, Tyne AfWJWear; H~8 I,UP
Unit 44, The Gallertu, VlASItINGTON, "T'VM And Weqr, HOS 1$8
S8 Grove Street.. WII.MSLOw, Ojeshlre. SIC.9'IDS
Unit 21\, Eilgres Meadow Shotltllng Cc!nt~, WIWO-IAM, W4Ja., L.L13aDD
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R~iotI
Frllnci1lSe ()c"~l'It Manil90f
FrllnchlSe De<.'e'lOCment~i.,m*( EmIIll
Area
F~rKl1lseSVPPQftMMbger
F, thl$O SupPG4t MaM!J~r £IMII
F'f1!nc:hl~ Support MI)~9tr Mobll¢

Tore 0( Br;mch N'o.
069~
063
06<$0
0676
06?fl
0682
0(;61
0097
~
04%
0617
0632
0652
0611
06S"3
0693
~7
0607
0637
0613
~
0600
0663
0626
0636
0624
0101
0614
0638
0646
0667
0634
0684
0660
0628
(MS
0689
0670
~

Torelt 8;i!~ Naff)J!
&RAOLEY sroxe
6RflfTWOOO
61U~O • PES!GNER OUTUT
&!UOOWATER
CAS11:fR)RD
CllfTON
COtl.BV
G~!ATYAA1100rn
tlAOCNfY
I1AYE:S
KE40IHGL!Y
1i£t.lP5TeAO VAtl.fY
IffTOifN
HOVE
UUCenE~·eEAUMONT
UAHSl.LI • PArte 'nI,OSTItE
I.ONOQrl· WAI.WORllf ROAO
NSATH
NOftTH FINCHlEt'
NOR1'ttF1ELO
ORPlrtGTOtf
ftOTH~HAH
SHEfFIElD • Cf{'iST~1. geAl(S
S~EFflEU> • OMSIOH STREET
SKl~
SOVTHAL.l
STAUSTELl
STAMFORD
STRAT~O
S1MTFOItD 1JP()tj ~VO"
snElT
TOIIIIRIDGE
TOTFEIlHAM HAle
raOWGAltlGE
WEWHGBOROUG"
W!LWVN GARD£Jj CJlY
weSTEWNG
WISBfOf
wo~p

Franchise F02
N~I Malml,'OOO
Iiml..~1Mi00(L~lJ:.QJl)
F'rll11d1f:se F03
Slmon Hazell
siO)Qn.haz,!!I!)pl.,o;.QO)
071390S7S 1

Voice-PhOne"
1)1454101112
01277 2m11
j) 16556<62224
OJ279~lll02
01977 ~:l0700
OU1973 99?6
OlS36 263000
014~ 644402
020 8533 6666
0l08S:1l 1171
0113115 4561
OU~J4.l6011O
01%242nOO
0.1213134139
OU6l34Gm
015). 780202
02.0 nOI OS:SS
016)~ 632136
0'20 B 466nl
0121 4j1S 1937
OUill9 835566
01700 e3~742
0114 ~~8'9868
0\1417S 2333
01750 795191
OiO 8813 S$2l
017~6i702
01760 763281
0)0 851' 5141
0.1789 ~66i>o2
Ot .. 5S .... BB~S
01]32 369555
0.208801313'
0122576QOOO
Ql9~3 27S902
01707 31:1580'
02.08519<0"1
0194S"7S~
01~~

h~P"o~
01454 610046
01277 649807
01656 647479
OIl1S 427060
01977 550247
Dill 92] 74O('j
01536 M9B41
014938S23D9
0208986 ~Uli
OZ!I 8561 1041
O1l3 230. 5211;
0163.4 3,?9181
01462 4371<18
O~2137J4283
011623S5()94
01554 7lWl25
ozc 1252 682l
QUil9 630493
0.20 a446 $635
OJH4779tUS
01689871985
017~ 93,910.7
0114248 lUg
OU", 275 961B
01756793156
020 8813 8199
011266723$
01780767mt
6208»4 S1~9
01789~1806
014$8441419
017313679UI
-O~ 8808 2819
OU257~313
Ot933 279035
C1701 37262_6
020. 8561 8667
01"5'415454
0100;501696
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Md,ess 1 MO<ess] CQUf'ty PostCooo
WIu..OW e~ool( CENiRE &AAOIlY SWKE GLO\Joe$TtItSHI~e BSneeF

M!N1WOOO r:ssec CH1" 4AJ
THEOE~W~ 6Jtl'O()9~D WALES CF3295U

BRIOGWATfR SOHERSU TM Jr~Q
CARlTON' LAHES SHOPPlIlG CErmtE CASTlffOIID WeST VOItKSHlRE WHO JAO
CUFTO~ OOw~ ShOPPlftG Cl:tmE CUFTOH alUSTOl BS8 2HH

CORBY t«>JtnwtPTOtlSftfRt! N~171NU
IWUCET GATES GRE'AT Y,6.RKOUTH tlORf{)UC NR302BG

HACIOlFf GREATER lOIfOON ,E8IHY
lOMBAROY RETAIL PARK HAYES MIDoL£Se)( tie3lEX

HE1\OlNGt.EY \~ST 'I',Or{.J(SMl4t! U62U!
HEMPST!AO VAu.£Y S"OPP!NG CTR HEMPSfeAO VAllEV I(ENT M~ 3P9

HlTOim HERTFORDSHIRE SG5 lOY
HOve EAST SUSSEX eH) 3'Y8

BtAUHOIfl SHOflfl G CBfI'lm lflC£S1tR tlIC~m~5litRE Ul41DG
PAR( TltOSTltE IJ.ANEW WAl£S $"149UV

lONOOH GREATER. lQHOO,", SEn 2AL
NEATH W£ST GLAMORGAN SAltlDR
tlORTti ftNOtlfY GIID.TER laffoON ta29QIJ

BIUSiO(. ~OAO soum NOA.Tl1F!EU> wesr MIDLANDS 831 2ID
OIlPrN~ K!tfr 8R61YfW
ROl11EIUfAM SOIJfK YORKSJilRf S~5 lAG

CRYSTAl. PEAKS SHOPPLHG c;fHTRE SHEmBD SOUTH: 'l'ORK~lRE S207PJ
5I1mlEtO SOtrl'tl 'l'OAKSlH1ti: SI4GF
St::IPTO,. NOltTIi "'~1<SH11tE e023 lltX
SOI.mC.I!U. f1f01>I.fSE)( lJ~J INN

WHITERMR PlACE ST AUSTEll.. COMWAll I'l2SSA2
ST A)oIFORI) UNtclNSHIRE H~~Bl

Ttlt S'TRAlfOAD CEKtrU: STRATroRD GREATER LONOON ElS 1XO
sruTF~O U~ A\f()U WARWJCKS"I~! OIl76)G
S'TlI!~ SO"EItSET 8A160EZ
TONBRIDGE !CENT TN91EH

'rOTTEHHAH HALE RETAIl p).It)( "TOTTENHAH HALE GREATtR lCHOON HlS <CQO
THE SH1Re5 Sli04'PIHG C!HTU TROWIloRIOGE \YlI.l'SHlftE a"l4$AT

WEWNGIOR.~ tlOlmlAmONSfiM! tl~8 .l6Q
IiOWArtOS<lAT! ws,WY'NGAAOEH COY HeRTFORDSHIRe ,,1.8 6H!\

W$-ru,utjG GR~nr:t LONOQN WI39DA
tiQRSEfALR SliOflllING CEMTIlf WISGfCH CAMBAIOOEgjlRf 1't:13 WI;

WO~QP NOmMtWiSHJlU sao 1JH
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